‘timetable' systems® associated with affirmative action in the USA have become notorious
for discriminating against white men, and have been seen to entrench negative attitudes
towards the employability and educability of ethnic minorities and women. Still, the legal and
social coercion implicit in affirmative action policies are credited by some writers (Thomas,
1990; Jones, 1986) with having brought about a more *diverse' workforce and student body
in the USA,” Thomas (1990) observes that this diversity is drivea partly by the legal and
social strictures of affirmative a¢tion, and partly by demographics, The population of the USA
is becoming more and more culturally diverse as a consequence of immigration and the
relatively high birth rates of minority groups. In addition to these influences, American
companies are struggling to compete successfully for markets and labour, both domestically
and internationally, and are undergoing changes in perception about how work is done, and
by whom (Kanter, 1984; Pascale, 1985), This trend contributes positively to the recruitment
of blacks, hispanics, women and immigrants, and thus to the diversity of the workforce.

In the USA these days affirmative action is increasingly perceived as a powerful, but artificial
and transitional intervention which corrected unequal employment and university admission
patterns at the expense of white males,® Driven by the new Republican-dominated Congress
and by economic uncertainties, Americans have embarked on a reassessment of affirmative
action which may lead to its abandonment,” In any case, now that the workforce is more
diverse, attention has shifted from rffirmative action to ‘managing diversity'®. The new

8 The quota system calls for a specific percentage or proportion of positions at all levels in an organization
to be fifled by women or members of minority groups. The percentage stipulated is roughly equivalent t Je
porcentage of women and minority members in the geographivsl community from which the employer
traditionally draws its workforce. Timatables are set up Lo guide minority appointment and advancemsant within
an orgenization or instituiion,

T * Diversity" usually refars to skin colour and gender, but may also encomposs age, race, raligious affiliation,
sexunl orjentation and social class (Thomas, 19909,

¥ Walker sums up the opposing positions on affirmative action as "those who want to drop affirmative action
becauge thoy say it bes failed and that African-Americans ure beyond help, and others who want to drop it on
the ground that it has succeeded too well, and given them too much" (1995),

? Califomia is sxpected to lead the way in 1996 with a referendum on whether the allocation of public jobs
and resouress should be colowr and gender blind. The United States Supreme Coust may also roll back its 1980
decision permitting the federal government to discriminate in favour of minority groups in awarding contracts,

1 Thomas (1990) defines managing diversity as & process of getting from s heterogeneous workforea the
gnme productivity, commitment, quality and profit that one gets from o homogeneous workfores,
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educational opportunities to much of the population,® has hindered South Africa from
developing a highly skilied labour force, a strategy pursued successfully by many other
countries, especially in South East Asia, So, in the large financial, commercial and industrial
organizations which dominate the formal labour market in South Africa, less than five percent
of the managers are black, even when this percentage comprises Asian and coloured managers
as well as Africans’ (Jordaan, 1995). This percentage is shocking, given that Africans
comprise nearly three quarters of South Africa's population, and whites less than one fifth.
Thus a major challenge in South Africa in the 19908 is that of enabling black people to take
Jeadership positions in important sectors of community life, including the business sector,

At this point it may be helpful to make some observations about the way the term *affirmative
action' is used inside and beyond South Africa's borders, In the West affirmative action is
understood to mean povernment or institutional policies directed towards equalizing
opportunities - particularly in the workplace and in higher education - for minority groups
and women, Policies aiming to eliminate institutional discrimination vave been developed and
implemented in the USA, Canada, Australia and the UK in the past three decades (Hugo,
1992, 1986; Jones, 1991; Weiner 1993), Despite lengthy experience, surprisingly little is
known about the outcomes of these programmes, perhaps because their effects cannot easily
be disentengled from those of other soclal policies.® Affirmative action is generally
congidered approprinte and effective when it promotes the aggressive recruitment of workers,
students and faculty members from among ethnic minorities and women, But the *quota’ and

¥ Recent statistics show how bud things are, Literacy rates, defined by the number of peopls who have
comploted standard gix, stand at 97% for whites, 79% for Indinns, 56% for coloureds and 43 % for Africans.
Only 8% of adult Afrjcans in the 25 to 64 age runge have pussed matric. The figure for whites in the samo
range 1s 61% (Krige, 1995).

*In this thesis, the term “black’ refors to the indigenous African populntion as well aa coloured and Asian
South Afrivans, In business organizations, however, *bluck' usually refers to sthule Africans only, According
o Bowmaaer-Falconer and Seprll (1993), Alrican minngers reprosenied 3% of all manngors in the private sector
in March 1995, up feom 2% the pravious year. Women of all races represent about 10% of all manngers,

5 In the United Statos, for example, Congress enncted a comnrehensive civil rights statute in 1964 which
was the fivst attempt by the faderal government to address inequalities in employment, The introduction of
affirmutive action colncided with a massive expansion of the welfare state - President Lyndon Jobnson's Grent
Society « and (he costly and divisiva war in Vietnam,



CHAPTER ONE
INTRODUCTION TO THE STUDY

1.1 THE RESEARCH PROBLEM

Affirmative action is a policy which stirs controversy, Debates over the necessity, advisability
and effectiveness of affirmative action programmes to redress inequalities in South African
soclety are a popular theme of television chat shows, radio phone-in programmnes, academic
seminars and conferences, In 1993, when this research project was launched, the publicity
surrounding affirmative action rose to a fanfare as the policy proposals of various constituents
in the process of negotiating a new constitution for the country were announced. Interest
groups such as the Black Management Forum (BMF) and the South African Chamber of
Business (SACORB), the employers' federation, made an urgent call on members to put
affirmative action programmes in place, mindful that the new government might impose
quotas,’ and that most competitive business organizations had an inadequate record in the
area of affirmative action,

Before entering into a discussion of the affirmative action programmes provided by the
business sector, it is useful to review briefly the context in which they operate. In the past,
successive governments in South Africa provided dramatically lower levels of social services
and physical infrastructure for blacks than for whites, Among the consequences of this today
are Inwer educatlonal achievements, lower fevels of health, lower incomes and higher levels
of unemployment for blacks. The years of apartheid have contributed to problems for the
business sector as well, South Africa's earnings are heuvily dependent on raw material
exports, particularly in the mining industry, which has been characterized by fluctuations in
prices, profits and employment, The economic isolation brought on by apartheid led South
Aftica to develop a selfsufficlent manufacturing sector, but the firms In that sector are
characterized by short production runs and low productivity,® Apartheid, by denying

! The ANC-led government has frequently indicated that it wishes (o avoid legislated meiul quotas in the
privole pector, but in the mid 1990s expectations of business leaders ramuined high,

3 8ou * A survey of South Africa: the juys of normality’ in The Feonomist, May 20 1995: 9.14.
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Indeed, corporate affirmative action programmes run counter to these broad alms by
monopolizing expenditure and momentum at the top of the system. So, instead of being a tool
of transformative. change, corporate affirmative action programmes may best be described as
reform initiatives which reduce race and class conflict by regulating differences of interest and
power in society, There remains a necessity for interventions to address the needs of those
untouched by corporate affirmative action programmes.
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ABSTRACT

A major challenge in South Africa in the 1990s is that of assisting biack people to take
leadership positions in important sectors of community life, including the business sector. To
address this need, companies are drawing up affirmative action programmes which have
educational aims, such as Jeadership development, skills training and integration into Western
corporate culture, As these companies draw up and implement their plans, it becomes
important to consider the perceptions of both the planners and the ‘beneficiaries' of these
programmes, This study set out to question participants about the meaning and impact of
affirmative action on themselves, on the organizations in which they are employed and on
South African society generally.

The research uses the frameworks of critical education theory and qualital.ve research to
enquire into the historical and present contexts of affirmative action in South Africa;
international models of affirmative action; the social background of participants in affirmative
action programmes; participanis' perceptions of the programmes in which they ars engaged;
social outcomes of affirmative action; and participants’ ideas for changes and improvements
to programines,

The research method consisted of in-depth interviews with forty-six managers involved in
affirmative: nction programmes in four large Johannesburg-based business organizations.
Respondents were selected in an intentional sample, and were predominantly African men,
although men and women of all races were interviewed. Policy documents, records and
reports on affirmative action in the four participating organizations, and from further afield,
were scrutinized. The research results are reported in the form of biographical profiles of
individual participants, ar well as case studies of the four corporate programmes, These were
preceded by a treatment of theoretical positions in affirmative actlon, as well as historical and
international perspectives.

The research results show that in the short term affirmative action impacts on vrganizational
values, practices and culture in ways witich may be read by white managers as threats to
customary standards of performance and productivity. In the longer term, however,
affirmative action wilt be sustained by business survival factors and political considerations.
The findings suggest that corporate affirmative action programmes generally fail to provide
black managers with a senss of purpose or belonging in their organizations, They also fail
to address problems of racism and resistance to change in the organization. The aims of
affirmative action programmes are rarsly made explicit, Planners and recipients hold gifferent
views of the benefits to be gained from them. The ideological component of affirmative action
is often under-rated in programme design, and measures of accountability are neglec: 4, For
these reasons and others, affirmative action programmes may succeed in bringing black
managers into business organizations, but fail to retain them, or offer them viable career
paths, so that a stable, motivated and experienced black management corps may be buiit,

So far, corporate affirmative action programmes have contributed to the growth of the black
middle class. They do not ~ and perhaps cannot - address the national need for redistribution,
reconstruction and development of opportunities and resources (incl . buman resources).

it
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world is not scmething hard, real, tangible ‘out there', to be identified, manipulated and
validated as in a positivist model; it consists of a complex web of meanings constituting
everyday experience, which can only be interpreted by reference to people's motives,
intentions and purposes. Because knowledge is social, its meaning should be interpreted
within specific social settings and traditions, Knowledge changes continually; new constructs
permit new perspectives and subsequent claims to knowledge (Deshler and Hagan, 1989),

The prrpose of qualitative research is to allow researchers to enter into another person's
perspective, or to ga. 1 new perspectives on their own experience. The assumption is that such
perspectives are meaningful, knowable and communicable (Paiton, 1980). In education, a
qualitative approach implies a concern with discovering and communicating meanings so as
to make them intelligible to others, When a theoretical account {or interpretation) of actions
is made available to people, it reveals to them the rules and assumptions upon which they
have been acting, and hence “enlightens’ or *{lluminates' the significance of their antions to
themselves and others (Brookfield, 1985; Carr and Kenimis, 1986), By offering indjviduals
and groups an opportunity to examine the beliefs and attitudes underlying their actions, they
are invited to consider alternative ways of believing and acting, Both processes - the process
of becoming more aware of oneself, and the process of becoming more socially consclous
can be considered educational processes, as well as processes of enquiry, as clearly indicated
by theorists such as Freire (1984), Habermas (1972) and Rogers (1969). The educational
possibilities of qualitative research complement adult education principles of respect for the
significance of adults' experience, origing and potential.

To achieve their aims, qualitative researchers document episodes of lived experience
representing as closely as possible how people feel, what they know, and what their concerns,
veliefs, perceptions and understandings are, The salient features of qualitative research have
t#~n noted (Sherman and Webb, 1988; Miles and Huberman, 1984; Pation, 1980) as a
concern with context and natural settings; an attempt to grasp experience holistically; a focus
on meanings, interpretations and relationships within experience; experience as process; and
an appraisal of the sign’ “icance or value of experience. Favoured methods include interviews,
participant observation and unobtrusive measures, usuatly conducted with small, non-random
samples. For the most part, data are analyzed inductively, resulting in explanatory themes,
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then conduct pre-planned experiments, under rigorously controlled conditions, ostensibly to
verify their theories, The role of the researcher is detached, in order to minimize disturbance
of the phenomena under investigation, It is assumed that the researcher has superior
knowledge of the phenomena at the outset of the enquiry, and is therefore empowered to
make decisions concerning the content, process and setting of the investigation, Subjects’
contribution to the research is minimal: they may assent to the canduct of the research; they
may agree to apply results; they may comment on the design of the research after it has been
put into effect, Such research is based on the exercise of external and unilateral control in
gaining information from, and acting upon, others,

The last two decades have secen dramatic shifts in the ways that educational research is
understood, valued and vised, The trend has been away from empirical research based on
positivist paradigms and towards *post-poslitvist' or *new paradigm' research (Chapman, 19944
Reason and Rowan, 1981; Hall, 1975). Arguments have been advanced for viewing positivist
research as uneducational, undemocratic and impractical (Torbert, 1981; Carr and Kemtuis,
1986). Reason and Rowan (1981) cite eighteen grounds for disapproval of positivist research,
including a narrow model of the person, reductionism, reification, a concern with variables
rather than wholes, a preoccupation with bigness and a tendency to serve conservative
interests. But the main objection to positivism lies in its commitment to the hegemony of the
natural sclences and its exercise of tight social control. By rejecting the influence of personal
and social values in knowledge creation, and denying dialogical process as a source and
means of understanding, positivism exposes an essentially authoritarian and anti-educational
nawrs (Torbert, 1981),

Rooted in these objections to positivism, alternative approaches to educational research, based
on the epistemologies of interpretive social science and critical theory, have promoted more
informed and human strategies of knowledge creation® (Rosenwald and Qchberg, 1992). The
underlying proposition of qualitative research is that knowleo, . is a network of subjective
meanings created and sustained by individual members of soclety, Knowledge of the sacial

T A nuniber of appronches, representing » variety of positions, bave smerged in recent years, ineluding
‘ethaography' (Fetterman, 1984), *naturalistle unquiry' (Gubn and Lincoln, 1981), *grounded theory' (Glaser and
Strauss, 1967), phenomenclogy’ (Stage, (987) and *symbolic interactionism',
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Comstock (1982), Thompson (1983) and Lovett (1980), aim not only to understand, but to
change practices by clarifying the values and understandings of those involved in educational
processes, and those who benefit from their continuation, They study the nature and
consequences of action; the nature of institutions and structures providing the framework for
action; and the nature of the educational or enquiry process itself, This *eritical’ knowledge
is the base for transforming or reconstructing society so that it is "free of alienating and
oppressive social institutions and life forms" (Giroux, 1981; 122).

A further philosophical foundation for the researcher's epistemological position is
pragmatisnt, whose tasic proposition is that the world is neither dependent nor independent
of a person's idea of it (Pope and Keen, 1991), Reality is neither an objective, external entity,
nor {5 it a purely subjective perception, but rather the consequence of an individual's
interaction with her environment, The emphasis is on an active, thinking person reaching out
to make sense of the universe by engaging in reconstruction and interpretation of her own
experience. It follows, then, that the educational methods favoured by the researcher are those
which foster learner-learner interaction, learner-teacher interaction, and learner-text
interaction, The aim of this pedagogy is not the transmission of knowledge, but the
engagement of participants in a critical thinking process « a discovery of and grappling with
their own and others' previous ideas and constructions. A research paradigm compatible with
critical education theory, pragmatism, and the researcher's ideas about teaching and learning
is qualitative research,

The generle term *qualitative research' is used for multidisciplinary enquiries which value
knowledge, and ways of acquiring knowledge, which are different from the objective, neutral,
rational methods of the natural sciences. The dominant research paradigm of the last two
centuries, positivism, is based on a belief that valid knowledge ¢an be established only on the
basis of what is founded in ‘reality’, as perceived by the senses, Positivists claim that science,
and only science, offers an adequate base for research because it employs methods which
ensure that knowledge is not contaminated by subjective preference and personal bias (Carr
and Keirmis, 1986), Scientific research aims to describe, analyze and explain phenomena,
and to predict and control events, Scientists, or researchers, develop theories about the
external world, in which it is assumed that facts are readily observable (Torber, 1981). They
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CHAPTER TWO
RESEARCH DESIGN

2,1 INTRODUCTION

While the previous c¢hapter introduced the aims and objectlves of the research, this chapter
sets out the way in which the project was planned and carried out, It begins with a discussion
of the research paradigm, then describes the manner in which the sample was selected. Next,
an account is given of the methods and techniques used to collect, analyze, inferpret and
present information. Finally issues of generalizability and validity are considered.

2.2 THE RESEARCH PARADIGM

In the first chapter of this thesls the researcher proposed that critical theory and qualitative
research would form the epistemological and methodologieal frameworks for this study.
Critical adult education theory was outlined very briefly in the introduction (Chapter One),
There it was shown that critical educators view personal and social values, and the nature of
knowledge, to be the products of social processes, and therefore subject to constant change.
Critical adult educators believe that the developing and organizing force in human experience
is a person's active, critical thinking. Thinking is stimulated by cognitive conflict, usually
brought ahout by experiential problem posing, or problem solving situations. Critical analysis,
an important by-product and methodological ool of critical theory, is concerned with
decongtructing texts' for the political and social values which frame action, philosophy and
theory. Applied to the field of adult education, this means that

v« Critlcal reflection analyses commonly held ideas regarding learning and educational
practice for the extent to which they perpetuate economic inequity, deny compassion,
foster a cultute of silence and prevent adults from realising a sense of common
connectedness.

(Brookfield, 1993: 66)

Rasearchers taking a critical approach to adult education, for uxample Brookfield (1993),

1M Texts' are unclerstaod hore to mean pieces of academic writing as well as historieal docurnents, rrratives,
rhietoric and public siatements, As Aronowitz and Giroux (1991: 105) have observad: "exts are sitey of
padogogical and political etruggle".



ground as well as gaps and contradictions.

Chapter Eleven concludes the thesis with a discussion of the major research findings, focusing
first on participrats' personal experience of affirmative action programmes, then on corporate
policies and strategies, and finally on affirmative action as an agent of social change.
Implications of the research for the field of adult education are also addressed.
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interpret data, ‘

Chapter Three explores prevailing conceptualizations of affirmative action in South Africa and
reviews literature relating to the design and implementation of corporate programmes to
address racial imbalances. It also describes the constraints imposed on affirmative action
programmes by sociopolitical trends. This chapter provides the theoretical underpinning for
each of the chapters which follow, and suppotts the discussion of the research findings
contained in Chapter Eleven,

Chapter Four traces the historical de.  pment of South Africa's characteristic social, political
and economic imbalances and inequalities from the pre-colonial and coloi ial periods to the
present day, taking in the period of Afrikaner nationalism in the middle decades of this
century, often regarded as a precedent for present day affirmative action programmes. The
chapter also traces black resistance to white dominatlon, and the rise of black political
consciousness and power in this century, providing a backdrop to the international models of
affirmative action presented in Chapter Five and the personal accounts of black managers’
tives found in Chapter Six.

Chapter Five eritiques state Sponsored affirmative action programmes in Zimbabwe, Namibia
and Malaysia, focusing on the intended and unintended results of constitutional and legislative
measures, Like the previous chapter, it provides insight into a range of critical {ssues facing
South African policy makers today.

In Chapter Six the personal histories of black managers involved in affirmative action
programmes are explored, The chapter provides a sense of who these managers are, and
highlighits the coherency of their lives, thelr self concepts and their perspectives on affirmative
action,

Chapters Seven to Ten contain case siudies of affirmative action programmes in four South
African business organizations. Each chapter explains how and why the programmes were
concelved, and the factors impinging on thelr success or failure. The views of those who
manage the programmes and those who undergo them are compared, exposing common
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cultural bases of affirmative action, It also shows us how educational programmes (and the
power bases which support them) are modified and cianged.

The researcher used the frameworks of critical adult education theory and qualitative research

(discussed at greater length in Chapter Two) to pursue the following objectives:

1, To investigate the theoretical roots of affirmative action and study programmatic
assumptions.

2. Ta place current affirmative action programmes in the context of historical events and
processes linking racial preference and education to social change in South Africa.

3. Toinvestigate international models of affirmative action and extract lessons from them
for South Africa,

4, To inquire into the social background and educational experience of black managers
in affirmative action programmes, and explore the ways in which their histories are
reflected In their views of affirmative action.

5. To study conceptualizations and practices of affirmative action programmes in four
large business organizations and, through case studies, to illuminate successful and
problematic aspects of programme design and implementation,

6. To investigate participants' experience and perceptions concerning affirmative action
programmes and to record their creative ideas and suggestions for reshaping
programmes.

7 To analyze the impact of affirmative action programimnes on individuals, organizations
and wider society,

1.4 ORGANIZATION OF THE THESIS
This thesis is divided into eleven chapters which correspond to the steps suggested in the
research alms and objectives listed above, -

Chapter Two provides an account of the research design including an outline of the
researcher’s epistemological position and her reasons for selecting a qualitative research
paradigm. 1t describes the manner in which the sample was selected, and the ways in which
interviews, biographical accounts, critical incidents and case studies were used to gather and
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Reconstruction and Development Programme, which states:

People are, and must remain, the architects of the RDP as it unfolds in the years to
come. The provision of opportunities for people to develop themselves in order to
improve the quality of their own lives and the standard of living of their communities
Is a central objective of the RDP, (RDP, 1994: 59)

Yet, as mentioned above, the planners of affirmative action pregrammes in South African
business organizations appear to have ignored these central tenets of adult education,”
raising questions about the theoretical base of their programmes,

1.3 RESEARCH AIMS AND OBJECTIVES

This research set out to reverse this state of affairs by investigating the meaning and impact
of affirmative action on those who experience it firsthand - the people who are willing or
unwilling participants in affirmative action programmes in 'large South African business
organizations, In addition, the study aimed to provide a more detailed understanding of what
Paulston has called the "adult education/social change nexus” (1988: 114), In the sense that
affirmative action links education to social goals such as equity and justice, it intersects with
the field of adult education, whose aims, as already noted, inciude personal empowerment,
professional development and social change, particularly for disadvantaged and
non-participant groups. Yet, as Paulston remarks:

We have no macre- or even middle range theory explaining how adult
education systems evolve, work or interact with other social systems, We have
no linkad sets of propositions which clarify the pedagogical process of adult
learning or how change oceurs in the formal and nonformal structures in which
adult education takes place, We even lack a wel-defined technical language to
help us describe and compare adult education programmes and attempts to link
them to economic and soclal development efforts.
(1988: 114)

The vesearcher believes that the distinctive and critical voice of adult education, with its
history of innovation and its empathy with adult learners, provides not only a framework for
understanding affirmative action, but also contributes to the development of theories of
education and soclal change, This study increases our understanding of the ideological and

* Despits a diversity of paradigmatic orientations, adult education has focused throughout its history on the
ndult keprner ay mojor concern and object of study (Finger, 1995; Merclam and Cunningbain, 19893 Jarvis,
1985},



edusationists such as Brookfield (1994, 1993, 1985), Mezirow (1991, 1983) and Freire (1985)
draw on critical theory to stress the unique task and responsibility of adult educators to help
adults free themselves from culturiily induced dependency roles and relationships. These
theorists suggest that by assessing their experience, becoming ~ware of cultural contradictions
that oppress them, researching their own problems, building confidence, examining
alternatives, identifying resources, anticipating consequences and fostering participation and
leadership, adults will become more self-directed, empowered and pro-active. These theorists
argue that one of the social roles associated with being an adult is a responsibility to
contribute to the transformation of society. Thus, for Brookfield, an important part of
education is "assisting adults to make sense of and act upon the personal, social, occupational
and political environment in which they live" (1991: vii), In a similar veln, Rahnema
maintains that adult educators should sse education as a crucial part of a much broader
attempt to achieve political, social and economic liberation!

The educator must always act simultaneously as an authentic teacher and as an active
agent of social change. His role should be not only technocratic and purely
pedagogical or professional in nature but also politicdl, in the widest sense of the
word, (1978: 64)

An earlier body of adult education literature {(Knowles, 1972; Tovgh, 19'71) builds on ideas
about adults such as those held by Rogers (1969) that the healthy, productive personality is
self-directed and self-repulated, and on Maslow's (1954) belief that self-actualization is
possible only in adulthood, Amongst others, Knowles (1980) developed an understanding of
adult learners as mature, experienced and motivated people who are competent to take
responsibility for their own learning, Knowles affirms the importance of learner participation
in all stages of educational planning and design, including the identification and prioritization
of learning needs, setting aims and objectives, and selecting appropriate content, materials,
teaching methods and forms of evaluation. This earlier body of work in adult education
stresses the significance of the individual's life experience and self-concept as both a resource
and a constraint in learning.

An exploration of learners' perceptions of their roles and responsibilities, their view of
themselves and their social world, their aspirations and expectations lies at the heart of critical
adult education practice, This is a role compatible with the vision of the government's
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writers (Bowmaker-Falconer, 1993¢ Human, 1993; Alperson, 1992) have argued that
ingtitutional constraints, including deeply entrenched prejudice, too littie investment in
education and training,' and a tendency to take a shori-term, operational approach, have
hindered the =ficctiveness of corporate affirmative action programmes, But most of this
research examines the current status of affirmative action, and speaks to and for people
engaped in workplace education. It dloes not allow participants to speak from their own
experience.

Affirmative action progtamiries in most South African organizations are based largely on the
perceptions of white, male managers about the need for and direction of education, training
and action, The lack of attention paid to participants' perceptions of the process is puzzling,
The managers of these programmes are the people who rally and administer organizational
efforts to fulfil social and political mandates, Their opinions affect how affirmasive action
efforts are managed, what programmatic priorities are selected, and how resources are
managed. The *recipients' of affirmative action programmes form both the primary target and
the major context of such programmes, Failure to investigate their views can influence how
seriously such policies are taken, the personal resources committed to them, and the general
climate for success or failure of affirmative action programmes, This startling gap raises
questions about the nature and effectiveness of corporate affirmative action programmes ~
questions which are of particular concern to practitioners and research.ers in the field of adult
education,

1.2 THE THEORETICAL CONTEXT OF THE STUIYY
Adult education, which is often associated with progressive forces »nd with social change,
contrasts in many respects with the traditional principles of peda; sgy."” Cuntemporary adult

' Most South African companies spend lesa than a half percent of their total expenditure on in~service
education and training, in contrast to Buropean and North Ametican firms which spead an average of six percent
(NEPL, 1992 14),

" In South Aftlen, purticularly, education was used by the aparthed regime as & *hegemonic weapon', with
both the formal and hidden eurrloulum contributing to the reproduction of inequalities in terms of racs, class
and gender, Thus teachers in schools were often viswed as transmitters of state ideology and as puppets of the
ruling class (Unterhalter et al, 1991), Theve was little opportunity within format educational settings for learning
to be oriented towards the developnient of communitios and the adult's social roles,
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1990s a number of business organizations" have introduced affirmative action programmes,
often under the rubrics *equal opportunity’, *black advancement'™ or *social responsibility ',
These programmes embrace a range of educational aims and functions, including leadership
development, workplace education and integration into Western corporate culture,

In contrast to the lively public debate mentioned at the start of this introduction, and despite
the educatonal heart of many affirmative action programmes, affirmative action in the
workplace has received little attention from educationists in South Africa. Although the formal
education system, and particularly higher education, is viewed by educationists and others as
a ceniral institution to redress racial, gender and economic inequalities in society, the potential
of education in the workplace to influence social and racial relations, and to provide access
to wealth and power, has remained largely unexamined. Yet precisely because so many
affirmative action programmes in the workplace bave explicit (and implicit) educational aims,
they form an ideal setting to study the educational issues raised in a process of ongoing social
ghange,

Previous studies of affirmative action in the workplace have tended to be conducted by writers
from the field of organizational development and management development, As we will see
in more detail in Chapter Three, these writers have documented the -+ 4 for affirmative

action programmes (Hofmeyr, 1988; Smv. an, 1986) and suggs ethodological
frameworks for corporate interventions (Human, 1992; Hofmeyr, ! Recently some
12 Although a widely circulated study conducted by management consultants ¥ . . iact in 1995 reported

that & massive 84% of South African organizations i both the private and public sectors had affirmative action
policies in place, lones {1995) points out that FSA-Contact's study was based on & minuscule sample of
orginizations in the private sector only, In addition, *formal’ and *informal' policies (deseribed as ones which
do not encompass & written policy statement) were conflated in the stndy, leading many to entertain serions
doubts about the survey's claims.

" In its broodest sense, *black advancement' refers to the economic, social and political advaacement of
black people. In business eircles, however, the term has come to refer to the promotion of Africans from the
lowest levels of organizational hisrarchivs into skilled, supervisory and managerial positions in predominantly
white organizations (Smollan, 1986), Bennell and Strachan (1992) point out that the term has offensive overtones
since it implies prior baclkwardness on the part of bluck people befars their *advancement' into white culturs and
whits enterprise. The term *black otcupational advancement’ is therefore preferred.

15 * Sociul responsibility* refers to a wide range of corpornte programumes for the social welfare of employees,
including housing loans, bursaries, and adult basic education courses, as well as community development
activities contributing to social upliftment.



challenge" is to change the assimilation philosophy associated with affirmative action to a
management philosophy which accepts and supports the cultural diversity of employees and
client communities. * Managing diversity’ is becoming a major social movement of the 1990s,
inspiring the same kind of vision and idealism as environmentalism and feminism, and
attracting the sort of attention from researchers and academics that multiculturalism in schools
did in the 1980s (Thomas, 1990; Jones, 1991).

In South Africa, {nstead of declining, the debate on affirmative action is assuming greater

prominence and urgency in the context of the new political dispensation, The African National

Congress (ANC), the Pan African Congress (PAC) and the Congress of South African Trade

Unions , .AFU) have all referred recently to a need for affirmative action. The term is

used loosely tc cover a wide range of programmes and strategies, including

1, bursaries and academic support programmes for black students at universities and
technikons;

2, preferential financial assistance by business to institutions of communities which have
been traditionally disadvantaged;

3, corporate social welfare programmes for employees, including housing loans and adult
basic education courses; and

4,  preferential recruitment, selection and promotion procedures in large companies and
academic ingtitutions (Mapai, 1992; Innes, 1992h),

Attempts to delineate the boundaries of affirmative action precisely are sometimes obscured

by the use of euphemisms such as *correctiveaction’ and * positive action', and by related terms

such as * managing diversity', In Africa, particularly, affirmative action is often confused with

the process of Africanisation'* following independence from colonial rule. In the 1980s and

"' tn America this challenge is led by a number of social movements, including the women's movement,
and black power and gay rights activismi, Amongst other zctivities, these groups ckallenge the white male
attitudes and workstyles which still dominate most US companies.

12 Rapid Africanisation of the public sector hag affected the efficiency of central and local govemments and
parastatal organizations negatively in & number of countries, and has been eriticized widely 85 a conservative
and elilist process. Ses, for examwple, Strachan (1993: 141) and the NEP1 Human Resources Development Report
(1994 51),



Hollway maintains that part of the interviewing process should be an exploration of the
meanings assigned by interviewees themselves to the events and feelings they describe.
Aronowitz and Giroux insist on a mgorous examination of experience which explores the
boundaries of a particular position, and extends insights beyond the limits of particular
experiences. The researcher attempted to extend these principles to all participants in the
research process, including herself, by cultivating a climate of trust, depth and reflection.

An important aspect of critical practice, as described by Freire (1985) an:l Brookfield (1993)
ig the educator's readiness to place her interpretations and biases before others for scrutiny.
To address this need Usher and Bryant (1989) suggest presenting practices for wider
examination by colleagues working in sitnilar and allied contexts. They suggest that not only
does this , “ocess allow interpretations to be scrutinized for their accuracy and validity, but
it also facilitates a review through the lens of formal theory. In this study, tentaiive
interpretations and conclusions were not only discussed with partieipants in the research,
individually and in groups, but were also presented to groups of postgraduate students in adult
education at the University of the Witwatersrand, in an effort to explore alternative
interpretations and conclusions. Connections and discrepancies between participants'
experience and theories of education and change were also explored in this process.

2.5 BIOGRAPHICAL ACCOUNTS AND CRITICAL INCIDENT TF..  ("UE

For many years educators have used biographies, autobiographies and pers.. Al accounts as
resources for social research and evaluation (Van Manen, 1992; Campbell, :21.8; Grumet,
1987). Adult educators always have had a special interest in the lives of individuals (Knowles,
1980, 1975; Brookfield, 1991, 1985; Merrlam, 1987) believing that understanding and respect
for people are essential in assisting adults to fulfil their multiple roles, Working educationally
with people demands more than technical skills and authority. It requires a sensitivity to their
fears and hopes, their beliefs, their ways of making sense of their experience, their practical
knowledge, and their ways of solving problems, This in turn demands an awareness of the
constraints and possibilities of their life histories, including their material circumstances and
historical context. For these reasons, the researcher pursued the biography of each manager
in this study, focusing, in near chronological order, on respondents' social background,

27



between them and her through the course of each interview, and from one interview to
another. She also tried to adapt to their perspectives during the interview, leading to un
exploration of themes which might not have arisen in a rigid adherence to a questionnaire or
pre-determined interview schedule,

Whenever possible, interviews were conducted at participants' workplaces, The reasons for
this were twofold, First, it was anticipated that respondents would feel more confident and
relaxed in surroundings which were familiar to them, and secondly, there was a larger scope
for cbservation,

Almost all interviews were recorded (with the permission of participants) using an unobtrusive
micro-cassette recorder, Participants were shown how to operate the recorder, and invited to
switch it off if they wanted to say something off the record. The researcher also took
longhand notes during the interviews. The tape recordings were transcribed, and copies of
the researcher's summary notes of biographical information were returned to participants
before the second interview to see if they wanted to retract, amend or improve anything, This
gave participants a measure of control over the 1esearch, and also contributed to the validity
of the interviews, as will be discussed in a later section of this chapter,

After transeribing the first set of interviews, the researcher ‘fed back' her tentative
interpretations and conclusions to research participants imlividually. This initiated loops of
practical theory development, as envisaged by Freire (in Shor and Freire, 1987), while at the
same time honouring participants’ experience in the tradidon of adult aducation,

Hollway (1989} observes that the researcher's desire to respect personal accounts of their
experience should not be confused with a belief in their trath ~ that Is, what people say is
valid in itself, but should not be seen as the whole truth, or the only account they could have
given, Aronowitz and Giroux aiso point out the risk of idealizing and romanticizing learners'
'experiences by taking them at “ixce value, indicating that "...experience becomes an
unproblematic vehicle for self-affirmation and self-consciousness” {1991: 130), This seems
particularly important when the number of participants {n the study is small, and when the
researcher's own cultural background is different in many respects from that of participants.
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The conversational approach described above was structured around a thematic guide to
ensure that interviews covered the intended ground, This thematic guide was used flexibly,
however, as one of the features of interviewing in a qualitative research mode is that the
researcher learns something from each successive interview which can be verified or
expanded in subsequent interviews (Guba and Lincoln, 1981: 61), The thematic gulde for the
first set of interviews (which were concerned mainly with gathering biographical information)
was constructed as a self-administered questionnaire, then evolved into a thematic guide and
recording instrument when it was piloted with three members of the research sample
(Rayneard, Radebe, Rachidi), The guide is presented in Appendix One.

Bogdan and Knopp Biklen (1982) suggest that an exploratory, free-flowing, unstructured style
of interviewing may be helpful at the beginning of a project so as to get a general
understanding of a range of perspectives on a topic. Later, a more structured approach may
be used to focus on a particular topic, or to get comparable data across the sample, This
procedure, which was adopted in this study, permits flexibitity and individualization, while
minimizing issues of legitimacy and credibility in the analysis of data.

The subject matter of the proposed interviews was sensitlve and political, while the research
design required that participants display candour and frankness, It was therefore important
for the researcher to show sensitivity to the political context of the regearch and to respect
participants’ confidentiality, Participants had the option of withdrawing from interviews at any
stage of the enquiry. They were informed about the purpose and proceduse of the enquiry,
so thut they did not feel that their personal integrity or sksfus within the organization would
be jeopardized by the research, They were Invited to propose a pseidomyn for use by the
researcher in ber written reports, if they so desired, (Only two participants ¢hose to do 50.)

Cornwell (1984, cited in Potts, 1992: 334) observes that social and professional differences
betweent interviewer and interviewee should not be underestimated and recoramends
conducting several rounds of interviews to help people to move from polite, safe, *public’
accounts of their views and experiences towards more significant, critical, *private' accounts.
For this reason at least two, and sometimes three interviews were conducied with each
participant. The researcher atiempted to create rapport with partieipants, to build trust

25



time-consuming.’ Critical incident technique, used to amplify and extend the data gleaned in
interviews, will be described in the next sestion of this chapter, which deals with biography
as a resource for qualitative research,

Brookfield (1980: 63-4) reminds us that in ordinary discourse the term ‘interview' calls to
mind television confrontations in which a detached questioner elicits information in a more
or less hosiile fashion from a knowledgeable and articulate subject. The term may also
suggest ‘interrogation', since its other common usage is with the competitive,
anxiety-provoking job ‘interview',

The intention in this study was to avoid the negative connotations of the term ‘interview' by
asking research participants to talk’ about their expericnce and views of affirmative ac.’on
programmes. The informal and non-threatening association with conversation . Jlcated that
a reciprocal dialogue was sought, and not a staged *4question and answer session’, This did not
mean that the interviews were to be superficial, Taylor and Bogdan's comments are relevant
here:

By in-depth qualitative interviewing we mean repeatad face-to-face encounters between
researcher and informants directed towards understanding informants' perspectives on
their lives, experiences or situations as expressed in their own words, The in-depth
interview 1s modelled after a conversation between equals, rather than a formal
question-and-answer exchange. The interviewer, not an interview schedule or
protocol, is the research tool, The role entails not merely obtaining answers, but
waming what questions to ask and how to ask them,

(1984: 77)

Various unobtrusive techniques are possible for gathering information in an interview, These
are captured in the terms “clarifying’, *probing' *contesting', *problematizing' and *negotiating
meaning' (French, 1987), Efforts were made to use these techniques in a way that facilitated
enjoyable, yet meaningful dialogue., Questions were asked in forms which encouraged
discursive respo=-¢s rather than yes/no answers, such as ‘Tell me about...' ; *What do you
think of,..'; or *Some people have said,.,What do you think?',

# For an account of personal constraets and the nssaciated * repertory grid teehnique’ see Cohen and Manion
(1989) and Candy (1982),
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The Conglomerﬁ.te Geoff Tabbner 23 August in his office in Isando, | Tape recording and
notes.
The Conglomerate | Harry Thibedi 19 July 1994 in a bay of the Tape recording and
reception aren, 8 August in his nates.
office in Isando,
The Retailer Seadimo Chaba 10 and 20 March 1995 in a Tape tecording and
mesting room in Selby. notes,
The Retailet Latitia Fernundez 3 and 31 March 1995 in 2 Tape recording and
meeting room in Selby, notes,
The Retailer Tunie Job 22 February and 15 March 1995 | (1) Notes only,
in a meeting room in Selby. (2) Tape recording
and notes,
The Retailer Shadrack Khumalo 16 March 1995 in his offics in Tape recording and
Pretoria, notes,
The Retailer Joe Lukhele 22 February and 3 Marck 1995 | Tape recording and
it & meeting room in Selby, noles.
The Retailer John MeCloskey 2 and 10 February 1995 in his Tupe recording and
office in Selby. notes,
The Retailer Nandi Mgobozi 14 and 30 March 1995 in a Tape recording and
meeting room n Selby. notes,
The Retailer Elnine Mpulo 7 and 10 February 1995 in a (1) Notes only,
meeting room in Selby, (2) Tape recording
_ and notes,
The Retailer Anne Muir 2 and 20 Febiruary 1995 in a Tape recording and
_ meeting room in Selby, notes,
The Retaijer Samanthz Petersen 3 and 7 March 1995 in a mesting | Tape recording and
room 1n Selby, notes,
The Retailer Kedi Phasha 1 and 15 March 1995 in & Tape recording and
_ _ meeting room in Selby. notes,
The Retailer Mike Stonier 4 April and 8 May 1995 in his Tape recording and
otfice in Selby. notes,

24 INTERVIEWS

Because of the exploratory nature of the research, and the sensitivity of much of the content,
the primary method used for collecting information was in-depth interviews with individuals.
A further method of collecting and validating information - personal construsts -was proposed
in the early stages of the project, but was discarded when it proved too cumbersome and
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Taps recording and

The Oil Company | John Mabitsela 18 April 1994 in his office i
Wadeville, _ notes.

The Oil Company | Ken Mgengebuls ! Pebruary and 29 June 1994 in | Tape recording and
his office in Rosebank, notes.

The Off Company

Rafilwe Mohy *

i1 o training room in Isondo.

1 June 1994 in his office in Caps | Tape recording and
Town; 11 July 1994 on the notes,
talephons, —
The Oil Comparyy | Theo Qabaka 16 and 25 August 1994 in his Tapa recording and
office ut de Beers Technolopy, notes,
Booyuens Reserve,
The Oil Compeny | Maurice Radebeo 14 Janpary and 30 June 1994 in |} Tape recording and
_ his office in Rosebank, notes,
The Oll Company | Steve Ramusia 4 Februnry, 9 May and § July Tape recording and
1994 jn his offiee in Rosgbank, | notes.
The Oil Cothpatry | Japhta Sibiya 4 February and 1 July 1994 in & | Tape recording and
_ » colleague’s office in Rosebank, notes.
The Conglomerate | Jane Chen 18 andd 22 July 1994 in o bay of | Tape recording and
the reception area in Isundo, notes,
The Conglomerate | Ronnia Chinninh 22 July and 11 August '994 ina | Tepe recording and
bay of the reception aren in noies,
Isando, .
The Conglomernte | Vee Jithoo 1§ July and 11 August (994 in Tape recording and
his office in Isando. notes,
I ‘The Conglomerate ] Peter LeSueur 26 August and 7 September 1994 | Tape recording and
if1 his office in Tsande _ noles, _
The Conglomerate | Isasc Makhoti 28 Juno and 15 July 1994 in his | Tape recording and
office in Isando. _ notes,
The Conglomerate | Daoctor Makwela 15 and 22 July and 1994 in a bay | ‘Tape recording and
of the raception area in Isando, notes,
The Conglomersie | Thabiso Mofokeng 22 July and 11 Angust 1994 ina | Taps recording and
bay of the reception atea in notes,
tsando,
The Conglomerate | Paulus Mohokars 28 June und 11 July 1994 in his | Tape recording and
_ office in Isando. notes,
The Conglomerate | Linda Ogle d and 18 July 1992 in a bay of Tape tecording and
the reception area in Isando, notes,
The Conglomerate | John Rayneard 21 December 1993; 20 January Tape recording ond
19943 and 17 June 1994 in hiy notes.
. office in Isando.
The Conglomerate { Ina Schreiber 26 August and 7 September 1994 | Notes,
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TABLE ONE

OVERVIEW OF THE RESEARCH SAMPLE

Conypany Participant | Date and location of interview | Interview Record
The Bank Linda Duma 16 and 23 Beptember 1994 in a Tape recording and
sominar room in Marshalltown, notes.
The Bank Andlre du Tait 22 December 1993 and 27 Tapo recording and
October 1994 in his offico in notes,
Marshalltown,
The Bank Stronger Kgnmpe 15 September and 6 October Notes,
1994 in a seminar room in
Marshalltown. B
The Bank Andrew Kgantsi 13 and 20 Seplember 1994 in a Tupe recording and
semittar room in Marshalltown, nates,
The Bank Noziths Daphos Kozn | 12 September 1994 iu the Tapa recording and
researcher's office, notes.
Brunmfonteing 22 Getober 1994
in the rescurcher's home in
Sandton,
The Bank Phindn Madi 21 Jonuary 1994 in & seminar Tape recording and
room in Marshalltown, 16 notes,
September 1994 in his offlce in
Melvilla.
The Bank Bruce Montso 23 nnd 27 September 1994 in n Tape recording and
) stmingr room in Marshalltown, | notes,
The Bonk Siva Naidoo 27 October and 7 November Tape recording tnd
1994 in n seminar room in notes,
Marshalltown,
‘The Bank Kenneth Rachidi 16 July 1993 and 17 September | Tope recording and
1993 in a seminar room in nol:s,
Magshalltown,
The Baok Dan Simelage 13 and 20 September 1994 iha Tape recording and
_ seminar reom in Marshalltown. | notes.
The Qil Company | Adon Dumse 11 Muy and 30 June 1994 in his | Tape recording and
office in Rosebank. notes,
Tie Cll Company | Johnay Govender 18 March 1994 in his offica In Tape recording and
Rousebank; § July in his office in | notes,
Boksburg,
The Oll Company | Joe Khosa 3 May and 24 June 1994 in his Noles,
_ office in Rosebank,
The Oil Compuany | Homphrey Khoza 4 ek 19 August 1994 in his Notes,
office in Rosebunk,
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internal evaluation of affirmative action programmes in the four companies, This information
was assembled by means of interviews with the managers concerned and an analysis of
documents, Next individuals were sought, in each of the four companies, who were either the
planners or the ‘recipients' of affirmative action programimes.

The study makes no claims to statistical rigour In terms of sample membership, Sample
members were selected to reflect possible variations in perceptions developed by individuals
in different organizations. The main criterion for selection was thus willingness to participate
in the study, as well as communicativeness, A further criterion was diversity: individuals with
various portfolios and periods of service were sought; women as well ag men, from verious
racial and ethnic groups and different parts of the country were selected.

The researcher thought that it was unrealistic to expect strangers to discuss sensitive 1ssues
frankly when confronted ‘cold’ by a university-based researcher, For this reason, she
organized an intentional sample on the basis of personal contacts and recommendations.
Several past students in postgraduate education programmes at the University of the
Witwatersrand were known by the researcher to have been appointed to managerial posts in
companies which had affirmative action programmes. They indicated thelr willingness to
discuss thelr own experlence, and were able to recommend others who could make a
contribution to the study. These recommendations were considered alongside those made by
the managers of affirmative action programmes in each of the four organizations. In the end,
46 managers were interviewed, ten to twelve in each organization, Table one (below)
provides an overview of the research sample, It lists the participants in the study grouped
under the company in which they were employed. The location and date of each interview
is given, along with the method of recording the interview (tape recording and/or notation).
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since the 1980s to recruit, train and promote black staff. The Conglomerate was
recommended by two of the informants as a company steadily, and unobtrusively, increasing
the number of black appointments at supervisory and management level in the past five years.
The Retailer was recommended by two of the informants because it had a well-defined,
vigorous affirmative action policy which had been in place for at least a decade.

Further reasons for selecting these four companies for attention were their size, location and
public profile, Bach of the companies selected is a major employer, with a large management
corps, This enabled the researcher to find a suitable number and variety of participants for
the research, The companies are well known in South Africa; their products are increasingly
targeted at black communities, and their managements (presently dominated by white males)
must be seen to move towards reflecting the racial composition of the population at large, The
high public profile of these organizations also meant that spokespersons for and
documentation of affirmative action policy were likely to be available, In addition, the
companies tended to deal with affirmative action {ssues inhouse, rather than buying in or
contracting out the required education and training, They had substantial staff complements
in Johannesburg, rendering frequent site visits by the researcher easy and inexpensive,

An investigation into corporate affirmative action programmes was initiated by the Institute
for Democracy in South Africa (IDASA) just as the researcher began her own study in 1993,
Although the aims of the two studies were different in several respects, the researcher
considered it best to avoid any appearance of duplication, She sought out companies other
than those selected by IDASA for study,” and was able to increase knowledge in the field by
building on IDASA's case studies in her review of related literature (Chapter Three) and the
discussion of research results (Chapter Eleven),

After targeting the four companies for study, the researcher approached the managers
responsible for affirmative action in each of them for permission to carry out her
Investigation. She also sought information about the design, development, operation and

4 IDASA {1995) published case studies on affirmative action inn the South African Brewerles Bear Division,
the Development Bunk of Soathern Africa, Unilever, The Sowetan, ESKOM, the University of the Westem
Cape, British Petroleum SA end Pick 'n Puy.
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2,3 RESEARCH SAMPL.E AND PROCEDURES

A substantial part of this research was conducted in four large South African business
organizations, which may not be named for reasons of confidentiality.’ These organizations
are referred to in the study as *The Bank', *The Qil Company’, *The Conglomerate’ and *The
Retailer', The companies were selected after telephonic consultations in late 1992 with a
number of informed sources, including Dr Linda Human, research professor at the Business
School of the University of Stellenbosch; Angus Bowmaker-Falconer, research associate at
the Gragduate School of Business, University of Cape Town; Myra Alperson, research
assoclate with the Innes Labour Brief; Dr Carolyn White of the Centre for Policy Studies;
Clive Acton, head of Clive Acton Associates, a Johannesburg-based management education
consultancy and agency; Christine Botha, research associate with the Institute for Personnel
Management; and Bridget Walker of Quest Personnel Agency, Conversations with thase
informants in March and April 1993 enabled the researcher to compile an initial list of 35
competitive business organizations running affirmative actior r-w.yammes which had
recognizable educational/developmental aims, Four companies werc ;- isuted from this list for
teasons outlined below,

For & variety of reasorts black managers are represented differently across South Africa's
economic sectors. Africans are best represented in financial services, coloureds in the oil
industry, and Asfans in the industrial food sector, Women are best represented in the retail
sector (Bowmaker-Falconer and Searll, 1995), The researcher considered it desirable to seek
companies operating in different sectors of the economy so that possible variations in
affirmative action policies could be assessed,

The Bank, which was recommended by three of the informants listed above, was believed to
be rethinking its strategy after making a number of affirmative action appointments at middie
management level in the early 1990s, It was suggested that this particular bank would be
moreaccessibleand *upfront' in its relations with researchers than other (financial) institutions,
'The Oil Company was recommended by three of the informants as representative of highly
publicized (though not necessarily statistically impressive) efforts made in the oil industry

) This was agreed with company oificials at the outset of the investigation,
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networks in which there was an exchange of information, services and support which
contributed substantially to their participation in educational activities geared towards their
own and their children's interests. The study has implications for policy and curriculum
development in adult education and early childhood education.

Other qualitative studies which offer insights into adult literacy and hasic education in
community and work settings have been conducted by Mpoyiya and Prins. » (1994} and Lurie
(1989). The findings of these studies have the potential to make a significant contribution to
the field.

It has been argued (Collins and Plumb, 1989; Boshier, 1989, Lovett, 1988) that qualitative
researchers run the risk of constituting a new form of positivism which locates “truth' in
subjectiv'ty rather than objectivity, ignoring thz ways in which ideology can be embedded in
feeling and emotion (as well as in behaviour), Coben and Manion (1989) warn of the
weakness of exclusive reliance on any particular vesearch approach. In order to avoid
methodological parochialism and to ensure that data generated in research are not merely the
“artifacts of one specific method of collection” they suggest triangular techniques which
“attempt to map out, or explain more fully, the richness and complexity of human behaviour
by studying it from more than one standpoint" (1989: 270). Triangulation has special
relevance where a complex phenomenon, such as affirmative action, requires elucidation,

The {oiogical framework of this research project is qualitative, The study is
intenti. - small to allow depth of treatment, It draws on interviews aud critical incidents
to compile biographical accounts and case studies of participants' personal experience and
views, It employs triangulation techniques, allowing the researcher to respond to a
multiplicity of perspectives, rather than rely on one viewpoint which might biag or distort the
investigation, The researcher beliaves that this flexible, non-dogi.atic approach provides a
viable model, not only for this enquiry, but for other adult educational research projects in
South Africa.
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congepts or working hypotheses, Research results are documented in natural language and
often presented in case study format.

South African studies employing qualite* -+ .search methods have been carried out by
Bozzoli (1991), French (1988) and Smy* .« “* '™, amongst others, and these studies have
informed this thesis, Bozzoll studied the lives of a small group of black women in the early
decades of this century, starting with their girlhoods in rural Phokeng, and proceeding from
an account of their schooling, marriage and motherhood in a peasant society to their
migration to the harsh townships of Johannesburg, where they sought work. In the city they
established households in which they advanced their own position in a proletarian community.
Finally, the womien returned to Phokeng where they spent their old age in poverty, dependent
on pensions and the goodwill of their children, Bozzoli uncovers their stratcgies of survival -
a mixture of assertiveness and conformism - against the social forces of migrancy,
urbanization, racial segregation, proletarianization, poverty, harassment, violence and sexism.,
The women give their version of "how things look from below, how history is constructed
in their eyes” (1991: 242), & version which reveals their tenacity and resilience.

French's (1984) phenomenological study of the reading world of black workers traced the
educational and social influences on the reading habits and preferences of a small grouss of
black adults who were employed or lived near 4 mine hostel on the ouskirts of Johannesburg,
The study investigated the meaning of literacy, and the significance of reading in these
workers' live., finding a wealth of values attached to reading, which go far beyond the
limited and limiting instrumental meaning of literacy. The study also documented a variety
of resources for reading, most of which might not be considered *suitable' for semi-literate
adults by educators and librarians, The study has considerable significance for those who wish
to design literacy curricula or to publish and disseminate reading materials for newly literate
and semi-literate adults in South Africa.

Smythe's (1995) study of intergenerational literacy in two Johannesburg-based educational
programmes revealed that domestic and municipal workers who attended night classes had a
variety of motives and interests in returning to school, including & desire to attend to their
own children's educational progress, Furthermore, these adults were members of social

16



personnel are experienced, not only a. & -1ical/artisanal level, but in terms of managerial,
supervisory and human relations skills. Furthermore, much routine assembly work has been
automated, leading to large scale redundancies, but requiring a wider range of :kills and
attitudinal flexibility on the part of the remaining workforce. This creates new demands on
the adult labour force, not only to master new skills of manufacturing and maintenance, and
to contribute to the development of new products and processes, but also to adapt to new jobs
and career paths (Forrester et al, 1995; Marsick, 1987),

Several factors favour a move to post-fordism in South Africa's private sector, The new
political dispensation in the country has eliminated some of the external constraints (sanctions,
disinvestment) on international trade which existed in the 1980s. Then there are global tariff
reforms such as GATT' which pave the way for South Africa to = »ter international
markets, Finally, there is the influence of many ANC affiliated ecos and COSATU
labour and education officials who support the rationalist and technicist strategies associated
with post-fordism (Kraak, 1995; McGrath, 1995).” The trend to post-fordism has been
controversial, however, and writers such as Kragk (1995, 1991) and Foley (1994) warn that
it is important to guard against generalisatton and exaggeration in accounts of the benefits,
extent and pervasiveness of post-fordist change, In South Africa, fordist methods coexist
alongside other forms of production, such as *jobbing™ and family owned and operated
businesses, There has been little innovatiun in the production methods vsed in the mining and
metallurgical industries - still the mainstays of the South African economy. Mass production
methods were introduced in secondary Industries in South Africa only in the 1960s and 1970s
and are not yet in a state of decline, The introduction of new technologies and management

' The General Agreement on Tariffs anct Trade is o compuct which require. signatory conntries to dismantle
structures of protection,

B According to Folsy (1994), such stratagies inchude atterapts to stimulats export production by reducing
government expenditure, reducing real woges, providing incentlves for private investment, praduction and
consumption, reducing govemmment regulntion of business activity, encournging foreign investment, and bringing
more consensul araogementy 1o bear on industrlal relutions, Kragk (1995) claims that the new government's
industrinl policy of * growth through redistribution' has been subverted from n unified strategy which required
inslustry to mee! busic needs in the local economy while adapting to the demandy of the global economy, to one
which places grenter smphosic on vestructuring industey for the export market,

1* Jobhing is a furm of work organization based on one-off contracts with short production rens, sometimes
involving complex manwfacturing and engineering processes (Kenak, 1995}
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exaggerated and misrepresented. So, for example, Meth (1981) questioned the existence of
skills shortages, citing the rising level of unemployment amongst quatified workers in the
public and private sectors,’ while Muller (1984), Chisholm (1983), and Chisholm and
Christle (1983) argued that the skills referred to were not technical and supervisory, but
socially and ideologically defined * shortages' such as a lack of positive attitude to competitive
business and capitalist development. The shortages claim was often seen as a rhetorical device
(or an ‘ideclogical smokescreen') used by capital and the state to convince the general public
of the necessity of restructuring the workforce for the sake of continued capital stability and

prosperity.

In the 1990s, the skills shortage argument has taken & new turn with the growing influence
in South Africa of a range of Western writers (Peters and Waterman, 1982; Kanter, 1984;
Toffler, 1985; Pascale, 1985) who have noted global economic restructuring and called for
new forms of work organization if business is to survive and flourish in the post-industrial,
technological era, The goal of such economic restructuring is the creation of technologically
advanced, low cost, export oriented, internationally competilive enterprises (Foley, 1994},
An important shift in production methods associated with this restructuring has been
popularized as a change from ‘fordist'® technigues of mass production, characterized by
semi-skilled work on an assembly line, to * post-fordist' production, with multl-skitied workers
preducing a more diversified range of products, with very short lead-in times, The
introduction of advanced technologies, such as pneumatics, hydraulies, computerization and
electronics, implies a range of new, highly skilled occupations in which shortages of qualified

* Archer and Moll (1992) have made three ohjections to the notion that skills ehoriages are & mujor
constraint on economie growtl, including Meth's point that the South African economy fails 1o dellver jobs in
sufficient volume to mateh the outflow from schaols, not the reverse,

® Fordism ia samed after Heary Ford, the foundse of assembly line produotion, The torm refers not just
to a method of production, but to a syster of soclal relations, ingtitutional arrangements and work orgonization
which ensures o stable pattern of production and consumption, Under fordivm, stundardized products ars masy
produced to reduce wnit eosts of production, and, through esonomics of sealo, to increase rates of profit, Muss
consumption is baked on 4 relatively high standerd of living for the working clnss, aa well as on soelal volues
which support constaption, There is o tendhmey towards «enteatization and concentration of production, leading
to the dovelopment of monepoly concerns, The stuts intervenes to provide infrastructure for economic growth
on Keynesion lines, tu reguinto market failure and to deliver a socin] welfare system. Rodical movementy of the
working class are hrought under control through the application of authoriturian or consensusl industrial relations
systeinss (Willinms, 1992; Kraak, 1991; Foley 1994),
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shortage of management skills have been widely publicized in South Africa,® and it has been
estimated that by the year 2000 there will be a shortage of 212 000 managers and 200 000
skilled technical employees (Hofmeyr and Templer, 1992; Shaw and Human, 1989).” This
shortage is not only attributable to apartheid policies; demographic trends and social factors
also play a part, The white percentage of the population is decreasing, due partly to shrinking
birth rates, and partly to the emigration of many professionals, entrepreneurs, artisans and
their families, Eighty-six percent of people joining the labour force during the 1990s will be
black (Hofmeyr and Templer, 1992).*

The partial dismantling of the racist division of labour in the late 1980s (see Chapter Four)
has meant that many jobs (including managerial positions) previously reserved fur whites are
now legally open to blacks, But the vast majority of black people are disadvantaged in taking
up such opportunities because of their low levels of education, The system of ‘Bantu
Education’ has contributed greatly to the shortage of black skilled and semi-skilled workers
in South Africa, to the high rates of iiliteracy and Innumeracy inhibiting ecotiomic
developmient, and to the small number of black workers and graduates seen to have the ability
or potential for promotion to managerlal positions. According to World Bank statistics, South
Africa has nine university educated people per thousand of the population, When clagstfied
by race, there are thirty university educated people per thousand of the white population; for
black South Africans the figure is not quite two per thousand (Krige, 1995).

In a debate which spanned the 1980s, a radical critique, concerned with identifying the
ideological values, hegemonic processes embedded in capitalist forms of social organization,
and the patterns of inequality which they produced, argued that skills shortages had been

f See, for example, populr video and toxt presentations by Sunter (1987); a eupploment to the Pinanginl
Mail of 15 February 1991 entitled * Blzek Advancoment: A Survey'; as well a5 scholarly works by Hafmoyr and
Templer (1992), ond Human (1991).

T Human and Van Zyl (1982) note the shortage of workers at suparvisory and middie managoment levels
in Sotith Afrlen, citing one manager for avery 42 workers, Corresponding figures for the UK and USA are much
tower, the negrost comparison being Austealla whors the ratio is 1:11,

* Hofmoyr ant Templer (1992) summnriza the dewwgtaphic trendts aa follows: 3500 ehildren are bom every
day In South Aftics; nine out of ten of thess children are black, In 1992 white people comprised 14.4 percent
of the population; by 2000 this is expested to be 12,2 percent. Eighty-six percent of people joiaing tie labour
forgs during the 19908 witl be African, coloured or Asian,
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management to recruit, train or nurture black employees, in preference to white ones, for
supervisory and management positions. Affirmative uction is seen as a strategic, pragmatic
response to three perceived problems: a skills shortage; social instability; and political change,
These perceived problems will now be discugsed in turn,

The Skills Shertage

From a business perspective, the major problem to be addressed In affirmative action is the
*skills shortage', widely believed to hamper the economic growth and development of South
Africa, This shortage has been attributed to many factors, During the years of apartheid and
international isolation, South African companies were, {0 a considerable extent, shielded from
international competition in terms of the price and quality of goods produced for local
markets (Lloyd, 1994), Apartheid provided an institutional framework and ideological base
for an economic system characterized by low cost, standardized production demanding low
skill levals, lack of long term human resotrees planning, lack of cooperation between state,
capital and labour, and low education levels for the majority of employees (Kraak, 1991).
Apartheid made it unnecessary for companies to invest in human resources, technology or
work organization to the same extent as companies in Northern Europe and North Asia, This
Ivas had a profound effect on the workforge as a whole, Kraak characterizes the results of
employers' neglect of human resources development as follows:

" A poor style of managerial leadership which has failed to understand the rapid
pace of socio-econiomic and technological change,

* A managerial style informed only by the need for short term profits and
lacking any long term perspective, Skills development has suffered as a result
of this shortsightedness,

u Very little intemal training, with employers poaching skilled Iabour from
competing companies,

¥ No tradition of cooperation between employers and the state (unlike training
partnerships in the advanced economics),

W Authoritarian forms of work organization,

(1995; 36)

Human and Human (1989) have indicated that the development of a professional management
group is crucial to organizational effectiveness, and that & country which is unable to develop
its peoples' skills will be unlikely to develop anything else, Statistics showing a critical
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are inclined either to fault schools for not providing pupils with the necessary knowledge,
skills and attitudes to participate successfully in the world of work,* or to criticize the role
of schools in fostering character traits and dispositions that will produce workers who value
traditions and respect the virtues of the worksite, such as obedience, punctuality, compliance
and deference to authority.” Simon et al (1991) note that such positions produce discourses
about work education, but they operate at a level of abstraction that fails to produce a
pedagogy for work education. So this study, which aims to engage people in an exploration
of their own experlence, contributes to an area of research which has not been undertaken in
South Africa yet, using adult education’s *hos and position to strategic advantage.

* Affirmative action' means different things to different people, Nelson Mandela, speaking
at an ANC conference on affirmative action in 1991, said

To millions, affirmative action is a beacon of positive expectation, To others it is an
alarming spectre which is viewed as a threat to their personal security and a menace
to the integrity of public life.

What exactly are the different meanings of affirmative action to which Mandela refers, and
what is their connection to adult education? This chapter attempts to answer these questions
by means of a critical review of South African literature on afflrmative action in the
workplace. The chapter unravels some of the ambiguitles of affirmative action; traces the
theoretleal roots of affirmative action; and relates affirmative action issues to the concerns of
adult education in South Africa, It also reviews the sociopolitieal trends which impact on
affirmative action, and models which have been devised to guide corporate policy and
programmes,

32 THEHUMAN RESOURCES DEVELOPMENT CONCEPT OF AFFIRMATIVE
ACTION

In many of South Africa's large competitive business organizations and government

institutions, affirmative action is perceived (n hy a programme of action instituted by

! Seq, for example, Etheredge {1932) and Sunter (1987).
§ Bea, for example, Christie (1991), Untethalter ot o) (19913, Nkomeo (1990 snd Chisholm (19843,
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CHAPTER THREE

CONCEPTS AND CONTEXT OF AFFIRMATIVE ACTION IN SOUTH AFRICA:
A REVIEW OF RELEVANT LITERATURE'

3.1 INTRODUCTION

In South Africa, the field of adult education hag been marginal to the mainstream of education
and training and to the preoccupations of the state and other agencies involved in education
planning and provision. This has allowed adult educators the space to be critical of existing
Institutions and structures, but it also means that there is only a small body of work critical
of training provision in the workplace written from an aduit education perspective.® Indeed
Schaffer (1984; 189) has observed that the two interest groups curiously absent from training
discourse in South Africa are trainers themselves and the education profession,’

As mentioned in Chapter One, researchers in the fislds of organizational development and
management development have been more active than adult educators in writing about
affirmative action in South Africa. They have publicized the need for black occupational
advancement, identitied problems in implementing affirmative astion programmies, and posited
future trends in the field, Human (1991: 13) has drawn attention to the need to explore the
environment in which black managers work, and the ways in which they are developed on
the job, Hofmeyr and Templer (1991: 4) obsarve that there has been little research into the
perceptions of progress made in black advancement, and of the commitment on the part of
organizations and individuals to equal apportunity,

Literataze anticul of the formal education system abounds in South Africa These analyses

! Materlal from this chapter hug been published in * Competing concepts of affirmative action'. Perspactives
I Edugption, 15 (2) 1994: 265-284,

* 'This Titerature tends to bo concerned with adult liternc, and basle education programmes operating in
industry, Ses, for example, Lusie {1992) and French (1988, 1992),

} Kenak (1991) observes that the link between eduention, production and the politics of the workplace were
not viewed as imporiant by orgunizations in the liberation movement, such ns the National Bducation
Coordinating Committee (NECC) and the ANC, with the result that proposnls concerning voentional and
technieal inforantion exhibited very little difference from those emorging from the cotporate sector and the
Nutionalist Pagty rogime,
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encourages narticipants to understand and change their situations, However, the researcher
freely acknowledges that the design is not a flawless or unrivalled route to the creation of
knowledge. What the qualitative reseaich design has to offer is a framework for challenging
{and changing) conventional practices, and for understanding the process of doing this. It s
the researcher's contention that such a framework is appropriate and useful in view of the
context and aims of this study.
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develops during, the study. These go beyond description and interpretation to provide
an explanation of the phenomenon under study.

® Generalizability, the extent to which an account of a particular setting or population
can be systematically extended to other settings, people or times,

* Evaluative validity, the evaluative framework that the researcher applies to the study.

Although Maxwell observes that qualitative researchers cannot use his typology to eliminate
threats to the validity of their accounts, and suggests that researchers usually deal with such
threats by seeking evidence that would allow them to be ruled out, this researcher believes
that certain steps may be observed, both prior to and during the research, which enhance
validity. First, to strengthen descriptive validity, tape recordings of almost all interviews were
made, Verbatim transcripts of interviews provided an accurate deseriptive record of
participants' statements. Secondly, to support interpretive validity, accounts of participants’
views were based as much as possible on their own words and concepts. A process of feeding
back tentative interpretations to participants for them to mull over and redefine was
implemented successfully, With respect to theoretical validity, alternative interpretations and
explanations were sought in an effort to test the researcher's constructions of participants'
perceptions. A conscious and ongolng effort was made to promote high quality awareness of
these constructions on the part of the researcher and others contributing to the study. No
claims to ‘external generalizability’ (generalizing beyond the groups studiec) are made in this
research. Any claims to ‘internal validity' (generalizing within the group studied to persons
who were not interviewed) are backed by a meticulous account of the interviewing process
which is sensitive to the politics of the situation and the relationship between researcher and
participaats. Finally, to enhance evaluative validity, an effort has been made to make the
researcher's personal evaluative framework explicit to the reader, rather than leaving it
implicit in the accounts,

2,8 CONCLUSION

This study proposes a qualitative research design which is interactive, in the sense that theory
and practice interact; contextualized, In the dual worlds of affirmative action and adult
education; and compelling, in the sense that it invites engagement in the research process, and
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Company and the Retailer, the researcher relied on completed response forms as well as
follow-up telephone calls to corroborate her interpretations and conclusions. In rewriting the
case studies for this thesis, contextual information has ixen added, so that the reader can
appreciate the unique features of each company and programme, as well as similarities and
differences between companies and programmes,

2.7 ISSUES OF VAY ITY AND GENERALIZABILITY

The aim of qualitative iesearch is to gain insights from people which will enrich and
{lluminate our understanding of actions, concepts, events and practices. The issue of validity
arises from a need to persuade researchers and others of the authenticity and trustworthiness
of the methods of collecting and presenting information and the interpretations which are
derived from it.

Qualitétive researchers tend to view positivist procedures for atwining validity as
inappropriate, even illegitimate, claiming that qualitative research has a different concept of
validity, and has developed its own procedures for ensuring integrity and trustworthiness.
Brinberg and McGrath make the point thus: "Validity is not a commodity that can be
purchased with techniques..,Rather, validity is like integrity, character and quality, to be
assessed relative to purpose and circumstances” (in Maxwell, 1992: 280-1).

Muxwell (1992) proposes a typology of validity and understanding based on the way

qualitative researchers think about and deal with validity in their practice. He maintains that

this “realist' approach is more consistent and productive than prevailing positivist typologies
based on research procedures. The categories of understanding and validity which he proposes
are;

# Deseriptive validity, which is concerned with the accuracy of an account of a specific
object, event, act or situation,

W Interpretive validity, the researcher's interpretation of what objects, eveats, and
situations mean to the people involved in them, This is a matter of inference from the
words and actions of participants in the situations being studied,

# Theoretical validity, the theoretical constructions that the researcher brings to, or
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Such studies also have a commitment to feed back information quickly to participants, so that
they may reflect and act on it, in the tradition of action rescarch {Carr and Kemmis, 1986),

In this study the researcher went repeatedly, over a period of two to three months, to each
of the four companies selected for investigation, There she observed and interviewed
participanis and staff associated with the affirmative action programme, and examined
documents and records related to the programme. From these sources she wrote a natrative
designed to "take the reader into the case situation" (Patton, 1980: 314). Her efforts to
provide readers with a three dimensional picture of the company's affirmative action
programme meant exploring the process of developing the programme at least as much as
examining its outcomes, The case studies addressed questions such as * How did those involved
in making and implementing affirmative action programmes respond to social and political
change? Why? With what consequences? What were the reactions to strategic shifts in
affirmative action among the staff of the company? What were the connections (or
disjunctures) between responses at personal, company and national levels? The case studies
attempted to clarify the concepts and models of affirmative action used within companies and
across companies, while also identifying support systems, They traced the historical factors
which influenced local policies and strategies, and integrated ideas about affirmative action
with national policy developments in the fields of education, development and labour
relations. But above all, they sought to present the perspectives of the managers who were
involved in affirmative action programmes.

Significantly, given the critical education focus of this study, the case studies provided
opportunities for participants to think about their own assumptions and practices, and modify
them in the light of reflection and discussion, They also altowed patticipants to challenge the
authenticity of the researcher's mid-range interpretations and conclusions concerning
affirmative action in the company, In order to engage participants in such critical reflection,
a draft version of the relevant company case study was prepared for each respondent, and
their views on it were solicited. (See Appendix Three for an example of the letter and
response form which accompanied the draft case studies.) In the case of two of the
comparties, the Bank and the Conglomerate, the researcher was invited to participate in group
discussions focusing on the fssues which were raised in the case study. In the case of the Oil
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After the first interview with each participant in the study, the researcher drew up a
‘biographical profile' which focused on that respondent's personal, educationai and
employment history. The profile was returned to the respondent within a few days, and he
or she was invited to correct, elaborate or delete any part of the text. The profile was then
amended by the researcher and returned to the respondent for final editing. When this had
been done for all 46 participants in the study, the researcher ordered the profiles
alphabetically and arranged them in groups according to employer. (These profiles are
presented in Appendix Two of this study.) The profiles were then analyzed and tabulated by
the researcher, who looked for similarities and differences in the accounts. Detail from critical
incident technique was brought in to illustrate and illuminate material gleaned from
interviews. The results of this analysis are to be found in Chaptez Six, *Black Managers in
Corporate Affirmative Action Programmes: Social Background, Upbringing and Education’',

2.6 CASE STUDIES

Case study i one of the most familiar methodologies used in qualitative research (Stake,
1988; Walker, 1980) having been used extensively in the fields of medicine, law, business
administration, psychology, social work and education (Merriam, 1984), Case studies are
essentially an analysis and portrayal of particular instances, events or situations which aim
“to illustrate the relationships, micropolitical issues and patterns of influence in a particular
context” (Bell, 1987). Case studies permit deeper insights and contextualization of a
phenomenon than is possible in a quantitative study of affirmative action, such as that
provided by the Breakwater Monitor (Bowmaker-Falconer and Searll, 1995),

In the field of adult educatio:, vase studies frequently represent a range of interests and
views, rather than one authoritative view, implying that participants' concerns, descriptions
and problems are in the foreground of the study, As Walker observes:

The case study worker constantly attempts to capture and portray the world as it
appears to the people in it. In a sense .., what seems true is more imporiant than what
is true, For the case study worker ... the internal judgements made by those he
studies, or who are close to the situation, are often more significant than the
judgements of outsiders.

(1980: 45)
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upbringing, experience of education and career.

The personal and unique events described in participants' biographical accounts helped the
researcher to interpret the nature of their experience, Knowing something of a manager's
background and experience assisted in understanding that person's life decisions and choices,
Moreover, the biographies provided details concerning specific places and eveats in
respondents’ lives, and these details exposed patterns which were of interest in relating
personal histories to more formal accounts of a particular historical period or social event.
A vivid example of this is found in Chapter Six, in accounts of the 1976 Soweto Uprising and
its aftermath. Not only does the reader acquire a personal perspective on an historical event,
but we also learn about how individuals see and wish to portray themselves in relation to such
events, As Rosenwald and Ochberg observe:
...the stories people tell about themselves are interesting rot only for the events and
characters they describe but also for something in the construction of the stories
- themselves. How individuals recount their stories - what they emphasize and omit,
their stance a5 protagonists or victims, the relationship the story establishes between
tetler and audience - all shape what individuals can claim of their own lives. Personal
stories are not merely a way of telling someone {or oneself} about one's life; they are
the means by which identilics may be fashioned.
(1992: 1)
In addition to the information and insights gained from biographical accounts, the researcher
employed “critical incident technique' (Beenhakker, 1986; Corbally, 1969) to identify the
significance - particularly the emotlonal significance - of actions and events (which may be
intentional or noty on people as they carry out tasks related to education, training and work.
In this study respondents were asked to report positive and negative outcomes of their
participation in affirmative action programmes, and to identify those acts and events (the
*eritical incidents') which seemed to have led to these outcomes, In this way, conditions were
created for respondents to become interpreters of their own experience, and the researcher's
interpretations were Jess likely to be imposed on them, The incidents were recorded and
transeribed in the same manner as the interviews described above, The researcher then
{solated, categorized and interpreted the incidents, searching for commonalities in individuals’
vignettes, and for recognition of problematic incidents in the design of affirmative action
programmes. She invited suggestions for alternative ways of dealing with dilemmas, and
recorded respondents' remarks.
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vocational training and schooling. Lifelong education will be encouraged through the
promotion of free and computlsory schooling for all for ten years, including a pre-school year.
Integration of education ard training would involve all providers (state, private sector and
non-governmental organizations), stakeholders (industry-based training boards, professional
and vocational training assoclations) and ¢o.. .exts (schools, commercial colleges, community
learning centres) under a National Qualifications Framework charged with regulating
standards and managing certification. These broad principles are conpruent with the RDP,
which advocates the integration of education and training and the recognition of adults' prior
learning and experience, but they also raise probleins whach invite criticism and debate,

Despite their coherence and comprehensiveness, the proposals contained in the White Paper
may be criticized on several grounds, A major criticism is that they contribute to only a
limited degree-to the process ot transformation in Soutit Africa, and may serve instead to
reproduce powerfully entrenched structures estabhished in the spartheid era (Krank, 1995;
Wolpe, 1991%), The notion of occupational mobility, linked to lifelong learning, implies a
progression which is challenged by the hierarchical division of labour and by the limitations
of the economy to absorb a significant number of skilled black workers (Kraak, 1995).
Another criticism is that the move to integrate education and training is driven by the interests
of those involved in tealning at the workplace, particularly COSATU, and does not reflect the
interests of students, parents and teachers, who are unlikely to support or implement it
(Jansen, 1994), Then again, the modular-based, competency models advocated by ANC and
COSATU policymakers may be interpreted by employers and others in & narrow, instrumental
way which inhibits cather than promotes learning (Kraak, 1995), A further criticism focuses
on the massive resources required to mount a centratized Natior.. | Qualifications Framework
in the face of a wholly inadequate budget allocation for the prove..~n of adult basic education
and training. Pinally. ABET developmentand delivery are treated sketchily as * developmental
initiatives' in the White Paper. Given bureaucratie restructuring into provincial departments,
the movement towards equity in the provinelal context, and the prinrity of schooling, ALET
is unlikely to receive adequate attention from the state (Millar, 1995),

¥ Wolpe's critique anticipated the policy fornalation and implementation process.

3l



Education and training are seen. fo be crucially important for creating economic growth,
democracy and equality in South Africa, This is, then, a wider and more powerful vision of
the role of education in affirmative action than that in the human resources development
paradigm, which tended to see education and training as instruments in developing a black
manager class, The RDP's emphasis is on widening acces. to education and meaningful work,
following an approach described by NEPI (1992) as the development of broadly based, "high
participation, high skill" human resources. The RDP gives priority to the role of adult
education in reconstruction and development, and states an intention to ¢reate training and
work opportunities for out-of-school youth, the unemployed and retrenched people,
particularly through the extension of Adult Basic Education and Training (ABET),* Sadly,
however, these remain little more than statements of intent, There is tio indication in the RDP
of the structuras or strategies to de set in place to fulfil these intentions, and no meaningful
commitment of state resources to deveiop them.* Bven more worryingly, the RDP meakes
virtually no reference to tertiary education, where the development of the country's
managerial and professional leadership should be taking place,

COSATU (1993), like the ANC, has called for human resources development on a massive
scale a3 a requisite for economic growth and development, COSATU has long championed
the right of workers to paid educational and training leave, and promoted links between
training, higher wages and job grading, It has insisted that the privaie sector should provide
skills development, rather than narrower forms of iraining, which would allow skills to be
transferred from one job, or work context, to another, COSATU was a strong influence in
the National Education and Training Forum, which was mandated to develop proposals for
the government's White Paper on Education and Training, released in 1995,

The White Paper on Education and Training (1995) calls for a single, natlonal system of
formal and nonformal edugation from pre-school to tertiary, including ABET, The principle
of integration is enshrined in plans to establish the equivalence of adult basic education,

® ABET is u unlquely South African acronym which reflects o general (und Intemativnal) polley mowe
iownndy the integration of education und training,

' RDP planners anticipated that ABET projects would continue to attract funding from the private sector
nnd forelgn donors, and hence made no budgetary provision for them,
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3.3 THE TRANSFORMATIVE CONCEPT OF AFFIRMATIVE ACTION

Another concept of affirmative action (called here the " transformative' concept to distinguish
it from the “human resources development’ concept discussed in the previous section) began
to galn currency in the early 1990s, following the unbanning of radical political groups and
individuals, and the removal of rostrictions on the media and the press, With the transition
to a new political dispensation, South Africa's democratic and labour movements introduced
a new discourse in public policy, in which redistribution and reconstruction emerged as
central themes,

The transformative concept of affirmative action finds its clearest expression in the
Reconstruction and Development Programme (RDF), the principal social policy of the new
ANC-led Government of National Unity, The ideological roots of the RIDP are manifest in
the aims of mobilizing the people and resources of South Africa towards eradicating
aparthieid, building a democratic future and transforming the country's soclal institutions. The
RDP's popular appeal rests partly on its promises of improved living conditions (including
land and economic redistribution) and partly on the critical values of people-centredness,
transparency, non-racialism, non-sexism and democracy which were the hallmarks of the anti-
apartheld struggle (Innes, 1993), The RDP White Paper (1994) emphasizes the links between
growth, reconstruction, redistribution and development, This is in contrast to the capitalist
growth school of thought which holds that growth and development, or growth and
redistribution, are processes that contradict ¢ach other, In practical terms, the RDP {3 about
restructuring government ministries and departments, and redirecting spending away from
consumpiion and towards capital investment, However, budgetary constraints mean (hat the
government must draw on other resources to fund the RDP, hence new partnerships and
alignments are to be forged with affected communities, NGQs, the private sector, fordgn
governments and international donor agencles,

The RDP underlines the government's comuiiment to affirmative action as a human resources
development strategy within a hroad framework for social and economic transformation. It
emphasizes both edueation and training as integral componenis of human resources
devilopment, Arguments for hlgh quality general education are linked to demands for redress
and equity, and alzo to demands for greater labour productivity leading to econnmic growth,
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entrenched prejudices, tend to be hidden or ignored, rather than exposed and addressed
(Bownaker-Falconer, 1993).

The human resources development concept of affirmative action can be likened to what Millar
has described as the ‘technological discourse' of adult education:

It is education understood in assembly line terms - as the production of human skills
and capacities, The specification of educational objectives in performance terms
becomes the key task of the educator/manager - and learners are assessed and
programmes evaluated in terms of their achievement of these objectives. ... Its great
altractions are extremme simplicity, close-fit with productivity ethics, its ability to
appear to deliver the goods and its powerful capacity for social control, 1980: 1
(1989: 11)

Both the human resources development concept of affirmative action and Millar's
*technological discourse' are characterized by low goclal change goals. Control of the change
process is located within the system: the introduction and direction of change is a management
prerogative, and tends to reflect conservative cultural and social values, Inctemental ch. ige
efforts are directed to protecting secio-economic stability and boosting indivitlual productivity
and efficiency. The adult educato: functions as a *manager' of the learning environment and
of resources, charged with matching employee development to organizational growth.
Behaviourist principles and methodologies underlie much of this form of adult education,®

The human resources development concept of affirmative action, and the educational
philosophy which frames it, provide a powerful and pervasive account of what matters in
affirmative action: integrating black people at higher levels of existing organizations and
soclal structures to ensure their continuity and growth. But it is not the only conceptualization
of affirmative action, and it is to an alternative perspective that we will now turn,

 Darkenwald and Metciam (1982: 68.9) cite measures of sccountability, belavioual change, behavioural
objeetives, systems approachies nd programmed ingtruetion as some of the manifestations of behaviourism in
orgunization-sponsored education, They also note that techniques and strategles with a more humanistic
orfentation con be used to foster Individust prowth and development,
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in the face of large scale retrenchments) as well as to the perceived limits of white eraployees'
tolerance of black empowerment (Hofmeyr and Templer, 1991). In the 1990s, Coldwell
(1995) suggests that many companies perceive affirmalive action programmes to be expensive
and risky,* and are thus reluctant to invest in them, preferring to ‘poach’ already qualified
candidates from other companies. A different explanation for the lack of progress in
affirmative action is suggested by Christle (1992; 10) who points out that the private sector
has no enforceable obligations to its clientele with respect to its social responsibility activities,
and no accountability to other groups in society., Even in the era of negotiation and
cooperation ushered in by rival political groups in the early 1990s, business has remained
largely unwilling, or unable, to negotiate and share control of initiatives with community
organizations and political groups. The point is capwred by an Anglo Alpha executive,
interviewed by Alperson, who deseribed his company as an "equal opportunity company” as
distinct from an "equalizing company" (1992; 53).

Critique of affirmative action activities from within the human resources development
paradigm, led by Human (1993, 1992), Hofmeyr (1991} and Bowmaker-Falconer (1993),
centers on the underlying motives for action, witich ate frequently governed by fear and guilt
rather than a desire to succeed in the long term.* In such cases, affirmative action is seen
as an inconvenienice, or necessary evil, rather than a proactive mechanism for development
and integration (Bowmaker-Falconer, 1993). Fluman (1963, 1991) criticizes the tendency to
take an operational, rather than strategic approach to black advancement, An operational
approach is characterized by internal, technical and short-term aspects of the organization at
the expense of longer term Strategic planning and development. In addition, South African
companies Invest too litte in training and development at supervisory level, making bottom-
up developinent and promotion problematic,® Institutional constraints, including deeply

* The rigk lies in losing black employees on complotion of their training,

" Human (1993: 34) obsorves that in many organizations development has not been well undenstood or
inatituted, ond that too Little preasurs {u put on managess to coach and dovelop subordinates or to acquirs the
skills to do this,

¥ Human (1993: 35) criticizos the tacit accoptunce of dual corporate development systems in which the

development of fower-level workers tends to stop at supervisory positions, while monngats nro not generally
promoted from the runk of supurvisors,
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arfirmative action programmes éhould be made more inclusive and participative, Alperson
(1992) and McGregor (1992) suggest means of explaining and publicising affirmative action
principles and activities in ways that make them accessible to all employees in an
organization, Human (1991) recommends placing recruits in ‘hard' positions in line
management or profit-making divisions in which they may rise - and be seen by others to rise
on the basis of merit - into positions of responsibility and influence,®

Human's view is shared by Birkenbach and Hofmeyr (1990) who favour a development
philosophy centered on a culture of the “learning organization',” and by Hofmeyr and
Templer (1992) who propose a managemeni education curriculum for South African
universities which would encourage more flexible, critical thinking,

Although there is considerable agreement amongst human resources development specialists
about the need for and direction of organizational change, progress in many organizations has
been siow, Bowmaker-Falconer (1993) observes that claims of progress towards employment
equity have become public relations exercises, and that the available pool of black managers
has remained nearly static.” In 1991 Hofmeyr reported that blacks occupled only 2.2% of
managerial posts, and less than 1% of executlve positions in South African companies,
Rurthermore, these figures had remained virtually unchanged since 1980, and have increased
only slig- *  in the 1990s (Coldwell, 1995), In the 1980s, slow progress in affirmative action
was attributed to the serious economic recession in South Africa (companies had few
vagancies; and budgets for affirmative action and training programmes were vulnerabie to cuts

4 Alperson (1992: 62), reporting on Grineker's affirmative action policy, mentions the practics of *seeding'
in which externulky recruited graduates are nppointed to “hard® positions at junior managoment level and provided
with a suppott system through mentoring and other forms of follow-up. This peagtice is common in North
Amerlea,

¥ The main concern of a learning organization’ is to crents an environment in which the learning of all
employces is encournged, learning is seen to be the responsibillty of individuals in the organization, with the
company providing resources, atimuli and support. Job rotation, praject work, exporimentation, uction learning
and conching are strategive associated with lerming orgunizations (Birkenbach and Hofmeyr, 1990),

¥ Bowmaker-Falconer (1993: 13) elaits that most corporate affirmative action setivities center around the
circulation of an avpilable pool of black managors, ather than on the task of developing managers in
significantly greater mumbery, By 1994, the representation of Afrlcans in management had grown to just 3.94 %
(Howmaker and Searl], 1995}
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strategries include:

* The development of manpower planning models to guide the selection, development
and assessment of employees (including detailed job and performance specifications,
mechanisms to identify management potential and individual training or developmental
needs, and career path planning).

* Leadership and achievement tralning designed to stimulate participants’ individuality,
assertiveness and risk-taking propensity,*

" Bridging education programmes which prepare individuals or small groups of school
leavers for entry into buginess by focusing on learning, decision making, and problem
solving skills, as well as basic business principles,

W Coaching and mentoring programmes to groom high-potential employees for
management roles.

i Initial placement of black managersin *soft’ position® " - “hich their perceived cultural
conditioning makes them most suitable (for ex-: social responsibility and
community relatlons) and in which they also become trensmitters of free enterprise
ldeology to others.

In a critique of such strategies, Human (1991) argues for a move away from deficit models
of black unpreparedness for the white corporate world towards recognition of the role played
by organizational cuiture in general, and white managers in particular, in the development of
black managers. Strategles associated with such a move include involving organized labour
(as the voice or protector of black employees) in corporate strategles affecting the work and
life of employees; and making efforts to open up lines of communication and * value sharing'
between white and black employees, as well as between senlor management and black
trainees.® Hofmeyr (1993a) believes that the process of planning and implementing

A Hofreyr and Templer (1992) trace such programmes back fo McClelland's 1961 model of achlevement
training which is based on tho argument that Afclenn employess are “affiliation oriented’ rathier than *achiievement
oriented',

® Ses Lurie (1992) for an sceount of the value shacis, vorkshons conducted at the P.G. Bison sompany.
Both Human (1991) and MeGregor {1992} bolir- rhat abizri- wow arvios progeammes should not be the proserve
of hunan resources munagers, but shuuld form part of wider corporate objectives, supported vigorowsly by
senjor wanagement, Human (1993) polnts out that successful affirmative oction depends on line manngery'
5mpnmdnuss to reeruit, dovelop and protrede biacks, which n human resourees der dopment department vannot
L4 1%
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Features of Affirmative Action in the Human Resources Development Mould

A key feature of affirmative action in the human resources development mould is the
emphasis placed on deficit models of performance. The onus is placed squarely on tie
individual, or the company, to improve, or at least maintain, existing standards of
productivity and efficiency. According to several studies (reported in Human and Human,
1989; Human and Hofmeyr, 1987; Hofmeyr and Templer, 1991), black managers have not
met the standards of productivity, effectiveness and efficiency set by white employees.
Explanations for this poor performance have focused primarily on the deficlts of black
managers,” and to a lesser extent on the deficits of South African companies. Black
managers' underperformance has been attributed to their inferior education and preparation
for work; their traditional cuiture, which Is assumed to be incompatible with the free
enterprise system™; and their marginal position® in white-led organizations. Shottcomings
attributed to South African companies include racial bias and discrimination against blacks,
especially in the ranks of middie management;® *neutrality' and lack of commitment of white
colleagues; and the imposition of alien corporate values and cultures (Human, 1991).

Strategies and practices associated with the human resources development concept of
affirmative action emphasize planning, induction, socialization and compensatory education
and training, as can be discerned from IDASA's (1995) study of eight orpanizations'
affirmative action programmes, and Alperson's (1992) survey of five companies, Such

17 Sea, for example, Charoux (in Smollan, 1986) who complains that "Bven at managorial level, blacks
boglin huir coreers ... handicapped by a low level of literacy, an anderdeveloped ability to apply theory
proctically, and difficulties in communicating both verbally and in writing”,

8 Ses Coldwell and Moerdyk (1961), whoss influentin) study postulated dissonant cultural paradigms for
traditional (black) people and Western-oriented (white) people, implying that this difference bad negative effects
on black managerial performance,

" This murginality is partly a consequence of black managers' psychu-sociul igolation in the workplnce
(there ara often not enough people of the same mee group (o provide a fesling of belonging or support), and
partly a consequence of the diverse and conflicting environmente in whish bipck people live and work {. 'vman,
1991), Jones (1986) notes that black menagers often Iack the informnl petworks and cooperative relativnships
which white manegers rely on at work,

® Hofmeyr {1988) reports that most whits employees hold negative stercotypes of blacks, believing them
to b lazy and dishonest, while Hut.un and Hofmeyr (1987) found that many whitey expressed the belief that
blagss aro inherently inferior (o whites, Frank (1987) ciles examples of overt discrimination and covert
resistance (o bisck advan;ement, including hinsed appraisais, subverting grievance procedicres and setting people
up for fuilure.
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In the 1970s and 1980s, the promises and assumptions of Human Capital Theory were
challenged by British elucationists such as Dore (1976) and Little (1984). In South Africa,
in the heyday of reproduction theory in the sociology of education, the challenge was led by
Chisholm (1983) and Nasson and Samuel (1990). The theory was seen to be flawed; it
promised too wLauch, too fast, It became apparent that there were no simple relationships
between inputs' and “outputs’ in education. The causel relationship between gchooling and
gconomic return was affected by many influences, such s changes in the demand for skilled
labour and the effectiveness of collective bargaining arrangements (Archer and Moll, 1992).
More money and time invested in education and training did not automatically produce more
pr:Juctive workers or stronger economies, Family background and social class were
discovered to be mare potent institutions for the economic success of individuals and groups
than the school, Societies which managed to reduce rates of innumeracy and illiteracy did not
thereby eliminate poverty, or create equality, One of the most enduring criticisms of Human
Capital Theory has been that it deflects attention from structiral problems and turns them into
individual ones (Nasson and Samuel, 1990),

Despite these criticisms, the promises and assumptions of Human Capital Theory are refiected
in the thinking of many educational and manpower planners in South Africa today. Many
critics have modified their views," The transition to a new political dispensation has renewed
hope that educatioti and training, alongside other interventions, have the power to influence
important structural features of economic and sccial life, Archer and Moll (1992) support &
madified version of Human Capital Theory as a basis for educational planning, although they
warn that “education is in danger of being oversold by some political reformers as a route out
of apartheid's neglect and inequity" (1992: 2). And Foley (1994) observes that advocates of
post-fordism have revived Human Capital Theory with a new conception of people's role in
4 competitive state,

8 Sue, for example, Sumuel {1992),
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government committed to redressing the equalities and myjustices of the apartheid era, private
sector companies are faced with pressures to provide evidence that they are dealing with the
issue of affirmati: ¢ action in their own workplaces (Coldwell, 1995), White managers are
aware increasingly that the appointment of black managers and the provision of affirmative
action programmes are likely to serve the company's enlightened self-interest in much the
same way as corporate social investment projects do.

Human Capital Theory

A theoretical rationale for the human resources development concept of affirmative action lies
in Human Capital Theory (Blaug, 1968) which derives from classical economic theory and
the capitalist growth school of thought, Hluman Capital Theory holds that money and time
devoted fo education and training should be viewed as an investment in human capital, rather
than as a cost to an organization, The argument runs as follows: the variations in pay received
by the worluorce reflect inequalities in the human capital that employees bring with them to
work, Groups which are disadvantaged in the labour market (for example women and black
people) owe thelr inferior rewards to their lower investment in human capital. An investment
in the e "ucation and training of disadvantaged groups should increase their productivity and
efficiency, allowing them to earn the higher pay recelved by better educated individuals and
groups in society.

Human Gapital Theory has long heen attractive to strategic planners in state and business
organizations. It promises perpetual economic growth, an end to poverty and a more equal
society,” It reinforces the idea that cxisting standards of performance and efficiency in work
organizations are high, and must be upheld, It strengthens the values of individuwalism and
meritocracy with its assumption that employers are rational people who maximize profits by
paying only what the productivity of each individual employee justifics. One of its most
enduring claims is that labour needs can be anticipated and coordinated through educational
planning.

"* Mot investment in education, it is claimed, croates liigher productivity which in turn creates higher
growlh; higher growth pays for mors investment in education, More and better education gives children of
disndvantaged groups the *eapitad’ to eroste wealih, Class barriers urs broken down as nll members of society
acyuite education,
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a whole. Furthermore

...the black middle class is likely to be the class that shifts most within South Africa's
class structure in the transition from the apartheid to the post-apartheid economy. In
other words, it will grow in size, increase its share in distribution and improve its
relative economic power significantly more than other ~asses: it is likely to benefit
most from deracialization of South African capitalism, while at the same time being
fundamentally re-shaped by the transition, (1992: 3)

Nzimande (1986: 58) once described black managers as "reluctant partners of capitalism",
Many members of the black middle class, like the working class, have been victims of influx
control, forced removals and autocratic control (see Chapter Six), and for this reason class
distinctions between the two groups are often blurred. In thc 1980s, the range of allies for
the black middle class was large, including big business, organized black labour, the white
middle class, the urban poor and foreign capital {Gelb, 1992: 18). Business had little option
but to nurture the growth of the black middie class and promote the association of class
interests with Western business values and practices. Black occupational advancement
programmes were the available means to do this.

A Moral Imperative

Pinally, business has been responding, grudgingly, to a meral imperative to integrate black
people and advance them within existing organizational structures, This imperative may be
internally or externally driven. In the 1980s many South African companies were responding
to pressure from their parent organizations," or clients overseas, in acknowledging their
contribution to past injustices, and their responsibility to redress them now, In addition, some
businessmen came to believe that the apartheid state had abdicated responsibility for racial
integration and modernization, and that the private sector was obliged to take a leading role,
especially in the financing of educational and welfare programmes (Swainson, 1991; Sunter,
1987), However, Moulder has referred to research indicating that white South African
managers entertain pragmatic value orientaticns (theoretical, economic and political) but are
weak on humane and social values, So it is that in the 1990s, with a new black-led

14 "Phis is often 2 legacy of the Sullivan Code or the milder European Community Code, both of which set
non-diseriminatory codes of conduct and black recruitment tareets for the South Aftican branches of
multinational corporations in the 1980s. For more detail on the Sullivan Code, ses the case study of the
Conglomerate in Chapter Nine,
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approaches has been gradual and uneven, and has not significantly changed the hierarchical
and racist forms of work organization (Kraak, 1993).

Whatever position is ' ken in this debate, it is clear that the skills shortage viewpoint has a
plausibility sufficient to satisfy many interest groups and policymakers, We turn now to the
second force driving affirmative action in the workplace - the desire to bolster social stability,

Social Stability

The decade leading up to Scuth Africa's first democratic elections in 1994 was characterized
by economic recession, violence and uncertainty about the future political, economic and
social direction of the country, In this period, management was torn between a ‘siege
mentality' in which the emphasis was on survival and short~term profits, and a realization that
the identity and allegiance of the black middle class were still being forged, and might be
successfully wooed, As Hofmeyr and Temgler (1592) have pointed out, this is not a climate
conducive to affirmative action and management development, which require longer range
vision and considerable investment.

Neo-Marxist interpretations of South Africa's social relations hold that the black middle class
was first fostered as a buffer between the white establishment and militant black workers and
students in the 1970s, A "diffuse, yet powerful theme" could be discerned in the capital-state
reform discourse of the late 1970s which called for training to nurture positive attitudes
amongst black renple towards competitive business and the capitalist financial milieu
(Schaffer, 1984: 195). The incorporation of the more privileged and better educated strata of
the black working class into a middle class with vesiad inte sts in the free market system was
expected to promote social and political stability, while leading to the expansion of lucrative
domestic and commercial commodity markets, In addition, the black middle class provided
two ideological functions for the ruling cless (Nzimande, 1986): it legitimated an ideology
of professionalism and careerism, and reinforced the belief that the only way out of poverty
and oppression lay in becoming professional,

Gelb {1992) notes that the black miudle class trebled in size between 1970 and 1987, and is
now equivalent to 19% of the African population, as compared to 37% of the population as
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Those arpuing for post-fordist systems of ork organization (Peters and Waterman, 1985;
Morgan and Ramirez, 1983) maintain that organizations must move away from this paradigm
towards a more adaptive, innovative paradigm which emphasizes decentralization,
entrepreneurship and a culiure of empowerment. In practical terms, workers must take a
broad level of responsibility for quality assurance, and for the programming, operation and
maintenance of equipment - responsibilities for which black workers, particularly, have been
poorly prepared in terms of their education and training.

Kerfoot and Knight (1993) argue that the traditional management approach is paternalistic,
summarizing the difference between paternalistic and strategic management approaches thus:

In general, paternalism may be seen as a way of managing that involves the exercise

or power by senior staff who ‘shield’ subordinates from any decision making

responsibility, By contrast, once having designed a set of corporate and business

plans, strategic managementaims to *cascade' decision~-making responsibility down the

hierarchy so as to engage staff at varlous levels in the business, Whereas staff in

paternalist companies are simply expected to execute the decisions handed down to

them from “on high', the adoption of strategic management imposes demands upon all

members of the organization to be raore directly concerned with the immediate success

of particular business initiatives, and the longer term survival and strength of the
overall enterprise.

(Kerfoot and Knights, 1993: 669)

In & strategic approach to management there is 2 greater degree of intervention and planning

around both ‘external' and ‘internal' problems of the organization, Efforts are made to

transformn the corporate culture into one which nurtures collective loyalty and corporate

identity. Responsibility and accountability are shifted down to lower ranking employees,

emphasizing individual autonomy and control (while also promoting careerism and

instrumentalism). Employees are encouraged to learn many aspects of work, participate jointly

in decentralized decision making and continually monitor actions and results to keep the

organization running efficiently and flexibly. These changes have implications for affirmative

action and managing diversity programmes which often are expected to contribute to an

integrated, harmonious and productive work environment.*

¥ Fuhr (1993) obsorves that many South African companies see participative management processes as o
way of integrating manngement, and indeed the entire workforco, across racin! and ethnie lines, This may lead
st conipanies to a quest for shared values and norms, a process which is vilnerable to manipulation, in that
white manugers may simply co-upt black employees into adopting their own values, norms and practices,
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A legacy of economic recession and a feature of changes in work organization is *corporate
downsizing', or rationalization, a euphemism for job cutting, Downsizing occurs as businesses
discover new efficiencies from computers, telecommunications, robotics and other
technologies, and as they attempt to compete in the global market with products made at
much lower cost in othe* countries.” In reassessing thelr efficiency, productivity and
profitabitity, many South African companiesare undergoing *re-engineering' processes, which
aim to revamp work procedures and products, and also to increase market share, customer
responsiveness, flexibility and profitability (Marchand, 1995}, Bach of the four companies
studied in this research hiad undergone, or was in the process uf undergoing rationalization
and reengineering processes, which aimed to eliminate redundancies and refine production
and service.

In keeping with these shifts in work organization, the traditional style of management still
characteristic of many South African business organizattons is giving way tv more " strategic’
and participative approaches, Traditional management approaches were originally developed
from Max Weber's ideals of rationality and bureaucracy, based on the division of labour,
formalized hierarchy of authority and separation of personal and work needs (Wiiliams, 1992;
Marsick, 1987). These were further distilled in Taylor's principles of * sclentific management',
which defined jobs in terms of diserete tasks which were bound by rules and regulations, and
cause-effect linkages, obviating the use of creativity or initiative (Peters and Waterman,
1985). This mechanistic, hierarchical worldview has governed the management of businass
ana industry in South Africa for some time: rules and procedures are set by high-ranking
officials who control information and monopolize power; Innovation, creativity and
acknowledgement of values are stifled. Labour is divided, deskilied and strictly supervised
by a hierarchy of management.

% The reasons for lower costs In other countrics are gonerally cheup labour, and low sxpenditure on costs
telatel to public order, the environment and safety, Cheap skilied tabour iz 1 hallmark of the rapidly growing
economies of the * Aslan Tiger' countrien, which inglude M Jaysin, Thailand and Koron, Workers are often young
women from rural aress, forced by chronie undedovelopment end poverty (o leave thelr home communitiee to
waork in puor conditions for long houts and low pay in stale-supported monufacturing conglomertions known
ay Eeonomic Productivily Zones, These workers are not generally unionized, and for a variety of reasong their
work conditions ate uniikely o chinnge,
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strategies which create more jobs and develop South Africa's people. This section of the
chapter will now proceed to poriray some of the emerging trends affecting affirmative action
programmes in the workplace.

Whille it was noted earlier in this chapter that changes in work organization were not
uniformly applied in South Africa, some companies, particularly in the manufacturing, retail
and financial services sectors, have begun to plan the process of becoming internationady
competitive, or *world class’ (Lloyd, 1994), The fact that South Africa has been placed last
out of 14 comparable economies in the development of its human resources (World
Competitiveness Report, 1993) is a daunting chailenge to the country's potential to compete
internationally, It means that service operators will have fo orient themselves tt aew markets
and custorer Interests, while manufacturers must revitalize their training programmes to
increase the flexibility and skills of their workforces so that they may achieve the new
production methods which contribute to competitiveness in an increasingly globalized
economy, Many of these new production methods are borrowed from Japan, and include ‘lean
production’, *just-<in-time' and *team based organization' processes,” whereby workers are
supposedly transformed from machine operators into multiskiiled *entrepreneurs' who share
responsibility with managers for the planning and success of the business (O'Connor, 1994;
Lloyd, 1994). Thesa changes place new emphasis on the need for lifelong learning and for
promoting a culture of leaming in organizations, concepts which are captured in the term
*learning organizations', This means that new directions and forms of learning are required
of employees than have been delivered traditionally by training departments, It is interesting
to note that in two of the companies studicd in this research (the Conglomerate and the
Retailer), existing training practices were being overhauled so as to facilitate the changes in
work organization described above,

4 According to Lloyd (1994) *lemn production’ is alse known o8 *munngement by stress'. It signifies
continuous rationalization and improvement of production systems by climinating excesses or waste in the form
of surplus workers, fnventory stocks, recyelnbls materinls and so on, *Just-in-time* refom {0 o system of making
available componenty for assembly at the preolse moment and In the oxact quantity they are neaded rather than
producing thens in advance and storing thent in batches, *Team based organization' promotes workears' collective
roaponsibility for sections of the production process, Including some management functions,
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horizontal relationship, the dominant methodologies being experiential and dialogic,
emphasizing reflective thought and action.

3.4 EMERGING TRENDS AFFECTING WORKPLACE AFFIRMATIVE ACTION
PROGRAMMES

So far, this chapter has analyzed two concepts of affirmative action in South Africa and
related them to different orientations in adult education, The concepts reflect diffetent
ideological and theoretical roots, different views of the problems to be addressed in
affirmative action and the best ways to deal with them. The human resources development
concept places valne on individual adaptation and Individual capacity to bring about change,
The discourse centers on providing equal opportunity for promotion on merit, and maintaining
high standards of performance at individual and organizational levels, Structural problems of
poverty, racism and sexism are not easily acknowledged or addressed in this paradigm. The
transformative concept of affirmative action recognizes a range of interdependent institutions
and forces - of which the education system is but one - contributing to the transformation (or
degradation) of soclety, Proposed solutions are mainly statutory ones, emphasizing the
elimination of institutionalized racial inequalities, and the redistribution of opportunities and
resources o the historically disadvantaged,

In the years between 1993 and 1995, when this research was conceived and executed, the
centre of gravity in affirmative action shifted sharply towards the human resources
development concept, even within the democcratic and labour movements. Noting a
corresponding shift in the field of education and training, Kraak (1995) observes that the
govemnment's capacity to instigate transformative change could be compromised by varying
degrees of internal commitment to radical transformation, by employers' readiness to
implement the changes agreed to in tripartite forums, and by the capacity of civil society to
reshape the face of industry in the years to come, By implication, then, the human resources
development concept of affirmative action, which dominates in the business, commercial and
service sectors, represents the available way to put more biack people into better jobs. The
new government, in turn, provides the wider policy framework within which buginess
operates. Increasingly, this framework will require business to gvolve and implement
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We have already noted the concerns expressed by Kraak (1995), Wolpe (1992) and others
about the nature of the transformation to which education and training, and affirmative action,
are to contribute, There is a danger that existing power relations will remain unchanged, and
the structural position of black workers will stay the same as it was under apartheid (Collins,
1905}, Foley (1994) observes that workplace reform and organizational change are often
confused. The latter i3 relatively easy to implement, but real changes in power relations and
skills development in workplaces are much more difficult to achieve.

Here it is important to note that alnirmative action measures are being created in responsa to
a society in transition, The Government of National Unity has less freedom of political
anoeuvre than many supposed prror to the eleclion in 1994. It has to govern by consensus,
not only because the interim constitution reyuires it, but because powerful, competing interest
groups, such as business, the trade unions and securlty forces demand it. This means the
emergence of many complex and untidy compromises in the original goal of redirecting
resotrees to disadvantoged sectors in society.

What philosophies of acdult education are most closely linked to the transformative concept
of affirmative action? Radical adult education, which Millar has described as “...the form of
education that takes most seriously problems of organization, of accountability, of historical
understanding” (1989; 12), would appear to be a good fit, In essence, radical adult education
is a political commitment to the organization and reorganizatioﬁ (or transformation) of
soclety, Groups seeking to change the status quo perceive adult education as *anti-structure’,
as an ideological weapor and resource in their struggle for liberation and social justice.®
Once these groups have gained control, they use state power to transform the social,
economic and educational systems, In this form of adult education, soclal change goals are
high, and control rests with participants. The educator has a complex role, combining the
functions of critic, learner, Intellectual and activist, Teachers and leamers are engaged in a

® Froite and Brookfleld, both associated with radical adult education, belisve that the education systor, as
presently constituted, is inndeguata as a tool for social change, Education must itelf be transformed from that
whiclt perpatuatas the social order to that which chatlenges the social gystem and thus Jiberates, Adult education,
which stands outside the fos mal education system, is an gppropriate site (end vehicle) for changing people's
conseiousness and preparivg them for more active roles in gociely.
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Affirmative action is about the economic and social empowerment of Black people,
One of the most effective ways to economically empower Africans is of course for
them to acquire and create majer corporations which are essential for the smooth
running of the economny. (1995: 2)

Ramphele /1995c), like Qunta, speaks from personal and professional experience of
affirmative action, and points to the imporiance of encouraging human agency, alongside
change in institutional culture, as ways to achleve equity. Writing of her apmoach to
affirmative action at the University of Cape Town, Ramphele says:

The creation of greater equity in higher education, and indeed in 1ll areas of our
inequitable society, bas to involve thres thrusts: greater access, opportunities for
personal development, and a change in instituilonal culture.

(1995¢: 207)

The positions taken by the BMF, Qunta and Ramphele emphasize that affirmative action is
not about white people granting concessions and privileges to blacks, but about black people
acquiting the power and experience to play increasingly important roles in the pyivate sector
and public life. Qunta and Ramphele, particularly, polnt to the interplay between individual
agency and insitutional change in the process of transforming society.

Critique of the transformative concept of affirmative action centers around South Africa's
capacity to afford affirmative action, and the extent of the transformation which is to be
wrought, Innes, for example, questions whether South Africa has the financial resources to
afford such policles;

«« in putting forward its policy proposals the ANC is not threatening to introduce any
revolutionary new strategies, but is rather building on the structures of the past that
were created to facilitate white worker advancement and seeking to extend their beliefs
to the black workforce.

However, there is an important caveat here. While the relatively small South African
ecohomy was just able to support these benelits for white workers (at the cost, one
might add, of denying them to their black counterparts), the key question is: can the
economy carry the much larger burden of extending these benefits to the much greater
rumber of black workers? The answer is that this will not be possible for a very long
time, (1992a: 32)

Critics such as Leon (1992) ask whether costly affirmative action policies will allow South
Afrlca to cotpete internationally, and whether funds will be diverted to affirmative action
rather than *+ other means of stimulating the economy and increasing productivity.
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At this point it is worth looking at the Black Management Forum's (1993) ‘blueprint' for
affirmative action, since the BMF plays a strong advocacy role in affirmative action.” Like
NARCOC's programme, the BMF's guidelines stipulate minimum target percentages at
different organizational levels which all companies on the South African Company Register
must strive to achieve by the year 2000, While they are more restrained than NAFCOC's
demands, the BMF's targets are still very challenging.” The emphasis is on reaching a
*critical mass' of appointments in companies through negotiated targets set and monitored
over an agreed period of time, If these targets are not met, strict quotas must be put in place,
The BMF believes firmly that "unless targets are set, the affismative action process is doomed
to failure" (1993; 24), Although the focns is on *getting the numbers right’, the BMF blueprint
also links affirmative action to the transformation of social practices in business:

Affirmative action musf bring about a complete transformation of the racist and sexist
attitudes and practices that have been at the core of organisations in the past. It must
help to develop a new organisational ethos, and an innovative set of policies and
procedyres for staff empowerment, Affirmative action i¢ an ongoing process that
affects all aspects of an organization's operation; it is not an isolated event or
programme, (1993: 4)

A significant cuntribution to the transformative concept of affirmative action is the BMF's

insistence that

Black people themselves have to be responsible for their own advancement and
progress, Blacks have to be in the forefront of removing the barriers to their own
upward mobility. They thermselves understand the nature and extent of diserimination
in White .nstitetions and they must be the champions of affirmative action in their
respective organizations. Blacks must not be spectators and must not behave like
victims leaving the planning and implementation of affirmative action to the very same
White institutions that were respongible for denying them access to opportunities in

the past,
{(BMF, 1993: 36-6)

The BMF's conviction that black people themselves should play a greater role in affirmative
action is echoed by Qunta:

% The BMF operates from the premise (hat it is "the most lepitimate, approg..ite and organized voics of
Black mnnngers and exeeutives, [ind thersfors] Is best positioned to give exprossion and lendership on the
development und management of talent” (BMF, 1993: 8),

3 The BMF cally for the following percentages of employees to be black: 80% of all trainces; 70% of all

supervisors; S0% of all junior managers, including management trainees; 40% of middle managers; 30% of
senjor ranagers; 20% of executive directors; and 30% of non-sxecutive directovs.
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context, it is likely that a future government would call for greater disclosure of
internal information wn what is being done to promote the disadvantaged within
organizations, (Innes, 1992a: 28),

COSATU believes that the state should play a part in implementing affirmative action by
cemmissioning goods and services from private sector companies on condition that the
suppher show satisfactory progress in implementing affirmative action. The same would apply
to state funding and subsidies of private sector enterprises (Collins, 1995), An effective
monitoring agency and a statistical base for the country's labour market would be needed to
regulate claims,

Another proposal for changing existing patierns of participaiion in the formal sector of the
economy is presented by the National African Federated Chamber of Commerce (NAFCOC)
in its 1991 3,4,5,6 programme'. This programme requires leaders in the private sector to
meet ambitious racially determined employment targets before the year 2002, NAFCOC calls
on all 'companies listed on the Johannesburg Stock Exchange to have at least 30% of their
board members drawn from the black community; at least 40% of shareholdings controlled
by the black community; at least 50% of the value of their outside purchases to come from
black suppliers and contractors; and at least 60% of theit top managerial personnel to come
from the black community, No South African company comes anywhere near mesting ihese
targets,” but NAFCQC's polemic is effective in drawing attention to the need for vastly
increased levels of black ownership, managemeat and operation of business in South Africa.

% (e possible exception is the Nutional Sorghum Breweries, set up in 1990 (when the government
privatized its monopoly lolding. Sorghum Brewing Company) under black ownership and manngemeant, The
company is owned by 10 000 black shaveholders, none of whom may own more than 10% of the stock.
Employess of the company own 30% of the equity, Blackchain, a retail ovtlet on the Witwatersrand, was started
in 1980 and is owned by 1400 members of NAFCOC _eadership, 1993). The status of two black groups in
the financial services suctor, New Africa Investment Limited {NAIL) and Thebe Investment Corporation, was
uncertaln at the time of writing in late 1995, Collins (1995) remarks of the South Africun economy that a more
2% of private sector assets are owned by black people. Tt has been estimated thet at current rates of
accumulntion, it will be 100 years befors bluck people own half the shares listed on the Johannesburg Stock
Exchange,
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been established,* drawing the state, organized labour and management closer in pursuit of
miore cooperative relations. Meanwhile, in 1994, the powerful National Union of
Metalworkers of South Africa (NUMSA) tabled new demands for company sponsored
workplace learning during widely publicized negotiations with the management of the
Volkswagen company. NUMSA argues that affirmative action policy should be applicable to
all members of the workforce, differentiating between those who need literacy and basic
education to start off their careers and those who require more advanced forms of training
and development, The process should not create an elite through the upward mobility of a

few,

While Webster (1995) commends NEDLAC as an instrument of co-determination, praising
it for institutionalizing the power of labour in the heart of decision~making, it shuuld be noted
that the main thrust of this policy is on strengthening the position of unionize¢ black workers
(who are already relatively privileged and powerful). An editorial in the Star newspaper of
21 February 1995 observes that these new developments are "stroniger on honeymooning the
powerful, including powerful unions, than on encompassing outsiders such as unrepresented
workers and small black business”. Groups which remain outside the reach of these initiatives
include agricultural and domestic workers, those employed in the informal sector, and the
unemployed.

At the end of 1995, draft legislation to secure affirmative action goals in the private sector
had not yet been published. Innes, (1992a), anticipating such delays, observed that the ANC
was concerned about the impact of quotas on business efficiency and on its relationship with
the business community, while COSATU feared that quotas would force companies to recruit
from outside the orgunization rather than training and developing its own employees, who are
often COSATU members, However, it is a truism that policy hardly ever succeeds unless
based on either incentives or pressure. In all likelihood, the ANC will apply both:

It is very likely that, in future, companies seeking government contracts or support
in any form would be expected to have coherent affirmative action strategies in place
and working effectively. It is also possible that tax rebates or similar incentives may
be provided to companies which show proof of progress in this sphere. In this

% NEDLAC is a statutory body set up in Februnry 1995 composed of representatives from government,
trade untions, employer groups and other groups in civil society,
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rather than equality, becomes enshrined in constitutional principle.* Policies promoting racial
preference give the appearance of contradicting the ANC's longstanding commitment to the
principle of non-racialism,” Aside from the problem that affirmative action could blur, and
even override other hunan and civil rights, it requires a high degree of state intervention in
people's lives, ugain perpetuating one of the most obnoxious features of the apartheid era.

As will be evident from the foregoing text, the power of the state is crucial in effecting the
structural transformations of political and economic processes which embrace affirmative
action in the transformative paradigm, Consistent with this is the intention that state
promotion of affirmative action for equity in the public sector should provide an example anr!
framework for the private sector to develop and carry out. In this connection, the ANC has
committed itself to pursuing "a vigorous affirmative action and restructuring programme for
the public service to reflect the national composition of our population in order to meet the
needs of all South Africans” (ANC, 1992: 31). The government’'s White Paper on the
Transformation of the Civil Service (1995) calls for a comprehensive review of the structure
and function of all government departments, followed by a concerted, phased programme of
affirmative action to employ more qualified black people. Recommendations include revised
pay scales to promote professionalism and a work ethic, a code of conduct, improved
management informmation systems and the establishment of an anti-corruption unit.

In the private sector, the draft Labour Relations Bill, published in Februaty 1995, foresees
workplace forums and industry-wide statutory councils designed to negotiate labour rights and
employment practices, including training policy. Workers' rights to organize on the shop
floor, and their access to company information are boosted by the proposed act. Factory-
based forums are to be introduced to increase worker participation in decision-making
(Webster, 1995). The National Economic Development and Labour Council (NEDLAC) has

* Mapai (19935 7) observes that affirmative action entails "dubious criterin of reward - race and pender -
one of which has always been regarded ag the most obnoxious featurs of apartheid*,

¥ Sachs (1993: 121) acknowledges this apparent contradiction thus; "the most difficult problem has been
to reconcile the principle of non-racism, which seeks to avoid any reference to race, with the principls of
repairing the damage done by past racism, which requires paying attention to actual and continuing patterns of
racial disadvantage®, The ANC's muin concern thus seems o be the enactment of racial preference policies
without the taint of paternalism or tokenism,
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...if nothing is done to change social relations and to provide blacks with access to
resources and means to overcome the economic marginalization of the past, the
patterns of economic control, ownership and management that have been produced by
the apartheid system will remain unchanged even in a non-racial, non-sexist
democratic South Africa, The call for Affirmative Action is a call to prevent this from
happening, (1993:11)

Policy and Strategy in the Transformative Concept of Affirmative Action

Policies associated with this concept of affirmative action are wide-ranging, encompassing not
only the RDP and the proposals for educational change outlined in the previous section, but
also constitutional and statutory provision. Sachs (1992) originated  proposal that affirmative
action be defined and protected in South Africa's new constitution, suggesting a long-term
iitervention which would also guide *nation building' activities and development policy, South
Africa's interim constitulional guidelines (which were devised in 1993 to guide the
Government of National Unity elected in 1994) plate a duty on the state to eradicate
discrimination in all its forms, and also criminalize the advocacy of racism (Klug, 1995).
Although section 8(2) of the constitution outlaws discrimination, provision is made in section
8(3) for measures to achieve the protection and advancement of individuals and groups
previously disadvantaged by unfair discrimination. Furthermore, the draft Equal Opportunities
Bill requires employers in the public and private sectors to provide education and
development assistance, and to revise selections and qualifications criteria wiich discriminate
against black people and women. It also mandates the creation of a work environment and
culture open to persons of diverse background through the provision of flexitime, daycare and
leave of absence, It foresees a statutory agency to monitor the performance of companies
employing more than twenty people.

These constitutional proposals have been the subject of both internal and exiernal critique,
The South African Law Comrnission finds the definition of affirmative action unacceptably
wide and vague (Leon, 1992). Mapai (1993) observes that the entrenchment of affirmative
action in the interim constitution sets up a legal base for discriminatory legislation, thus
perpetuating the notion - advanced in the apartheid era - that it is appropriate to use state
resources to advance certain cultures or groups over others. In this way racial preference,
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The lack of strategic planning of education and training for adults perpetuates the
marginalisation of adult education in state provision of education in South Africa, and
highlights a gap between rhetoric and delivery which is beginning to haunt the RDP.
However, it also points to the many divisions (race and gender, rural and urban, employed
and unemployed) amongst the poor (Bird, 1993), as well as the difficulty of making provision
for people who fall outside established social structures. Quite aside from this problem,
however, the range of interest groups targeted for affirmative action in state policy is so
broad that the possibility of meeting their distinct needs is diminished. Women, youth, rural
people and the disabled are all included in the category of "historically disadvantaged groups
and regions" in the ANC's human resources development strategy (1992: 31).

Forces Driving the Transformative Concept of Affirmative Action

In terms of its redistributive aims, the transformative coneept of affirmative action is driven
by political and moral imperatives. The political imperative for the democratic and labour
movements to engage in affirmative action is a need to reward and des elop their own
constituencies. Thus affirmative action and education policies are located firmly within a
political agenda focused on restructuring the economy and democratizing society (ANC,
1992),

Closely linked to the political imperative is what Leon (1992) calls a “moral symmetry'
principle, which argues that black South Africans have long been powerluss, downgraded,
patronized, deskilled and diminished, Moral symmetry calls for redress of the historical
injustices and imbalances perpetrated against black people. The blame for this situation ig
placed squarely on apartheid and capitalism, which resulted in an inequitable and
differentiated supply of gonds, services, opportunities, infrastructure and life experience,
justified by ethnic differences.® The transition to a new order must be based on the
eradication of these injustices and imbalances, and for that more than the abolition of
diseriminatory practices is required, As Nkhulu (1993) has indicated:

% See, for example, Nasson and Samue! (1989), Kallaway (1986) and Samuel (1992) who blame capitalism
und apartheid for impoverishing black Soutu: Africans and for an ideologicaily cormupt education system,
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Working conditions and opportunities in the towns of the Cape were somewhat better than
the rural areas for all race groups, due partly to the existence of alternatives to farming and
the development of & small artisan class.

Inequalities were also clearly marked in the white settler population. In the early stages of
colonization, the primitive economy and the Dutch East India Company shaped a social
hierarchy of only two social classes - "the respectable burghers and the despicable poor”
{Adam and Giliomee, 1979: 85),* But in the course of the seventeenth and eighteenth
centuries European society in the Western Cape became g. *dually more stratified, including
wealthy plantation owners, gentry, yeoman farmers and labourers (Bundy, 1992)." Trekboer
society in the eastern districts of the Cape was more homogeneous, but also poorer.’

In the content of & w>uk and corrupt Cape administration, the disintegration of the Dutch East
India Compnny, «nd ongoing economic depression, schooling in the Cape made slow headway
in the 17th snd 18th centuries. Education was left largely in the hands of wandering tutors,
often former saldiers or priests. liliteracy was common among whites and the norm among
servants andd slavey, The first mission schools were established for Khoikhoi children in the
18th century. In them pupils were persuaded to forego their nomadic way of life, and were
instructed in the need for discipline and regular habits (Molteno, 1984), In general, however,
the standard of teaching was low and only a tiny fraction of the population received any
schooling at all,

Y The Dutch East India Company itself distinguished four categories: Company servants, freemen (frce
burghers), slaves und ‘aliens' (Khoikboi ard San), The Company recruited only whites as officials and
immigrants, scoording burghers special privileges such as holding offics or land {(Adam amd Qiliomee, 1979:
86'7).

* Tundly notes that by 1731, seven per cont of the colonists owned over half of the landed wealth of the
westarn Cape (1992: 27),

¥ Adam and Giliomee (1979) daseribo the shifting ststus of the inhabitants of the frontiar zone. Initiny,
colonists had to aitract rather than coares indigenous labour, and, from tin.a e time, wers foreed into military
ot sozuel alllances ueross racinl lines, This resufted in o measure of political und socinl fluidity, e different
groups vied for control, Only when the frontier closed, towards the end of the 18th century, did whits authority
und status prevall, and blacks began to be viewed consistently as inferior,
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of dominant leaders and tribes to subject weaker ones to servitude (Wliffe, 1987).

The source of colonial authority over indigenous social systems lay in conquest, Successive
Dutch and English colonial powers destroyed or denigrated local inttitutions and management
practices, then asserted and developed their own administrative systems, including slavery.
In the Cape Colony, slaves imported from West and izt Africa, and from the Bast Indies,
constituted nearly a third of the population' and supplied the bulk of the productive labour
upon which the colonial economy rested. In social terms, slavery engrained relations of
coercion and subordination (Bundy, 1992), but it also sparked resistance. Mason (1991)
describes various forms of resistance corresponding to different historical periods, Early
generations of slaves assaulted their masters and mistresses, committed arson and suicide,
became drunk, malingered, destroyed equipment and ran away. In the elght year period prior
to emancipation in 1834, when legislation to reform slavery was introduced, thousands of
slaves "kept their families together, won freedom through lawsuits and selfspurchase, and
attempted, sometimes successfully, to protect themselves from physical abuse" (Mason, 1991:
105), Emancipalon did not immediately abolish social distinctions between the indigenous
Khoikhoi, slaves and whites, From the point of view of both abolitionists and the British
government, abolition assumed continued subordination, in the *new' form of wage labour,
to be undertaken by sober, Industrious and Christian labourers. Nevertheless the new legat
dispensation gatvanized some slaves to reject any form of subjugation, leading to a breakdown
in security® which partly precipitated the Great Trek from the Cape Colony to the interior in
1834,

Apari from the contributions of colonization and slavery to inequality between individuals,
races and classes, the colonial period also shaped another fundamental kind of inequality - that
between town and countryside (Bundy, 1992), On the farms, both slaves and Khoi'thoi were
subjected to exceedingly havsh labour conditions which persisted long after emancipation,

I At abolition in 1834, slavory at the Capo had Jasted 175 years, There were over 36 000 slaves, 59 000
culontists and 42 000 Khoikhoi and *basteards' (Bundy, 1992).

? The emancipation of slaves ereated a elnss of propertyless laboururs who wandered in bands in ths Bastern
distrivis of the Western Cape, occasionally pilfering eattle (Bundy, 1992; Adam and Qiliomes, 1979).
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appear again in Chapter Five, in which affirmative action in three developing countries is
analyzed, and are a motif of Chapter Six, in which the biographies of men and women
engaged in affirmative action are eéxplored,

42 PRECOLONIAL AND COLONIAL SOCIETY

Little is known about the organizational forms and management processes of pre-colonial
South Africa, This is partly because of lack of documentation and partly because colonialism
often involved the violent destruction of indigenous social systems (Davidson, 1974; Mazrul,
1986). Available evidence suggesis that administrative systems were relatively small in size,
homogeneous 1u terms of membership, used local technology and indigenous knowledge
systems, and co-existed in relative harmony with the environment (Kiggundu, 1991),
Leadership was highly personalized and authoritarian. Mechanisms, including violently
repressive methods, existed to preserve orderly respect for hierarchical authority., Problems
were dealt with by custom and ¢onsensus. Group cohesion was strong, and kinship helped
cement relationships regionally and across different administrative hierarchies,

Some African authors, writing te counter European myths about the brutality and savagery
of African society prior to the colonial era, have cultivated an image of a precolonial period
of harmony and abundance, in which poverty and inequality were unknown:

There were no rich and poor, The ‘haves' helped those who were in want, No man
starved because he had no food; no ehild cried for milk because its parents did not
have milk cows; no orphan and old person starved because there was nobody to look
after them, Mo, these things were unknown in ancient Bantu soclety,

(R.V. Selope Thuma, in Baotn World, 12 May 1934,
quoted in Iliffe, 1987: 3)

But Bundy (1992: 26-7) warns agalnst the seductive vision conferred in the "myth of Merrie
Africa", He, and the Africanist Tiiffe (1987), argue that poverty and inequality existed in
precolonial societies; the * structurat poor’ were those members of society who had insufficient
labour and family support to exploit the land effectively (including, particularly, women, the
elderly and the young). Poverty was both ameliorated and disgulsed by mechanisms of
clientship, kinghip and reciprocity. Looking beyond poverty, the sharpest manifestations of
inequality were the control exe.<ised over women by older men (Bundy, 1992) and the power
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CHAPTER FOUR

PRECEDENTS FOR AFFIRMATIVE ACTION IN SOUTH AFRICA:
AN HISTORICAL PERSPECTIVE

4,1 INTRODUCTION

For the South African educator working in the area of affirmative actlon, an historical
perspective is important for a number of reasons, First, it draws attention to the rich history
of the country, and the fact that present-day South Africa is deeply rooted in historical "myths
and misrepresentations, division and conflirt" (Hartshorne, 1992: 20-21). Second, an
historical perspective suggests reasons for the actions and views of different groups in society,
thus contributing to a deeper understanding of them, Third, an historical perspective helps
raise 2 number of questions about the political economy of affirmative action which may be
helpful in shaping its future. If South Africa has had experience of affirmative action in the
past, what lessons ¢an we learn from it to assist us it the present? How was affirmative action
interpreted, implemented and received in the past? Have concepts and practices of affirmative
action changed over time?

In order to address these questions thoroughly, the educator needs to go beyond the few
books on affirmative action in South Afriea, and read widely in history, education, economic
systems, culture, politics, management development and employment practices, Sugh breadth
of coverage is not possible for this chapier of the study. Instead the researcher has drawn on
literature in the first two categories to provide an historical background to affirmative actlon,

In present-day South Africa, the term *affirmative action' is usually understood to refer to the
occupational advancement of black South Africans, The term is sometimes applied
retrospectively to the advancement of Afrikaners, first in the 1920s with the implementation
of *clvilized labour policies', and particularly after 1948, when the Nationalist Party came to
power and instituted apartheid legislation, However, the imbalances in South African soclety
which affirmative action sceks to address go back much further. 'This chapter shows the
nature and extent of social inequality In South Africa from precolonial soclety through the
carly and late industrial perlods to today. Its main themes are class structure and interests;
diseriminatory social policy, and black political consciousness and mobilization, These themes
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contexts of the research to appreciate the treatment of the historical and international accounts
of affirmative action which fellow in Chapters Four and Five, The review also provides a
base from which the reader can appreciate individuals' responses to corporate affirmative
action programmes and the arrangements made by four companies to address problems of an
unequal, unrepresentative workforce (Chapters Seven to Ten),

The next chapter in this thesis investigates the historical events and processes which Jed to
South Africa's characteristic inequalities. It also recounts a precedent for affirmative .. -tion
In the earlier decades of this century., Many of the issues raised in the present chapter -
particularly those around state policy in education, development and labour affairs - will
resonate in the chapter ahead.
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affirmative action programmes, and also suggest new elements for inclusion in performance
management Systems, reward systems, induction, recruitment, placement and career
development systems.

All contributors to this field agree that the implementation strategy should ensure that senior
management, line managers and supervisors are drawn into the processes of identifying,
selecting, training, supporting and advancing black candidates. In most cases such
involvement will indicate a considerable departure from ihe protocols on which companies
have relied in the past, Systems to maintain, monitor and evaluate progress in affirmative
action, ag well as the integrity of the policy and sirategy, must be develc  nd applied,

This brief review of models for affirmative actlon programmes shows a high degree of
convergence around the principies which should guide policy formulation and strategic
planning, The writers emphasize the need for top management support; broad participation
in conceptualizing as well as implementing the programme; an audit of company Systems
which include an analysis of its values, practices and systems, and not just its manpower
needs; clear communication of intended directions to all concerned using a varigty of media;
overhaul of existing systems of recruitment, selection, training, promotion and performance
evaluation; and finally development of systems to monitor and support progress in affirmative
action, From this it is clear that affirmative action is not & minor intervention in corporate
affairs, but potentially & major force for organizational reform. It is also evident from the
- language used by many writers (with emphasis on *strategic planning', *vision and mission
statements', ‘consultation and participation’) that affirmative action is part of the wider
discourse of changes in work organization and the management of change which is taking
place globally and in South Africa,

36 CONCLUSION

This chapter has reviewed internation.a! and South African literature with a view 1o tracing
the ideological and theoretical roots of affirmative action, and to identifying the trends In
social policy and work organization which impact on it. The purpose of such a review is to
provide the reader with sufficient background about the sccial, political and theoretical
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McGregor (1993) proposes that one of the first stages in the process of designing an
affirmative action programme should be an audit of corporate culture, placing emphasis on
those elements which determine the company's philosophy with regard to affirmative action,
Questions to be asked in such as audit might then include:

Why did these particular individuals join the organization? What opportunities are
available to them in terms of training and development? Do employees receive any
feedback on performance, and if so, how is it given and followed up? What is the
quality of supervision and management? What opportunities are availabie for
advancement in the organization?

{(McGregor, 1993)

IDASA (1995) place even greater emphasis on a thorough audit of humar resources practices
in the organization, They recommend investigating the following aspects of the company:
procedures for recruitment and selection, and for the inductioh of new recruits; company
culture and work environment; training and development programmes; practices which
support promotion and recognition; and methods of conflict resolution. The results of the
audit should be written in the form of a report from which areas to be addressed in policy can
be identified. From this, 2 comprehensive and coherent implementation strategy can be
developed, which takes into account the strengths and weaknesses identified in the audit.

While several writers, including MeGregor (1993), glide over the process of policy
formulation, others, such as Hofmeyr (1993b) point out that widespread understanding and
acceptanice of affirmative action will only come about if a clear policy is formulated,
Contentious concepts and issues, such as who and what are involved in affirmative action,
must be addressed in the policy. A policy statement will communicate a rationale for the
proposed programme, state programmatic objectives and indicate the broad strategic approach
to be taken, To Hofmeyr's guidelines, IDASA (1995) add that goals and timetables must be
clearly stated, and roles and rasponsibilities of all actors explained,

Rosmarin (1992) introduces a critical note to this discourse by empliasizing the necessity for
those involved in planning programmes to adopt a mindset which is receptive to the diversity
of the workforce without ignoring issues of racism or sexism, He suggests that managers
start by questioning their own paradigms as part of their audit of the organization, From a
practical perspective, such a review of individual and organizational values, systems,
strategies, policies, practices and structures will assist in identifylng areas to be addressed by
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and trainers with a responsibitity for programme design. It is based on the steps of analysing
needs and context from varfous perspectives, clarifying aims and objectives, devising methods
of achieving aims and objectives and methods of assessing performance, implementation of
the programme, followed by evaluation and revision. More interesting than the procedure
itself is an analysis of those aspects of programme design which are believed to be critical to
the success and failure of affirmative action programmes. This is the subject of the remainder
of this chapter,

According to McGregor (1993), Jones (1991) and others, a major factor contributing to the
success of an incompany affirmative action programme is the support of the chief executive
officer and senior management of the company, Madi {1993) and Wingrove (1993) suggest
that senfor managerent should become involved in driving and championing the affirmative
action process, ensuring that the programme is integrated in the company's business plan, that
adequate resources are allogated to it, and that the programme is promoted at every
opportunity, for example in the company's annual general report and through various media
used for internal and external communications,

Anocther factor contributing to the success of affirmative action programmes is common
‘ownership' of the programme by all stakeholders (Rosmarin, 1992; IDASA, 1995). This
includes participative planning, decision-making and monitoring of the programme, especially
with representatives of the groups for whom the programme is intended. McGregor (1993)
observes that too often affirmative action programmes are driven by the human resources
department, instead of being seen as a company project with company-wide responsibility for
implementation, Alperson (1993) agrees, pointing out that the involvement of departmental
and line managers rather than human resources managers in the administration of affirmative
action gives these staff a greater stake in making sure the programme works. Hofmeyr (1993)
goes a step further by recommending that companies widen the net of stakeholders to include
not only managers, employees and trade unions, but also political and interest groups, such
as the BMF, which are vital to the acceptance and success of affirmative action programmes.
The point being made here is that wide participation and consultation are necessary so that
& variety of interests and perspectives may be brought to bear on the project, rather than
relying on the judgement of a few,
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Where management and unions tend to disagree is over the groups to be targeted in
affirmative action programmes,* and the links between education and trairing for workers
and their job grading, mobility and wages. Many umons prefer to aegotiate social
programmes with =mployers directly, rather than rely on legislative measures for achieving
affirmative action (Collins, 1995).

It is against this background that affirmative action programmes in the private sector need to
be understood. The shifts in thinking which have been outlined above have created new
opportunities as well as new demands on private sector human resources development
programmes, These shifts call for a closer look at the models which have been proposed so
far for affirmative action programmes.

3.5 MODELS OF AFFIRMA'TIVE ACTION PROGRAMMES

When this research project was started in 1993, there were few, if any, published guides to
designing corporate affirmative action programmes, In 1995 IDASA produced an accessible
handbook on establishing a company-based affirmative action policy, based on its own
research into affirmative action programmes in eight South African organizations. The
guidelines are interesting because they do not prescribe a narrow set of steps to be imposed
on companies, but instead promote the notion, advanced by Human (1993, 1991) and
Hofmeyr (1993b), that affirmative action is a long term, strategic process which intersects
human and organizational development. As such, it requires careful consideration of an
organization's history, context and resources, The IDASA guidelines foresee a process of
internal consultation and debate, culminating in the formulation of a company policy
document on affirmative action, which may then be implemented, monitored, reviewed and
improved over time,

The procedure for establishing affirmative action programmes advocated by writers in the
human resources development field, including IDASA, has long been familiar to educators

* Alperson (1993) observes that, unlike most companies, a number of unions targst their affirmative uction
stratogies at (almost exclusively black) wormen, recognizing that they are among the most oppressed and
exploited workers in South Africa,
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If many South African companies are antbivalent about the benefits of establishing inhouse
educatic~ and training programies to back affirmative action, the support of individual trade
unions and the workers themselves has also been cautiovs and qualified. On the one hand, ag
Bethlehem (1993) points out, unions exist to maxim -2 benefits to their members, and
education is perceived as a benefit, Education and training are perceived as & means whereby
increased wages, job mobility, power and status may be achieved. We have already noted that
COSATU played a leading role in raising the profile of ABET in national development
planning, particularly through the work of its Participatory Research Project. On the other
hand, many individual unions are suspicious of companies' motives for establishing education
and training programmes, fearing that managers will use ABET to discriminate against the
least edueated woikers in terms of wage negotiations and job security. Unions and workers
suspect that education and training are intended fo increase the profitability of the cornpany,
rather than benefit workers as individuals, or as a group. As Lloyd (1994) observes, many
unions are only now coming to terms with productivity issues, reduction in protectionism,
skills development and so on, The problem is exacerbated by South Africa's transition to
democracy and by affirmative action policies, in that whole layers of experienced black union
leadership have been removed to management and government,

These concerns about leadership and about education and training are worth noting because
they highlight the often mistrustful estvironment within which affirmative action programmes
operate. While it iy generally true that management and unions agree on the need for
affirmative action programmes to develop and empower black members of the workforce,
unions and workers sometimes perceive affirmative action as a surreptitions way of winning
public relations victories for management while dituting support for union demands. Union
leaders generally believe that affirmative action should address wider-ranging issues of
workplace equity rather than focus on developing a small number of management trainees
(Alperson, 1993; Collins, 1995).

Some trade unions have become increasingly sophisticated in their understanding of macro-
economic development issues, and share management's interest in planning for the future
success of the company, and the national economy, This has resulted in increasing demands
for a say in social policy issues, including affirmative action and education and training,
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African companies are planning for the future in the same way, or to the same extent,
Historically South African companies have tended to be short-sighted in their human resousces
planning, as evidenced by the poor rate of investment in the education and training of
employees.™

Some companies have responded to the problems of a poorly educated workforce by setting
up education and training programmes at different levels, and for different work functions in
the company.* However, others argue that such programmes are unnecessary, oo
expensive, or outside the company's sphere of work. Such companies may respond to the
prob! :m by investing in mechanization, by retrenching poorly qualified workers, or
employing new workers with higher education levels, Such activities point to the worldwide
trend, noted above, in which the core labour force is narrowing, but requires a wider range
of skills. This opens opportunities for core, urbanized workers in soime large firms, but does
not increase opportunities for workers in the peripheral worlforce (temporary and contract
workers, part-time workers and those employed in the informal sector) who have little access
and no rights 1o education and training (Forrester et al, 1995; Foley, 1994). Women and
black people are over-represented in the peripheral workforce, globally and in South Africa,
Thus it appears that increasingly, the workforce will be divided between a minority, skilled
labour force, and a majority of low-paid, unskilled peripheral workers who may be
intermittently employed in the informal sector. This trend is likely to continue unless the trade
unions and the government take a firm stand to oppose retrenchments and encoura, the
retraining and redeployment of workers and other adults for new roles and capacities. With
respect to affirmative action, Coldwell suggests that *a fairly strong-armed interventionist
approach is warranted" (1993: 5) to promote investment in training and development.

# Pennington {1994) finds that South African companies invest less than one percent of their wage bill in
education and training, compared to an average of four to six percent in Europs and America and up to ten
percent In Japin,

* The invreased willingness of employers to invest in the education and training of low-job-grade employees
is shown by the trond townrds full and part time ABET programmes in industry, and by the growing number
of workpluce-bused candidates who register for the Indepandent Examination Board's ABE examinations
{Qordon, 19935),
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In addition to changes implied by post-fordist work organization and the expansion of
capitalism, the early 1990s brought unheralded changes in South Africa's internal structures
of power (Saul, 1994). The protracted, but ultimately successful negotiation process which
culminated in South Africa's first democratic elections and the Government of National Unity
has provided an influential model to business managers and others of cooperative,
collaborative and transparent decision-making processes, In addition, as Hofmeyr (1993)
notes, a consistent theme in public debates about such issues as the new constitution, capital
punishment, the Bill of Rights, VAT, and %o on, has been the importance attached to the
*legitimacy' of decisions taken on the basis of informed and active participation of the public,
The increasing adoption and advocacy of participatory processes by some top managers
implies a shift in the culture of the organization ¥ whi~', they are the dominant group.

In this connection, Schein's definition of organizational culture is useful;

Organizational colture is the paftern of basic assumptions that a given group has
invented, discovered, or developed in learning to cope with its problems of external
adaptation and internal integration, and that have worked well enough to be considered
valid, and, therefore, to be taught to new members as the correct way to perceive,

think, and feel in relation to those problems.
{Schein, 1985)
Organizational culture contains many elements, including language, ritual, symbols, myth and
ideology. Ideology is a key component because it links attitude with action, According to Goll
and Zeitz, ideology relates to "the public commitments that form the basis for policies dealing
with customer services, employee relationships, and community responsibilities” (1991: 191).
Ideology resembles and overlaps with both culture and strategic planning because all three
contain belief and value assumptions which guide action, Clearly, then, a critical enquiry into
a company's policy and strategic action plans for affirmative action will also indicate an
enquiry int  organizational culture and ideology, If the latter are in a transitional state, or are
contested in any way, this will be reflected in the policy itself, in the fervour with which

policy is implemented, and the ways in which it is received,
These are some of the contemporary trends which contribute to raising the status of both

affirmative action and education end training in South African companies fron. their place as
marginal concerns to a more ¢entral part of business planning, Of course, not all South
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illegal, often dangerous business of brewing beer.” But the informal sector remained small,
partly because of laws prohibiting African trading and hawking, and partly because Africans
faced severe competition from Chinese and Indian traders, as well as formal competitors.

Since 1860 indentured Asian labourers had been imported to work on the sugar plantations
of Natal by the colonial government, and by employers. In the 18708 Indian merchants began
to arrive in the country, Faced with white hostility and abuse, these labourer and merchants
were drawn together in a fight for political and civil rights and in 1920 formed the South
African Indian Congress.

Increasingly, workers who could read, write and work with figures were being sought on the
labour market, and schools were seen as the main source of supply of them, In 1904 the Cape
Colony and Natal had enacted laws introducing compulsory education for white children
between the ages of seven and sixteen, In the Transvaal and the Orange Free State there was
still little provision of education, especially at secondary level, and many children from
poorer families received no schonling at all. There was opposition to black schooling from
white industrialists and farmers, who were afraid that education heightened wage demands
and political aspirations of blacks. The white working class opposed black education and
training since it threatened their monopoly in certain skills, With no real interest on the part
of the state or employers in the education of blacks, very few African children in the
Transvaal and Orange Free State received an education in this per{od.

After the South African War education in the Transvaal and the Orange Free State came
under British control, and primary schooling became compulsory, and free, for white children
throughout the country, Under the policy of 'anglicization' the Boers' cultural development
was suppressed and their children were educated in schools staffed by British teachers, using
English as the medium of instrucdon. The state expanded university, technical and teacher
training for whites, It gave limited financial aid to mission schobls, which remained the main

* Bozzofi (1991) deseribes liquor brewing among Bafokeng women who had migrated to the Resf nx o
common income genurating activity. Hliffe (1987) citey atatistics from the 1930y which indicate that 70% of the
woitien in the Marabustad Tocation of Pretorin detived some incoms from brewing, All South African towns
prohibited Africany from selling beer, and only a few permitted ite production for domestic consumption,
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In the rural parts of the country poverty took numerous forms, encompassing not only blacks
in the reserves, abut also poor white farmers and ‘bywoners’, people who had a relationship
of clientage or tenancy with tandowners,” The growing concentration and commercialization
of farming throughout the 19th century® affected the lives of these * poor whites' increasingly.
Freund (1992) and Morrell (1922) =xplain that successful farmers began to confront
dependent farmers in a more overt class relationship, while poor farmers were forced to meet
cash payments for basic needs, and to relate to creditors, merchants and the state in new
ways, After the South African War (1899-1901 ), significant numbers of *poor whites' were
pushed off the land entirely and sought a new life in the towns, or in the dlamond fields of
the Western and Eastern Transvaal, In 1908, the Transvaal Indigency Commission reported
that these ‘poor whites' had become a "separate and inferior class of society” (cited in
Morrell, 1992: 6),

For blacks and Afrikaners, urban poverty was different from structural rural poverty, Urban
poverty was the poverty of low wages, the poverty of those who were poor even though
employed (lliffe, 1987). For those without employment in the formal sector, the alternative
lay in small-scale self-employment. Afrikaners who remained on the land practised a tenuous
mixed sconomy of hunting, transport riding and sharecropping.® African men and women
who sought work in the citles were increasingly employed in domestic service® and the

% Hurris (1992) cateporizes *bywonsrs' variovely as younger relations, oversesrs of Inbour, ohjects of
chatity, und vietims of exploitation, depending on their resources and relationships,

2 Large scals sheep and ostrich ranching reduced labour requirements snd costs, Landowners no fonger
needed (o rent out land to black or white * bywoters', The Roas apparently found it difficwét o adjust to the now
era of surplus production, although Africany in the Bustern Capo nnd the Transvonl often tarmed guecessfully
in this period,

3 Morrel] (1992) argues that poor whiles wera divided into * dangerous’ and *lnbouring' clugses - differences
vhich resulted from different relations of preduction and differing experionces of the onset of cupitnlist
agrieuiture,

¥ 1iffe (1987) notex that in the 19th century men and women of ll races were employed in domestie
service, but by the enrly deeades of the 20th century domectic sarvies win so badly poid that it was inc.ensingly
confined 0 Africnn women, Zulu washermen, early entreprencurs on the Witwalersrantl, wers driven out of
business by changing socinl patterny (laundey wos increasingly done at home as whito men established thair
famili . in the new suburbw) snd competition from Chineso stemn loundries (vun Onselen, 1982),
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reserves' and banned the acquisition of land by Africans outside them,” This legislation
meant that whites, who constituted less than 20% of the population, controlled more than
80% of the land, Ultimutely blacks were dep ived of 87% of the territory in the land of their
birth (Mandela, 1994) and the system of reserves contributed 1o "over-peopled, over-stocked,
and underdeveloped zones of structural poverty” (Bundy, 1992: 30) forcing more rural
Africans into the service of white industry and farming,

According to lliffe (1987) the widespread African rural pot.erty which was a consequence of
this act was centred on landlessness and the absence of Iabour. It was self-reinforcing: the
poverty of reserves was accentuated by 2 lack of opportunities to make a living éxcept by
peasant farming or labour migration. The reserves were too poor to support local traders or
craftsmen, or even io provide a market for local labour, Both black and white people assumed
that the African poor could rely upon kin, neighbours and the charity of the independent
churches for support. Important institutions of mutual aid In African communities of this
period were stockvels (revolving credit clubg), burial societtes and welfare institutions
inspired by Western missionary societies,® But charity and relief work were still poorly
organized, Efforts were mainly directed to BEnglish migrant miners on the Witwatersrand, and
scarcely touched the poverty and hardship which existed among the families of unskilled,
unemployed African and Afrikaans workers. So, as Bundy remarks:

Poverty was visited with particular ferocity on [the rural] sector. By a number of
indices, the half-century which followed the 1913 Land Act reduced farm tabourers
and labour tenants to * an exceptionally miserable proletariat', forming a sector of the
population that today bumps along at the lowest levels of education, resources,
income, expeetations or power, Their situation exemplifies the dual operation of
economic and exira-economic pressures, Stripped of property, dependent on wage-
labour, they were also denied mobility, yoked to their employers, exposed to myriad
punitive sanctions, and padlocked to poverty.

(1992: 31)

¥ although Africans had' lost much of their lond, some still owned fand on o frevhold basis outside the
reserves, while others held land on a lensehold bugis, popularly known as * farming on the half* becauss the
African farmer handed over half of the harvest to the white lindowner (Qunta, 1995),

¥ Tlitfe (1987) Yists the Bantu Women's Self-Improvement Associntion (1918), the Purity League (1919),
the Manynno prayer unions (1912) and the Bantu Relief Commitiee (1932) a8 exampley of institutions which
attracted mainly middle class Africans in upholding traditional morals and values and providing relief to the
urban poc.
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peasant characteristics which prevented their forming a cohesive political consciousness and
organizing across ethnic lines against injustices and repression in the mines, ™ Nevertheless,
in 1918 African railway workers, jolned by municipal sanitary workers, and then 15 000
African mine workers, went on strike over low wages. The strike was put down ruthlessly,
leading the Transvaal Native Congress, the provincial branch of the South African Native
National Congress (forerunner of the African National Congress), to condemn police action
and initiate 4 campaign against poor living conditions and the pass laws, The campaign was
brought to & halt when 700 strikers were arrested, In 1920 African miners went on strike
again, and the Chamber of Mines responded with customary brutality, Troops and police
were brought in, ringleaders were arrested, and miners were forced to return to mineshafts
at gun point,

Both white workers and mine management had a vested interest in white soctal control.
Skilled immigrant workers, who came from a tradition of closed craft unions, jnined mine
managers and unskilled whites in a cominon front against biacks, The Industrial Conciliation
Act of 1925 reinforced the colour bar by establishing a collective bargaining system which
excluded blacks (Human and Hofmeyr, 1985). Racial exclusion was further strengthened by
the differential provision of general and technical education, which ensured that the
acquisition of gkills was reserved for whites,

While these events were in progress in urban areas, In rural Natal another war of resistance
was being waged by an African chief named Rambatha, who urged his followers to fight
against government forces intent on implementing a poll tax and manipulating chiefdoms. In
a brutal response to this insurrection, three thousand Africans were killed, huts of suspected
rebels were burned, cattle were contfiscated, and the Zulu king, Dinuzulu, was imprisoned
and fined,

The various forces contributing to raclally structured inequality in the early part of the
twentieth century were manifest in the Natives' Land Act of 1915, which created *native

'8 Se van Onsslen (1982b) for an account of bluck resltance to miserable wrges and endless poss: low
copvietions on the Witwatersrand in the form of *social banditry againgt fullow Africans living in uban
logarions,
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the urban poor and white workers challenged both capitalism and British imperialism. In
1913, 1900 white miners went on a strike which became a violent insurrection in central
Johannesburg. More than one hundred strikers and onlookers were killed in fighting between
governiment troops and workers before a negotiated settlement was reached, In the same year,
in Natal, Gandhi, with colleagues from the Natal Indian Congress, mobilized merchants,
miners and railway workers to strike against pass and tax laws which had recently been
extended to all Asians, In 1914 white railwaymen on the Reef went on strike over
retrenchiments, Union leaders were arrested and deported, while 70 0CO troops were put on
sountrywide alert, Urban Afrikaners were developing an aggressive working-class
consciousness which political movements of the time found difficult to win, and the ruling
class found difficult to =.ontrol (van Onselen, 1982b). After the 1914 insurrection, the
government passed the Riotous Assemblies Act which gave it the power to ban meetings
v/hich threatened public order,

T 1921 the Chamber of Mines announced plans to offset high production costs by retrenching
2000 "overpaid" white workers and employing black labour in semi-skilled positions in their
place. In 1922, 22 000 white miners went on striks under the banner of * Workers of the world
unite and fight for a free, whit 2 South Africa’. The Witwatersrand came to a virtual stands.ill,
In extended negotiations between the Chamber of Mines, the Smuts administration and the
South African Industrial Federation, strike leaders lost control of workers to Afrik:.aer
*commandoes' who propose an armed insurrection and the overthrow of the state. More
than 20 000 troops were catled in to break the strike using tanks and field artillery, and 4700
*ringleaders’ were arrested. The Chamber of Mines abandoned its proposed changes and the
¢olour bar was allowed to remain intact, In consequence, a "rigid comprehensive division of
labour” vas entrenched in the mining industry, in which workers of different racial groups
were employed in occupations with different functions, income and status (Cross and
Chisholm, 1990; 45). This was of great significance in consolidating patterns for future
divisions of labour,

The struggle of African miineworkers in the early part of the century tends to be
overshadowed by the fierce battles between white woukers and mine owners, Cailinicos
(1993) and Cross and Chisholm (1990) point out that black workers of this period preserved
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of railways and a succession of booms and slumps in the mining industry in the late 1890s,
made their position precarious, and led to the first instances of structural unemployment in
South Africa,

In the competition for jobs, whites had a major advantage over blacks in that ey had
political power, Befors the South African War, urban Afrikaners were able to lobby for a
state public works nrogramme and to secure employment at the lower levels of the civil
service under the Kruger government. Wealthy mine owners and militant white workers were
able to influence the Kruger government to act on their demands for political and social
order.

After the war, the reconstruction administration headed by Milner moved to secure British
hegemony and facilitate social control by separating skilled white working class families from
the unskilled whites and Africans (the ‘dangerous classes') by providing the former with
family housing and cheap publie transport in newly created suburbs. At the same tirne greater
physical control was exercised over Africans llving in the compounds (van Onselen,
1982a)," Thus existing race and class distinctions were refined, then buttressed by
segrepated residential areas. The sc.ial distance between white and black workers was later
strengthened by legislation such as the 1911 Mines and Works Act, which accelerated the
flow of Afrikaners into mining by reserving certain skilled and semi-skilled jobs for whites.
By 1920 the gold mines employed 180 000 blacks and over 21 000 whitss,

At the turn of the century, membership in the country's trade unions, dominated by British
immigrants and hostile to both African and Asian workers, numbered fewer than 10 000
warkers, of whom perhaps 1000 were employed on the mines, After the first world war, the
unions began to attract mass support, absorbing (for a short pariod) militant Afrikaner
nationalists, In 1900 and 1907 majur strikes occurred in Pretoria and Johannesburg, in which

7 An example of such control can bo seen in the way that aleohol was used as a means of procuring a cheap
sonree of labour, patticularly smong Mozambican imnsigrants. Later, when drunkenness was found o undermine
the produetivity of workers, s polisy of total prohibition for Alrsean workers was advocated and enfureed, In
the process of dismantling the distilleties and liguor trade, an important gource of wealth and power was
withdrawn from the rural Aftikener bourgeoisio of the Transvaal, ane the old closs allianee betwaen the Brtish
and Afeikaner middle clanves wrs digrupted (van Onxelen, 1982)
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in the preindustrial era: pass and vagrancy laws,” the Masters and Servants Ordinance,"
control of labour in boarding houses, factories and closed compounds®, and the manipulation
of chiefs as agents of the colonial state, Thus, argue Bundy (1992) and Marks and Trapido
(1987), the relations of authority and dominance established in the colonial era helped
strueture the new relations of production in industrializing South Africa,

.« the gold-mines rapidly established a pattern of labour recruitment, remuneration,
and accommodation that stamped itself indelibly upon social and economic relations
in twentieth century South Africa. White imimigrant miners, because of their skill,
scarcity and political power, were able to win relatively high wages. African migrant
workers were unskilled and low-paid, eaming in 1899 about one-ninth the wage of

white miners,
(Bundy, 1992: 30)

Unskilied white South Africans from rural areas, who suffered losses from drought, the
rinderpest epidemic of the 1890s' and the destruction of farms in the South African War,
were compelled to compete with Africans for jobs. Although Afrikaners initially were
welcomed on the mines because it was believed that they would be cheaper, less militant and
less inclined toward trade unionism than British miners, they lacked the industrial skilis to
make a success of such positions, and were not a significant presence on the mines prior to
the First World War {van Onselen, 1982a). Instead they found employment as transport
riders, cab drivers and brickmakers, But competition from immigrant groups, the introduction

" The Vagancy Act of 1809 declared that a}) black people who diit not have a * fixed abode’ or 4 *visible
neans of support' ware vagrants, Vagrants could be arrested, then assigned to work for local farmers as part
of their puishment. The 1867 Vagranay Act sentenced vagennts to prison, or, altematively, to work Ffor the
munjcipality, public works or divisional council (Qunta, 1995,

4 This Act defined offonses which servants could commit, including absence from work, negligent or poorly
performed work, and tefusal to obey instructions, Pun{aliments ranged fram prison sentences of up to one month
to periods of soliiary confinement with o spate diet, and hard labour, The Act wis amended repentedly in the
following years, with penulties hecoming stiffer (Qunta, 1995),

"* White workers wore accommodnted in bonrding houses in the working class suburbs of Jeppe and
Foudshurg, Closed compounds, or harencks, housed indentured African workers behind walls, ostensibly to
restrict the illicit trady in dismonds, but also to prevent an allirnce between white and black mine workers, or
hatween skilled and unskilled workers, Van Onselen (198242 5) notes that the male colture of drinking, gambling
and whoring sssumed o centrol role in the lives of boarding house and hostel dwellers, encouraged by the
Kruper government and mine owners,

' IHiffo (1987) explains that the ealtle plague renched South Afrien in 1896 aud killed over 2 500 000 cattlo,
including @ disproportionate number owned by Africans, The plague left pastoral peoples olose (o starvation,
ehildren malnourished for lack of milk, fartmers beroft of plough-oxen, and everyons bereft of transport to carry
fond and goods,
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settlement and the new requirements of capitalist farming” sought work in the cities, either
as migrants or as permanently urbanized workers (Bundy, 1992)". The African influx to
urban areas coincided with an increased demand for skilled labour on the mines, met largely
by immigrants, or ‘uitlanders', alongside rural white South Africans in search of wage
employment,

The “uitlanders' included both British and Eastern European immigrants who drew on their
experience of the English trade union movement and the Jewish Bund to rally around their
lack of franchise, the use of Afrikaans as the only official language of the South African
Republic, and exorbitant rates charged by the state railway, They were led by 2 coterie of
maverick capitalists aggrieved by the government's reluctance to exploit the avenues of
industrial and imperial expansion which had opened with the discovery of minerals in the
Transvaal. These capitalists formed a *Reform Cominittes’ which, aided by the mineowner
Beit, and the Prime Min; ter of the Cape Colony, Rhodes, mounted an unsuccessful attempt
(known as the Jameson Raid) to topple Paul Kruger, the President of the South African
Republie,” in 1885. The raid, intended to induce economic confidence in the mining
industry in the face of state obstructionisia, plunged the Witwatersrand into a depression
which was to ast until 1889 (van Onselen, 1982a).

To secure cheap and plentiful labour (fo offset the capltal expended in mining low grade ore
at deep levels) employers and successive governments adapted instruments of control designed

" I this peried, Africang wio lived on white fioms (valled *Bywoners’ like their white counterparts)
gradually tumed from shurecropplng to cash or labour tenancy, often on very exploitative terma, Under
sharecropping Africans gave betweoen a third and a haif of their hurvest to the landowner. Labour-tenants in the
Tranavant and Natal worked six months a year at the farmer's will, were forbidden to Jeave the farm withowt
written perroission, and were obliged to contract their children to the farmer for unpold labour until they reached
the age of 25 (Callinicos, 1993},

! 1liffe (1987: 125) observes that migration often meant squalitt living conditions, hard work, brutal
supervisors and the possibility of incapncitation or death, Betweon 1902 and 1914, 43 484 men from
Mozmbique alons died in employment on the Rand, Front the migrant's viewpoint, however, the greater danger
wae thot he might not find work,

12 The SAR was the Jurgest of the *Boer Republics' created in the wake of the Great Trek from the Cape
Coloty to the interior, When the republics were incorpurated into the new state following the 1910 Act of
Union, the former SAR became known as the province *Transvaul’,
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of the state; they were charitable, mission-based, self-help projects, loosely coordinated and
not very effective (fliffe, 1987). Educational and church facilities were limited, and there was
little pressure to introduce new ideas or stimulate public debate, With the first large
contingent of British settlers in 1820, a new economic system was ushered in which was to
have far-reaching political, cultural and social implications, Features of middle class British
life, such as newspapers, debating societies and Sunday schools began to exert some influence
on the social life of whites in the Cape Colony.

4,3 THE EARLY INDUSTRIAL PERIOD (1870-1920)
The discovery of diamonds in Kimberley (in 1867) and gold on the Witwatersrand (in 1886)
transformed South Africa econontically, socially and polirically, This is how the historian van
Onselen (1982a) describes the changes to the Witwatersrand in the period from the discovery
of gold in 1886 to the outbreak of World War One in 1914:

In a little less than thirty years, a republic founded on a modest agricultural economy
was transformed into & colony boasting the world's largest and most technologically
sophisticated gold-mining industry - a traumatic transition which was overseen by four
different governments, punctuated by an attempted coup, and at one stage, completely
halted by a bloody conflict lasting two and a half years. Into this cauldron of capitalist
development poured men, women and children Jrawn from all over the world, giving
the Rand a cultural diversity und social texture that bubbled with excitement and
vitality,

(1982a: xv)

The development of the mining industry, growing British dominance in the civil service,’ and
British imperial interventions in Africa all linked South Africa to the world economy, and

ghifted the economic centre of the country from the woo! industry of the coastal regions to
the highveld.

The rapid growth of mines and cities,’ along with the infrastructure to support them, brought
structural changes in the labour force, Black pvople who had lost their land to white

" In 1912 some 85% of civil gervanty and teachers were English-speaking (Adam and Giliemee, 1979),

¥ Johannesburg grow from a tented camp of 3000 diggers in 1896 to a town of 100 000 residents at the turn
of the century, and a city of 250 000 in 1914 {van Qnselen, 1982).
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life is very low; plunder and bloodshed are engagements with which their
circumstances have rendered them familiar since their childhood; they are crafty and
cunning; at once indolent and excitable; averse to labour; but bloodthirsty and cruel
when their passions are inflamed, They pretend to no individual opinion of their own
but show the most servile compliance to the rule of a despotic chief, when it is

characterized by vigour and efficiency.
(cited in Dube, 1985: 91)

The colonists based their own claim to superiority on the Christian religion and literacy
(Adam and Giliomee, 1979: 85-89). They saw progress in economic terms, accepting
exploltation and inequality as a fact of life in their home countries (Human and Hofmeyr,
1985), Their actions against the tribes in the Bastern Cape brought a period of unrelenting
hardship for the Khosas. They were defeated in war, and lost much of their land and catile
to the white settlers; their political structures were fragmented by incorporation into the
Crown Colony; and their beliefs were eroded by missionary teachings and European
technology. '

Towards the end of the 19th century, particularly in the Free State and Transvaal settlements
established by the Voortrekkers, Afrikaners began to see themselves as a group separate from
and superior to nonwhites, with a distinctive national character and culture, supported by
custom and incorporated in legislation, How did this process of differentiation occur? Adam
and Giliomee (1979) cite the Boers' isolation and disengagement from Burope, administrative
neglect and the introduction of capitalist enonomic policies designed to foster individualism
and a sense of independence, However, Marks and Trapido (1987) argue that *race patriotism’
was charagteristic of British settlers as well as Afrikaners at the time, and that new ethnic
identities were mainly formed in the period following the South African War (1899-1901),
when a unified state was constructed out of the British colonies, the conguered Afrikaner
republics and African kingdoms,

In summary, then, the first two centuries of colonialism in South Africa entrenched existing
inequalities in African society while introducing new divisions along the lines of race, region
and urban/rural ivcation - divisions which still characterize South African society today. The
welfare institutions developed in this period were concerned to address the debilitating effects
of poverty on individuals, families and small communities, Such initiatives were independent
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Classes at these mission schools weve not racially segrepated, although dormitories were,
Some state funds were made available to mission schools after 1841, but Molteno observes
that "funds were always very limited. The standard of teaching was low; minimal secondary
education was offered and that usually by teacher training institutes” (1984: 49). Such impact
as these early schools had was not achieved through contact with the bulk of Aftican children,
but through the development of a new ‘elite’ group which supported ideas anc values
congruent with the colonists' interests, and (intentionally or not) undermined traditional tribal
leadership.

Throughout the 19th century, the frontier wars, the annexations of Khosa lands in the Eastern
Cape, the expropriations of the Mfecane, and the changing economic base led to new social
inequalities. Not only did many Aftrican peasanis lose their land, but new relations of
production were created with the introduction of capitalism. As De Kiewiet put it, "the land
wars were also labour wars" (1964: 180)., The colenial economy, administered more
efficiently by the British than the Dutch, put pressure on the indigenous population for labour,
taxes, rents and other obligations,” These pressures created massive structural imbalances,
which eclipsed existing inequalities within African society. A process of differentiation within
African society began:

At the upper reaches there emerged « moderately prosperous stratum of modernizing
peasant producers and a mission-educated elite beginning to move into clerical and
teaching jobs. At the other end of the social spectrum, the inexordble process of
proletarianization was under way. Individuals and groups, without sufficient land and
other resources, were forced into reliance on wage labour for survival,

(Bundy, 1992: 28)

On the whole, the white settlers were cultural chauvinists who looked down on the heathen’,
*primitive’ indigenous people of the colonizs in which they seitled. An 1892 commission of
Afrikaner and British officials reported:

When not effectively restrained and directed by the strong arm of power, the true and
universal character of the Kafirs, as framed by their education, habits and
associations, is at once superstitious and warlike, Their estimate of the value of human

7 According to 1liffa (1987), up to the late 19th century labour migrants sought cagh to iy lobola (bride
price), expand their homes or relieve famine. However, during the first hatf of the twentieth cantury, taxation,
land shortuge and lower real wages made migration an essential means of family survival,
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As the Trekboers, aleng with their staves and servants, moved east and north in the 18th
century, they met new resistance from the Bantu speaking Xhosa peoples over the eastern
boundary of white settlement. Over a period of nearly one hundred years, in which the
pressure for land and water mounted as both settler and indigenous populations grew, 4 series
of frontier wars was fought with heavy costs on both sides,

In the wake of the Napoleonic Wars in Europe, the Cape had become part of the British
empire, and British settlers arrived in the Eastern Cape, putting further pressure on the land
and resources already contested by the Boers and the Xhosas, The British injected the
capitalist system in South Africa, a system which demanded capital and labour to produce a
surplus of goods which could be sold for cash in an ever-growing circle of trade and
economic activity, The wool trade became vital to the Cape economy, and some farmers built
fortunes on sheep farming. Both slavery and the semi-feudal order of the Boer subsistence
farmers had to go. Many of the Boers resisied the new socioeconomic order, retreating to the
northern interior in the Great Trek, Some Africans adapted to the new order successfully,
growing aud selling crops to the new towns springing up ia the Bastern Cape. In the main,
however, the relationship between the British and the Xhosa was hostile and tempestuous,
particularly along the frontier,*

Prior to 1820, the London Mission society had established isolated schools for the education
of the Khoikhoi and Coloureds in the Cape Colony. These schools provided religious
instruction and limited artisan training, Several misslonaries hz ~ wecome well known, and
highly unpopular in the white settler community, for their battles to uphold the legal rights
of the indigenous peoples of the Cape, a battle which culminated in the passing in 1828 of
Ordinance 50, whicit gave equal rights to all British subjeots in South Africa, regardless of
colour, Now the missionaries took on the task, largely abdicated by the state, of providing
education for African children. One of the best known schools was set up by the Glasgow
Mission Society in Lovedale, in the Bastern Cape. The success of this school spurred efforts
by missionaries of other denominations and countries, mainly in the Eastern Cape and Natal,
Early mission schools included Healdtown School, Inanda Seminary and Adams College,

% Bight wars of resistance wers fought in the Eastern Cape alone, The last major war between the colonists
and the indigenous tribes was fought between the British and the Zulus in 1879,
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Areas Act (French, 1991),"

‘The principle of Christian Natlonal Education, whereby people of different ethnic and cultural
groups shouid have different education systems, was revived by the Nationalists after their
1948 electoral victory, In 1953 they introduced the system of * Bantu Education' for Africans,
which, accompanied by the withdrawal of state funds to mission schools and their subsequent
demise,” institutionalized unequal and racist education (Dube, 1985), Dr Verwoerd, then the
minister of Native Affairs explained to parliament that the previous policy of ‘Mative
Education' had raised false expectations among African children, Education must not show
the African “the green pastures of European society in which he is not allowed to graze"
{cited in Harrison, 1981: 191). It should teach Africans in accordance with their
opportunities, and these opportunities did not rise above certain forms of labour. As Hyslop
(1987) and Cross and Chisholm (1990} point out, Bantt Bducation was intended to produce
the stable, semi-skilled urban workforce required by secondary industry, and to prevent
juvenile delinquency among urban youth, To these ends, school enrolmenis were greatly
expanded, particularly at junior primary level; state funding for secondary education was
deliberately withheld;® teaching the Afrikaans languags became compulsory; teacher training
and university education for Africans were brought under state control;* syllabi were revised
to stress obedience, plety and identification with rural eulture; and resource allocation in
education became grotesquely distorted in favour of whites (Molteno, 1984). How successful

Congresd (Cross and Chisholm, 1590),

% It has been estimated that the enrolment in night schools was {2 000 in 19534 (Christie and Collins,
1984),

% Hyslop (1987) points out that the destruction of mission schools was not purely {deologically motivated,
but raflected the Nationalist governtent's grasp of the demopraphic failure and Internal problems of these
gehools, In 1953 there had been over 5000 state-sided mission schools; by 1965 there were only 509 (Christie
and Collins, 1985: 171),

* New secondary schooly were deliberately placed in the Ressrves where tribal and buteaucratic nuthority
wanld erode emorging binck consciousness (Cheistie and Colling, 1984),

¥ 11t 1959 the Extension of University Education Act was passed, formnlizing the establishment of separate
“othnic' universitiey for Indians, Coloureds and Africans, The University of Fort Fare, which had accepted
studunts of all races, was brought under the control of the Minister of Baniu Education, and two teibally based
university colleges were staried, It becanws a punishahle nffence for & lack student to register at « “while'
univarsily without the permission of the Mitster of Buveation (Hurrison, 19813,
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for the unity of all oppressed people (Mandela, 1994).

The Youth League's Programme of Action called for strikes, boycotts and stay-aways in
support of demands to repeal six particularly unjust laws, Thus began the Defiance Campaign,
a resistance struggle which Sparks (1991) likens to the American civil rights movement.
Applying highly visible tactics, *defiers' used whites-only entrances at railway stations, went
into restricted areas without passes and defied curfew laws. More than 8500 people went to
jail, and leaders such as Mandela and Sisulu were tried under the Suppression of Communism
Act for their leadership of the campaign,

The 1950 5¢ ppression of Communism Act made the Communist Party of South Africa illegal
and put an end to the activities of the country's few mulii-racial trade unions. A new Public
Security Act and Criminal Law Amendment Act made it a serious offence to defy the law,
‘Banning' and ‘naming' potentially troublesome people and organizations became effective
means of silencing opposition to government policy, With many of its leaders in prison or
under banning orders, the Defiance Campaign came to &4 halt, but not without significant
consequences, The campaign mobilized huge numbers of blacks in the townships and
established n new political culture of resictance, Membership in the ANC soared,* and other
campaigns followed, notably a march on Pretoris in 1956 to protest the extenston of pass laws
to women,

Nonformal education organizations were early victims of the Nationalists' attempts to suppress
black opposition, Night schools, which had been organized by the Communist Party to
provide compensatory education to workers on the Witwatersrand, dissolved under relentless
state harassment (Bird, 1984), The Mayibuye schools, * shanty schools', and classes for adults
organized by liberal veformists under the auspices of the South African Institute of Race
Relations® were all closed by the Nationalist government in 1953, in terms of the Group

“ When the Communist Party dishanded, many of its membera joined the ANC and devoted thomsetves to
iy development (Delivs, 1993). Then, ax in the 1990, (ke orgonizationsl cupacity tnd experience of Communiat
Party members made their contribation particaluly valuable,

*The SATRR provided liternoy and functional skilly programmes for adults (French, 1992), Film, litaries

and debuting sociutics were formed to moderate Aftienn upinion which was thought by liberats to be overcome
by the appeal of the racieal Industeinl and Commuercial Union, Communist Party and the African Nationul
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Further statutory curbs on the occupational mobility of blacks were placed by the 1941 Mines
and Works Act, the 1951 Bantu Building Workers Act and the 1955 Motor Transportation
Amendment Act, The Apprenticeship Act of 1944 and the Training of Artisans Act of 1951
did not explicitly exclude the training and recognition of skilled black workers, but asserted
such stringent conditions and controls over training that blacks were effectively denied access
to the facilities provided in white urban areas.” Amendments to the Urban Areas Act
restrained black workers by prescribing forbidding terms for residence outs.de the
Reserves,® Blacks were furtber excluded from opportunities for occupational advancement
by the Registration for Employment Act of 1945, the Native Amendment Act of 1952 and
the In-Service Training Act of 1979 (Human and Hofmeyr, 1985; Qunta, 1993),

Throughout the early part of this period, the ANC, the only organization to represent black
opinion nal..n wide, was remarkably ineffective, Disillusioned with the uninspired and
conservative leadership of its parent organization, the ANC Youth League was Jaunched in
1944, It immediately planned a campaign of civil disobedience to win mass support among
urban dwellers, Inspired by African nationalist ideals of raciat pride and self-reliance, and led
by a charismatic intellectual named Anton Lembede, the ANC at first did not work with the
Communist Party* or with the provineial Indian Congresses, This changed in 1946 when the
Asiatic Land Tenure Act was passed, limiting the areas where Indians could reside and trade,
and restricting their right to own property. To counter these developments, Indians launched
a passive resistanice campaign. In 1947 the presidents of the ANC, the Natal Indian Congress
and the Transvaal Indian Congress signed the *Doclor's Pact' agreeing to Join forces and call

“ The Apprenticeship Act ruised the minimum educational requiroment to Standard V11, o level which black
workers rarely altained due to the inadequacies of their education system, The Training of Artisans Act
stipulated that hlacks could be trained only in the homelond arcas, and not in the “white' nreas where most
facilitlos were uvnilable. Human and Holmeyr (1985) note that the ititudes of white trade union mesmbers who
served on apprenticeship commitlees and work rosetvation policies contribiited to the exclusion of blucks from
training and promotion opportunities.

® Under section 10 (1) of the Urban Areas Act # black person could not reranin for more thun 72 hours in
& * preseribed' nren unless proofeould be provided that this persen had * qualifisd® by residing there continuously
ginee birth, working eontinupusly for one employer for at lenst ten years, or residing there {nwiully for at lenst
15 years. *Qualified’ porsons could, at sny tims, be desmed *undesirable' and *endorsed” out of the aren (Human
und Hofmeye, 1985; Qunla, 1995),

M Doliuy (1993) potes that Communist Party niembers regarded the African National Congress as both

conservalive and ineffective, a “peity borsgeois' organization. However, it was Party policy to encourage
muihory to Join the ANC,
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Afrikaners dominated in these institutions through processes of regulation, control, ownership
and management, Adam and Giliomee (1979) point to the important function of Afrikaner
dominated public corporations in providing & training school outside the public sector where
Afrikaner scientists and business Jeaders could acquire technical and managerial experience,

State favouritism undoubtedly assisted Afrikaners in their advance in the private sector of the
economy, an advance further supported by the Afrikaanse Handelsinstituut, or Chamber of
Commerce, which mobllized *patriotic’ ethnic support. How was this achieved?

Afrikaner capital ... benefited occasionally from government favouritism through the
allocation of fishing quotas and mineral concessions and the award of government
contracts and accounts, In 1977, for instance, 98 percent of the Department of
Information publishing budget of 3 million dollars went to the Perskor group, an
Afrikaans publishing house that had several ¢abinet ministers, including the Minister

of Information, on its board,
(Adam and Giliomee, 1979 168)

Education facilities for Aftikaners were improved after 1948: primary, secondary and
vocational schools were built, while engineering and medical faculties were established at
Afrikanns universities, This contributed towards a general improvement in the position of
Afrikaners In the occupational sphere.

Under the Natlonalist Party the South Aftican state effectively eliminated white poverty, and
reduced economic disparities between Afrikaners and Enplish-speaking whites, But the
disparities between blacks and whites were increased in the process, While the Nationalists
elaborated a prosperous state for whites, they advanced a strictly controlled economy for
blacks. Legislation controlling employment was introduced in line with laws specifying
racially segregated educational institutlons and neighbourhoods, The Bantu Utban Areas
Consolidation Act of 1945 and the Physical Planning and Employment of Resources Act of
1967 were introduced to provent black work seekers from congregating on the fringes of
cities. A clause added to the Group Areas Act prohibited the appointment (without official
vermission) of a merber of ong racial group as a manager or supervisor in the area reserved
for another group.

munagerial positions at BSKOM todsy (TDASA, 1995),
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to & characteristic political act {Christic and Gordon, 1992:404),

The National Party urged Afrikaners to unite as an interest group for their own economic
benefit and cultural protection. Economically Afrikaners were urged to close the gap between
themselves and the wealthier English speaking population,® a goal which demanded that they
continue to be protected from competition with blacks, Culturally, the Nationalists promoted
mather-tongu s education and separate educational, cultural and religious institutions to restore
Afrikaners' self confidence and liberate them from a sense of inferiority (Adam and Giliomee,
1979),

Group and racial allegiance were used as the basis for political power formation, The
Broederbond ideologized Afrikaner identity and history, and spread the doctrine of Christian
Nattonalism, which held that nations were products of a Divine Will, with diverse tasks and
cultures, From this it followed that certain political, cultural and spiritual values were a
prerequisite for membership in the Afrikaner ethnic group. The cause of promoting Afrikaner
busintess interests and Afrikaans culture was linked to demands for natlonal independence and
politicel power, and South Africa became a republic in 1960, then withdrew from the
Commonwealth.

The Broederbond became a means of decision making, management and organization
development in the public and private sectors. A particularly strong relationship existed
between the Broederbond, the National Party and the elvil service, compromising the latter's
neutratity {(Hugo, 1992). By 1980, 90% of 150 key positions in the public sector were held
by Afrikaners, and 35% of economically active Afrikaners were employed in the public
service (Sonn, 1993). Afrikaners wers also over-reprosented in the mines, parastatal
organlzations (BSKOM, TELCOM, ARMSCOR)," financial institutions and academia.

® In 1948 the annual per cupita income of Afrikaners on the Witwatersrand was £162 compared to £349
for Bnglish-speoking whites (Adum and Giliomee, 1979: 160). In a pariod in which secondary industry wou
heginning (o rival agricklture and mining in the national exonomy, Afrikaner businesemen, who Inked the
copital resources and connections of English big business, found it difficult to compato,

| BSKOMs flrst experience with affirnteiive sction can be traced back 1o 1948 when Afriknans-gpenking

mun were targated for senior positions, promotion, training snd burgaries, 1t took a generation for Afrikatwers
to move into previously English dominated technical positions, BEnglish speaking managers retain many seaior
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including improvements in the quality and provision of education, and the development of
social infrastructure for poor whites in rurat and urban areas.

Tn the 1930s members «f the Afrikaner cultural and business elite mobilized to intprove the
economic position of poor Afrikaners on ethhic, nationalist lines, Potential class conflict was
subjugated to the cause of Afrikaner identity, unity and entitlement by projecting class
divisions among Afrikaners as the products of imperialism and exploitation by foreign,
particularly English, capitalists (Adams and Giliomee, 1979). The Broederbond began to
reeruit and insert members into every sphere of public, economic, political and social life,
in every corner of the country (Callinicos, 1993). State policy and action extended job
protection, introduced subsidized municipal housing for whites and provided agricultural
subsidies to white farmers.

In addition to the social and economic strategies suggested by the Carnegie Commission, a
range of agencies were developed which mobilized Afrikaners on ethnic lines.” These were
spearheaded by the Federation of Afrikaner Cultural Associations (FAX) formed by members
of the Broederbond In 1929, The ‘Blankewerkers Beskermings Bond' or White Workers
Protection League, inspired attempts to establish separate Afrikaner trade unions or to take
over ihe leadership of existing ones (Adam and Giliomee, 1979), The *Ossewa Brandwag',
the Ox Wagon Sentinel, rallied Afrlkaners in opposition to South Africa’s declaration of war
agalust Germany in 1939, An Afrikaner Economic Conference sponsored by the Broaderbond
launched an *economic renaissance' directed at promoting Afrikaner business ownership, The
*Reddingsdaadbond', or Rescue Action Fund was formed to finance Afrikaner-owned
enterprises, and the Volkskas Bank, a savings bank je'»ntified with Afrikaner interests, was
established in 1934,

The politicel mobilization of Afrikauers, the measures devised for their economic and social
upliftment, combined with worldwide economic growth led to the decline of poor whitism in
the 19405 and 503, In 1948 the National Party came to power, and its policies of privileging
whites while restricting blacks transformed poverty from a structural feature of South Aftica

¥ According to Cross and Chishiolm {1990) almost 300 cultural, charch, youth and student assaciations,
ulong with scientific and educational hodiss, were offilioted to the Broederbond,
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and Giliomee, 1979), The 1925 Wage Act, the 1926 Mines and Works Amendment Act and
the 1927 Customs Tariff Act all helped entrench white workers in their jobs. Yet the wages
paid in these jobs were low, and the success of *civilized labour' policies in the 1920s and 30s
was limited due to the worldwide depression and a severe drought in South Africa.” The gap
in wealth and status between black and white, and between Afrikaners and the English
remained substantial,

The 1932 Report ¢f the Carnegie Commission of Inquiry into Poverty documented the
hardship, demorallzation and squalid living conditions of *poor whites’ in rural and urban
areas while almost totally overlooking black poverty (Christie and Gordon, 1992), Member,
of the Carnegie Commission traced the causes of white poverty to land shortages” anc to
the economic and social conditions associated with modernization. They explored reasons for
this ‘blight within Afrikanerdom' including health and nutrition, psychological, social and
ethnic traits™. A close connection between poverty . 4 education was found by B.G.
Malherbe;

He found poor retention rates, higher failure and more frequent repetition of grades
among poor whites than whites in general, Overall, the effects of malnutrition,
destitution, ill-health, and physical and mental defects .., manifested in poor school
performance, feilure and early school leaving., Schools themselves were also
inadequate; weaker teachers, poorer library facilitles, social isolation and fewer books
and newspapers at home contributed to the "jistening schools" of the rural poor, at
which "passivity is at a premium, initlative and activity at a discount" (Matherbe,
1932, P, 345 original emphasis)..,, Malherbe coucluded that the education which poor
whites received was generally too little and of the wrong sorl. 1t did not help poor
children control their environment nor did it compensate adequately for poor
environments,

(Christie and Gordon, 1992: 402)

The joint reports of the Carnegie Commission concluded with a number of recommendations

% 1932 was regarded ns o Black Year in South Africa's economic history, First the Rinderpest, then the
Grent Drought, then the Worild Depression. On 27 Dezember 1932 Sonth Afrlea abandened the gold standard,
Together with the devaluation of the US dollar, this meant the world price of gold rocketed 45% from its
previons level, There followed vast inflows of foreign capital inaugurating a decnde of industrial growth,

¥ Although Afrikuners owned foutr-fifths of the farming land at the tum of the century, the closing of the
frontler und the Dutch practice of dividing up lpnd amongst sons contributed to a shortags of lund (Christis and
Cordon, 1952: 400-1),

® Afriknners were found to be indolent and undisciplined, and unwilling 1o work afongside blucks or as
undarlings (Parnell, 1992).
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1936, the Representation of Natives Act removed Africans from the common voters' role in
the Cape (Mandela, 1994),

A systematic study of non-white poverty had been carried out after the first World War and
found that in Cape Town 53% of the city's Coloured péople and 48% of Africans lived below
the poverty datum line, chiefly owing to poor wages, But the political imperative of wooing
‘poor whites' turned public attention away from black poverty.

In 1924, replacing the pro-capitalist Union governments of Louis Botha and Jan Smuts,”
Herzog's Afrikaner Nationalists joined with the Labour Party in a coalition known as the Pact
government, This coalition aimed at defending the national economy, promoting the interests
of the white working man and farmer, and raising the *poor white',” In what became known
as ‘civilized labour' policies, the state created jobs and protected employment for white
workers as policemen, soldiers, foresters and post office employees, by pushing blacks out
of entployment. In the railway sector, particularly, unskilled whites replaced African or
Indian workers after 1924, and by 1931 25 000 *poor whites' had been absorbed into state
employment (Freund, 1992). Many Afrikaners found employment at ISCOR, the Iron and
Steel Corporation founded by the state against the opposition of mining capital in 1928 (Adam
and Giliomee, 1979),

Turning to the problem of white poverty in the rural areas, the Pact government provided
state #id to moderately productive farmers in the form of Jand gruats, and implemented mild
punitive sanctions against unproductive ones {(Morrell, 1992). The first agricultural marketing
control boards were introduced in 1936, and cooperatlves were given favourable loans.

Motivated by both ethnic and class concerns, the Pact government trod a narrow path between
promoting white employment and wages while attempting to boost canitalist growth (Adam

¥ RPreund (1992) argues that the Union government had 1 populist side, but is usually ascociated with overtly
pro<capitalist policies, For example, the trend of employing unskilled white workers in the state railway network
was checked following the first World War when the $muts administration worried abont their profits and
stopped hiring,

¥ The number of people dafined by the government ps *poor whites' increased from 106 000 in 1916 to
120 000 in 1921 and 300 000 in 1933 (Parpell, 1992 1200,
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sectors did not rise at all,” while in the same period the real wages of white miners doubled
(Bundy, 1992; 31). The ratio of white to black wages on the mines moved from
approximately 11:1 in 1911 to 21:1 in 1971, Earnings in the manufacturing and construction
sectors, for both African and white workers, approximately trebled, maintaining & ratio of 5;1
over the same period. As Bundy remarks: '

.10t only was there a sharp discrepancy between white and black workers, but some
were more unequal than others. Migrant and contract workers, and woimen in menial
jobs, were at the bottom of the urban pile, (1992: 31)

Economic inequa’ities were buttressed by social legislation w.nch restricted blacks' access to
housing, social services and economic opportunities in the cities. The Natives (Urban Areas)
Actof 1923 demarcated and established African *locations' on the outskirts of white residential
and industrial areas, and permitted the forcible removal of Africans to these locations from
‘proclaimed* (white) areas,™ Johannesburg became a proclaimed area and black residents
were banished to Eastern Natives Township, a string of hostels across the south of the city,
and Western Natives Township, bordering Sophiatown.” The law also enabled tighter
policing and surveillance of Africans by entrusting the administration of pass laws to local
authorities. Africans who were *surplus' to the labour needs of commerce, industry and white
households could be deported to the Reserves,

Further repressive laws were enacted, The Colour Bar Act of 1926 effectively banned
Afticans from practising skilled trades. The 1927 Native Administration Act made the British
Crown, rather than the paramount chi¢ s, the supreme chief of all African areas, Finally, in

H Batween 1910 and 1942 real earnings on the mines nctually fell (Bundy, 1992: 31).

¥ Whites had demanded greater segregation and social control in residential aveas since the 1880s and 90,
The threut to public health caused by poor sonitation provided an official reason for the removal of black
residents in the Cape towards the end of the 19th century, Parnefl (1992) explains that in response to an
outbreak of plague in 1904 and Influenza in 1918 the Johannesburg Council removed 30 000 African slum
dwallers from the inner eity, White alum dwellers, who represented at leust a third of the inner city populntion,
tomained wher they were, bul complained that the eouncil's slum clearance programme meuant that *10 00U
nent kaffir dwellings have been erected, but for the poor whites nothing is done® (quoted in Parnall, 1992: 127),

3 Sophlatown was one of the fow urban townships in Johannesburg in which land could be owned in
freshold by peopls of any mee. Johunoesburg tuxpayess campaigned for the demolition of Sophiatown and
Alaxandea in the first five decades of this century, but it was only in the 1950s that the Purified Natione}ist
Party made complete uthan segrogution part of its platform, Sophiatewn whaa destroyed in the 19608 to make
way for Coloured and white housing, African residents wers moved mainly to Soweto (South Westemn
Townships), a township which is the product of slum clearance policies on the part of the munic.pality.
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In summary, then, the early decades of industrialization built on earlier class and race
divisions, but introduced new divisions on lines of skill and wages. These divisions were
underlined by increasing segregation of residential areas in the cities, and gradual
improvement of wages and living conditions of the fasuilies of skilled white workers, New
sources of wealth, and the emergence of new work opportunities in the cities, exacerbated the
existing rural/urban divide, which was cleft even deeper biy the 1913 Land Act, The dominant
ideology of the period, Social Darwinism, promoted the virtues of free wage labour, secure
property rights linked to a free market in land and individual tenure (Marks and Trapido,
1987) shaping many of the institutions of twentieth century South Aftica, including the native
reserves, migrant labour and segregated urban areas (Bundy 1992). Differentiated education
and welfare provision was part of this pattern, But ‘Native Education’ was a fringe issue,
pushed into the background by the struggle between Afrikaners and the English for political
and economic power. A cultural revival movement grew amongst Afrikaners, precipitating
the development of new political and cultural organizations which sought to protect and
support their interests. As white, and particularly Afrikaner, society became increasingly
influenced by nationalist ideology, blacks were excluded from civil society by measures such
as the pass laws, slum clearances and migrant labour,

4.4 AFRIKANER NATIONALISM, RACIAL CAPITALISM AND EDUCATIONAL
EXPANSION (1920-1970)
The state created by the Act of Union in 1910 had an economy almost totally dependent on
mining. By 1970 South Africa had become a middle-ranking industrial power with a more
flexible and diversified economy, the "economic powerhouse of a continent” (Bundy, 1992
31).® Yet the inequalities forged in the colonial and early industrial periods persisted, indeed
were deepened in this period of Afrikaner nationalism and racial capitalism. In the first seven
decades of this century, the real wages of Africun workers in the mining and agricultural

* Qvor time, revenue from gold production was channelled into secondary industry, providing on economic
base for manufneturing, which overtook agriculture, then mining, in significance. In the 19503 there was s
transition from small seals competitive capitalism to large seale monopoly capitalism which has remamed a
dominant foature of the South Aflrican economy (Cross and Chisholm, 1990).
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education and schools. Molteno (1984) notes that most student resistance arose in rural
secondary schools and teachers' tralning colleges, and was occasioned by some immediate
grievance or issue. Confrontation with authorities, the withdrawal of labour and collective
action in the form of strikes were ways in which students could assert their resistance.

The system of education which had been set up by the British also found no favour with the
Afrikaners, who saw it as a way of forcing English language and culiure on them while
undermining the position of Afrikaner church leaders and school teachers (Christie, 1990).
They set up their own schools, called Christian National Education (CNE) schools, which
were neither free nor compulsory. In time, the CNE movement waned, as Afrikaner demands
for cultural recognition began to be met at local and national level,

Since the turn of the century Afrikaners in the Cape Colony had begun to be mobilized
behind a nationalist cause through membership in the *Afrikaner Bond', or League of
Afrikaners, This alliance brought together Afrikaner political, financial and intellectual
interests, who pressed for the recognition of Afrikaans as an official language of South
Africa, Great efforts were made by teachers, journalists and preachers to foster Afrikaans
literacy and culture in the ‘Taalbeweging', or Language Movement,” In 1918 the
* Broederbond', a secret society of professional men who undertook to promote the Afrikaner
cause and work towards an Afrikaner republic, was formed, Welfare institutions such as the
‘Helpmekaarfonds',® or Mutual Aid Society, were initiated, from which were to grow
business concerns like Nasionale Pers (which printed the first nationalist newspaper, Die
Burger) and the insurance giants Sanlam and Santam. Cooperatives such as the KWV
(Kooperatiewe Wijnbouwers Verceniging) and funeral undertakers Avbob (Afrikaanse
Begrafnis Onderneming) were started (Sonn, 1993), Each of these enr¢prises was an indisator
of the growing political strength of Afrikaners,

* The bible was translated into Afriknans, and there was widespread, though sectoral, promotion of literacy
and the culture of reading (Frauch, 1992},

® The Helpmekaur (Mutual Aid) Society was formed after the rebelling of 1914 to pay the fines of the

leuders, The society rapidly attracted funds and the iden arose to use them for estabiishing Afrikesns entemrises
which would provide vmployment and business training.

89



providers of education to blacks, but did not make education compulsory or free for black
children, Following the model of racist legislation introduced on the Reef to regulate labour
relations, *native' schools throughout the country were increasingly segregated, and finally put
under the control of the Minister of Native Affairs, Different curricula were drawn up for
many of tnese schools, emphasizing agriculture and manual labour, along with religious and
moral instruction, Physical conditions in schools were usually poor and teachers were
inadequately trained, reflecting the differential a *.ninistration, inspection and funding of what
were becoming separate schooling systems for whites, Africans, Indians and Coloureds {Cross
and Chisholm, 1990).

Black feaders of the period were mostly drawn from a small, mission-educated elite group
who embraced Christianity and the colunial lifestyle. They had formed the South African
Native National Congress (SANNC) to articulate their opposition to the disenfranchisement
of African voters and to the Natives Land Act of 1913.* Inspired by Gandhi's philosophy
of nonviolence and influenced by the conservative black American leader Booker T,
Washington, they advocated the advancement of black rights within the framework of
segregation, rather than through confrontation with the system (Sparks, 1991}, SANNC
campaigns were carried out by petitions, newspaper editorials and representations to the
British government. The SANNC leadership supported an education policy which accorded
with their political vision, and called for universal compulsory education for Africans along
Buropean lines (Molteno, 1984), They saw education as a means of acquiring the language,
ideas, skills and technologies which would enable them to participate in the structures which
had been imposed on them. While these leaders favoured the extrusion of education to
Africans, and supported the establishment of the first university for blacks in Fort Hare,”
other forms of resistance to schools were being developed which reflected students' and
perents' dissatisfaction with educational provision. African students engaged in protests and
boycotts of food, and rebelled against oppressive authority, corporal punishment,
unsympathetic white staff, forced manual labour and their own Iack of control over their

#The South Africa Act of 1910 removed the right of Africans to election to parliament, although *qualified'
Aftieans were entifled to vote,

¥ The South Africun Native College was established at Fort Hare, in the ressrves, in 1916, laying the basis
for racial segregation in higher education,
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were excluded from full cconomic and political participation, leading to escalating demands
for social change. In the 19903, however, the fruits of the *Total Strategy' can be tasted: class
is rapidly overtaking ethnicity and race as the primary ordering principle of South African
polities and society. Affirmative action as presently practised in South Africa, (favouring the
urban, skilled, educated sector of the black community) tends to diminigh inter-racial divisions
while epholding, indeed widening, class divisions. As Human and Hofmeyr (1985} point out,
black advaricement has been limited to the chosen, and sponsored, few,

The second conclusion is that state policy has been immensely influential in both entrenching
and removing inequalities. The sofution to the *poor white problem’ in tha first half of this
century owed much to far-reaching programmes of affirmative action, job creation and social
welfare, Afrikancrs were transformed from "incompetent and apathetle indigents”, who "can
hardly be considered in efficiency the equal of a native"? into skilled workers and n:anagers
with a major stake in South Africa's mining, financial and industrial enterprises, Between
1950 and 1990 state intervention grew into stawe hegemony and finally state control over
virtually every aspect of the econi iy and daily life, In the end, the Nationalist government
could only deal with an overwhelming political erisis by means of violence and repression,
Given the weipht of this historical oppression, it seems inevitable that legislation wilt be
needed to counter-balance its effeats.

The third conclusion is that the inequitable, inadequate and fragmented provision of general
and adult education for black people hag contributed in no small measure to the social
problems which are now to be a.ddressed in affirmative action, Education cannot be abstracted
from ecottomic, political and social forees in society; indeed it often acts in concert with other
thore immediately interventionist measures, The experience of the last two decades shows
particularly well that education is not just a controlled and defined force, but also "an active
and changing force, with a welter of unintended and uncertain consequences” (Nasson and
Samuel, 1990: 107),

¥ The quotations azs from a 1904 report of the Transvas] Labour Commission and Low Crade Mines
Contmission, eated by Slove in Business Day, 4 September 1994,
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on the slow pace of the RDP's implementation, and on the government's tendency to
monopolize leadership and resources to the detriment of initiatives mounted by non-
government organlzations,

4,6 CONCLUSION

In history, as in the present day, South Africa is characterized by diversity, contrasts and
contradictions, Its social history is crammed with examples of institutional discrimination,
which underpin the political system, education, employment practices and the economy. This
chapter has attempted to show how South Africa's characteristic imbalances were constructed
historically, and how measures to sustain or challenge inequalities have taken different forms
in different times, Some of the determinants of inequalities are to be found in class structure,
social policy (including state education policy} and black political consciousness and
mobilization, so these have been the dominant themes of this chapter,

If affirmative action can be understood to mean effarts to redistribute wealth, power and
opportunity among population groups within the country, as the researcher contends in
Chapter Three, then it is clear that affirmative setion in South Afriea has its own history, just
ag inequality does. The people who benefit from affirmative action, their numbers and
locations, the reasons for change and its characteristics, have changed over time. This chapter
has shown that policies and strategies associated with affirmative action have changed, just
as perceived beneficlaries have, A number of broad conclusions can be drawn from this,

First of all, by a series of politic:l, legal, social and economic measures, the white people of
South Africa have consistently and effectively monopolized the economic resources of the
country as well as the acquisition of skills, This monopoly has led to the creation of an
occupavional hierarchy in which whites dominate the professional, managerial and skilled
positions, while blacks occupy the unskilied posts. Indians and Coloureds occupy an
intermediate position between blacks and whites, We have seen that in the 1980s the Botha
government began to encourage the formation of a black, urban, business class, with a view
to nevtralizing opposition to apartheid. Significant reforms were made in the areas of labour,
residential rights and education to achleve this differentiation. The vast majority of blacks
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The optirism felt by many South Africans in early 1990, when Mr Mandela and President
de Klerk were proclaimed he:os and heralds of a new non-racial South Africa, was severely
tried in the r~ahs and years which followed. The prolonged and disrupted constitutional
negotiations created a mood of heightened, but often frustrated expectation, and of acute
uncertainty about the future, As Graaf (1994} has observed, the apartheid system, with its use
of violent foree and extensive surveillance of African life, hid extensive antagonisms in urban
areas between formal townships and other communities, between unionized, employed
working classes, expanding middle classes and the growing unemployed.* As apartheid
started to fragment in the 1980s, and particularly since February 1990, these conflicts have
hegun to explode, On the Witwatersvand, black township dweilers were affected by 8 virtual
civil war between township residents and hostel residents, Unknown gunimen preyed on
commuters and demonstrators, Violence escalated at all levels ~ on political, criminal and
domestic fronts (Rule, 1994). In KwaZulu Natal there was brutal conflict between vigilante
groups and residents believed to be affiliated to rival factions of the Inkatha Freedom Party
and the ANC, The continued trauma and stress of living in a violent society led many white
South Africans to leave the country, and many township dwellers to move to formerly white
residential areas, Capital flight and falling Investor confidence debilitated the South African
econoiny, As Morris and Hindson comment, "The larger conflict being played out now 1s
essentially about which racial groups, social ¢lasses and strata will have their interests best
secured in future political and economic digpensations” (1992: 45).

Between 1990 and 1993 a shift began to take place from the polities of confrontation to the
politics of negotiation, corresponding with a shift from the goals of a national detocratic
revolution to the transformation of social institutions, The new regime, with a different base
of support frem previous ones, has introduced major social policy proposals, (see Chapler
Three) including the Reconstruction and Development Programme (RDP), a plan to expand
socioeconomic opportunity in South African society by developing housing and basic services
such as water and the electricity supply. The policy is advocated by articulate and credible
political leaders, who stress the need to promote equality, develop democratic patterns ia civil
life, and vitallze cross-racial political coalitions, In 1995, however, criticism is converging

* Granf"s interest is in (e violent conflict toking place in KwaZuln Natal over the distrdbution of marginal
resorees for blacks, and the role which education could play m resolving the conflict,
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increasingly militant as youths burned property, barricaded streets and waged street battles
with the police and army. The establishment of the National Education Crisis Committee
(WECC) in 1986 brought parents, teachers and community leaders into the education struggle,
and introduced *People's Education for People's Power' as an alternative to the hated Bantu
Education,® The NECC built alliances acrass civil society for a coordinated national
response to the education crisis,

Meanwhile, some black parents, despalring of the breakdown in schooling and the militancy
of township youth, sent their children to private schools or to schools in quiet rural areas (see
Chapter Six)., The army was called in to patrol the townships and to occupy schools.
Thousands of activists, some of them in their teens, were detained without trial, beaten and
shot!

State violence against children, while not new, assumed frightening dimensions.
Schooling In sducation ceased, while a nuw schooling in violence began, Vigilantes,
conservative and criminal elements w.hin townships, informers and agents
provocateurs, ail capitalised on a volatile situation, diverting attention away from the
economic and political roots of the revolt and allowing for its representation by the
South African media in the ideological terms of "black on black violence" and
"student hooliganism",

(Cross and Chisholm, 1990; 65)

Many of the intelligentsia left the country, or wera in prison, Despite constant assaults and
setbacks, the black resistance movement shifted gradually from reactive strategies which
challenged the coercive and reformist actions of the state, to the establishment of mags based
democratic and community organizations in communities, schools and workplaces (Swilling,
1988).

The release of senior African National Congress leaders from imprisonment in late 1989, and
particularly that of Nelson Mandela in 1990, marked the beginning of a transitional period
{n South African history, This was to culminate in the country's first democratic election and
the inauguration of President Mandela in May 1994,

% The definition of *People's Education’ was always fluid, Hyslop (1988) distinguishes two broad trends:
a “practical perspective’ witich foresaw the raform or' the eduention system from within DET schools; and oo
*uttimatist perspective’ which promised new sshools and currioula outgide the sinwtures of the DET, untainted
by *Bantu Education',
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foresaw & tricameral parliament for whites, Colourads and Indians.®

While the dominant political resistance movement of the 1980s, the UDF, was comimitted to
the total dismantling of apartheid and the cre.tion of a “nonracial' democricy, labour and
student movements which drew on black consciousness ideology were also formed. Organized
mass opposition to apartheid, in the form of labour unrest, rent strikes, election and consumer
boycotts, stay-aways and guerilla warfare became a common feature of the South African
political landseape in the 1980s (Swilling, 1988). Popular pressures emanating from black
commuurities and liberal white sectors resulted in ad hoc responses and policy reversals by
the government, such ag the abolition of influx control legislation in 1986, the development
of black local authorities, and the extension of South African citizenship to Africans not
resident in the homelands.” The government relied increasingly on the security
establishment's repressive power to curb popular protests.® Students wera often at the fore
of resistance to apartheid. As Hyslop pats it;

Student protest provided the dewonator for an explosion of worker and community
struggle which confronted the dominant classes with their greatest challenge yet,
(1988: 183)

Students' resistance to Bantu Education reéached a new pitch of milltancy with class boycotts
in 1984 and 1985 under the banaer of *Liberation before Education!'. Resolving the problems
of the education system came to be scen as a short term demand, while the national struggle
for liberation, including links with broader community and political issues, became a feature
of the education strupple (Nasson and Snmuel, 1990), Between April and September 1984
alene, more than 900 000 students were involved in boycotts over Bantu Education and
general political struggle (Dube, 1985). n 1985 the state imposed a State of Emergency
durlng which 300 000 students were expelled from sehool, and 73 schools in which boycotts
had become endemic were closed (Hyslop, 1988). Student protest and resistance begame

& Although Afvicuns were excluded from the tricumeral parlinment, & fedirol structucs was envisnged which
wiy to link the consosiationat South African state to the “iadependent’ ethnic states in the homelands,

® Seo Swilling and Phillips (1988} for an aceourt of power struggles within the Nationalist Party which
contributed to errade policy shifts,

 Swilling und Phillips (1988) list seven reprosive measures pursued by the state In pursuit of its objectivist

press restrictions; mass detentions; vigilantes and deatl equads; foreud removals; rent boyeott evictions; arey
ovcupations; and restrieting orgonizations,
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migrants, local employment® and pensions.® 'The poorest of the poor were members of
households which lacked labour migrants and land. lliffe comments that in many homeland
resettlement areas "People were too poor, too dependent on government and the cash
gconomy, oo brutally uprooted from homes and kinsmen to organize themselves" (1987
275). Crime and violence flourished in such sattlements, as did exploitation of newcomers by
earlier residents and by homeland bureaucrats, Evidence of gross inefficlency, political
favouritism and corruption in homeland bureaucracies has been exposed in enquiries
commissioned by the de Klerk government in 1993 (focusing on Ciskei, Kangwane and
Garankulu) and by the Government of Nationa! Unity in 1995 (focusing on Bophuthatswana
and Transkei), In urban towrships, networks of kinship and neighbourhood helped the poor
survive, Iliffe (1987) describes a proliferation of “homeboy networks',® revolving oredit
societies,” and small urban selfhelp groups, often sponsored by the independent Afrlcan
churches, in the 19705 and 80s.

The mid to late 1980s saw the growth of resistance to apartheid on an unparalleled scale and
intensity, couatered by massive state repression. Resistance spread to all parts of the country,
rallied by students' organizations, local civic associations, women's assoclations, church
groupings, tradc  :ons and anti~conseription campaigns, many of which were aligned under
the political umo. !a established by the United Democratic Front (UDKF). The UDF also
provided links between anti-apartheid exiles and leadership .- hin the country, It promoted
the political aligninent of COSATU and the Black Management Forum, and facilitated
meetings in Lusaka between white businessmen and representatives of the ANC, National
campuigns were organized to oppose fhe povernment's constitutional proposals, which

* Poorly maid oceupations included gethering firewond, basket weaving and beadwork - jobs which were
generally filled by women, the very younp and the elderly,

 The pension systen: was ingtituted in 1944 and provided regular but Jow rates of revenua to men over 55,
women and vetorang over 60, blind people and other disabled peopls, sulject to 0 means test, Liffs (1987),
however, uvows o tissive deprivation of the elderty and hundicapped with respest to pensions and health cars,

@ Most immigrants to urban areas stayed with a kineman and the unemployed relied on family support, By
cunitrast, thers were fow tribal or ethnically-hnsed welfire orgunizations, although fliffe (1987) mentions the
Shs -ann Welfare Associnnon, which supplied food, clothing and blankets 1o the aged and incapacitated,

* *embership in eredit societies was mors common among women than men, and was patticularly atteactive
to domestic workers in white resldential areas. Burial sovietley attractad ol classes, Burlal insurance way one
of the chief hensfity offered by the trade unlons formed after 1979 (1iffs, 1987
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Another phase of reform involved limited attempts to deracialise social institutions, including
the education system, The state commissioned the Human Sciences Research Council
investigate all aspects and levels of education in South Africa. The resulting ‘De Lange
Report' stressed the need to link education to economic development and proposed a more
stratified schooling system, in which the state was to provide free and compulsory education
at primary level, while vocational education at secondary level was to be subsidized by
industry and commerce, The report also recommended that private schools be encouraged and
racial integration in them allowed, Teachers, parents and communities were to become more
involved in decision-making, A single education ministty was to replace the ethnically diviged
ones, Hostility from within the Nationalist Party to De Lange's proposals meant that many
of the recommendations were not implemented, While the principle of equal opportunity and
standards was acknowledged, this acceptance was subject to the tenet that each population
group would retain its own schools and education authorities, State discourse shifted from
*separate and unequal’ to *equal, but not identical and still separate’ (Gamble, 1995), Hyslop
(1988) considers that the De Lange strategy, which aimed to intensify class differentials while
reducing racial ones, was a significant part of P.W, Botha's Total Strategy' of co-option and
repression.

By 1980 the National Party's attempts to abolish slums and squatter settlements in South
Africa's cities had failed in the face of population growth, rural poverty, migrant labour,
industrial expansion and the resourcefulness of the poor, The government turned its attention
to the homelands, which were to become magnets drawing blacks away from the cities back
to the rural areas, Homeland authorities increasingly took control of social services, including
education, health and welfare, But the government refused to extend the territories of the
Reserves or to invest in their economies, so the homelands never developed as envisaged, By
the end of 1980, the State President P, W, Botha admitted that the homelaud *1deal’ had fatled.

Unemployment and poverty were concentrated in the homelands by the government's massive
resettlement programme, For rural dwellers, subsistence depended on remittances from urban

9 After 1976, moderate elements in the Botha government devised a *total strategy’ of co~optivn-repression
which would modify spartheid structurey and stato controls, Reformist inftintives involved urbin policy,
industrinl relations, constitutional reform and a reorganization of security apparatuses (Switling, 1587),
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The Soweto uprising led to 2 mass exodus of African children to the neighbouring states of
Tanzania, Zambia and Angola, where some hoped to join ‘Umkhonto we Siswe'. For those
who remained, but were unable to complete their education in the disrupted schools, the
Department of Education and Training opened night schools, which also served the purposes
of upgrading teaching staff and providing literacy classes to Standard Four level.” As in
1953, the state moved rapidly to take control over nonformal and alternative education for
adults, Maintaining that it was acting to prevent the proliferation of ‘exploitative' and
‘charlatan’ private educational services, the government effectively legislated a monopoly
over education for blacks by permitting only the Department of Education and Training to
issue aceredited certificates. Nongovernmental organizations, largely funded by overseas
donors and sustaining considerable government harassment, continued to provide alternative
forms of education and development, but usually ont & small scale.

The Soweto riots of 1976 centred on grievances over the quality and provision of education,
but they also highlighted other restrictions on black people, including the freedom to organize
and strike, In 1977, under pressure from business and the emerging black trade unions, the
government appointed the Wiehahn and Riekert Commissions, paving the way for a new
labour ‘ispensation, The report of the Wiehahn Commission recommended that the Industrial
Concilintion Act and the Black Labour Relations Act be consolidated in one statute. The
ensuing Labour Relations Act of 1981 granted full trade union rights to most workers, and
full autunomy to trade unions over matters of membership. The Commission also
recommended that statutory job reservation for whites be abolished, and that the mobility of
all classes of labour should be facilitated, In 1v81 the Manpower Training Act
institutionalized the right to training for all workers and provided for a National Training
Board (NTB) to advise on training issues, Meanwhile, the Riekert Commission called for
improved residential rights and conditions for urban blachs and greater controls over
‘unquadified” workers, contributing to an expanding black middle clags and a marginalized
clags of unemployed and migrant labour on the periphery of the cities,

% guch elassey wora wstublighed in Indian and Coloursd communities, ton,
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and those excluded; and between an emergent petty-bourgeoisie and the working class.
..» The weakness of this programme, however, was that it did not address the political
grievances of blacks and could not win their acquiescence,

(1988: 189)

An extended system of public and private gkills training was encouraged through grants and
tax concessions (Swainson, 1991). Corporate investment focused on the development of
independent trusts, Institutional support for non-governmental projects and joint state-capital
ventures, and those forms of education and training which would serve the human resources
needs for economic growth.* It was assumex that improved skills would lead to increased
productivity and career advancement for blacks, satisfying the demands of black labour while
creating a mote substantial and broadly based blacx middle class, In this period, the first
‘black advancement' programmes were initiated for a small number of carefully selected
black people in large local and multinational companies, But in the late 1970s it became
clear that longstanding structural inequalities and the marginalization of black people from
economic participation and political power were the root causes of social unrest, Skills
training and further education on their own would not bring about democracy, equality and
development,

In 1976 conservative elements in the Nationalist government introduced a policy whereby half
of all subjects in black secondary schools would be taught in Afrikaans, This led to a boycott
by a group of children in Isaac Morrison and Orlando West High Schools which swept to all
secondary schools in Soweto and to Pretoria within a few days (see Chapter Six). When
police shootings resulted in the death of children, there were sympathy strikes throughout
< th Africa, Students set fire to beer halls, liquor stores, white-owned businesses and Bantu
ffairs buildings, The death of Steve Biko in police custody in 1977 caused an outery locally
and internationally, and there were calls for sanctions and boycotts against South Africa,

3 Swainson (19917 observes thet gereral funding of tertiary education fell signifioantly in the 1980s, while
that going to teacher development and secondury level edocation increased. Between 1976 and 1983 Anglo
Amerjean's investenent in education and training was so prominent that the company became known ag * South
Africa's other government' (Chisholm, 1982 158).

* Swainson (1991) notes that Afrikaner firms genecslly have o lower love! of commitment to black

advincetnent than other South Aftican companies, Ameng multinationals, British companive speat less on
educationa] projects than American companies in the 1980s,
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In summary, during this period Afrikaners advanced from a mostly poor, underdeveloped
population group to a prosperous bourgeoisie (Adam and Giliomee, 1979). This was largely
achieved through the National Party's social policies which enshrined white supremacy in the
education system and developed social infrastructure for whites in urban and rural areas, A
range of agencies was developed to mobilize people in support of group interests, defined on
narrow, ethnic lines, Legislation institutionalized a more rigid and thorough system of racial
domination than had existed to date. While the education system for whites was expanded,
$0 poor was the financing and provision of education for blacks that there were facilities for
less than a quarter of the population {Cross and Chisholm, 1990}, With the assistance of
massive state grants, manufacturing industry and capitalist agriculture were developed, As the
manufacturing industry grew, a stable, permanent workforce became desirable. But
government policy rejected the notion of a permanent, urban African workforce, Such a
policy would mean improved housing, the provision of educition for larger numbers of
children in the citles, and the removal of restrictions on the acquisitions of skills by blacks.

4.5 REFORM, RESISTANCE AND TRANSITION ,1970-1995)

In the 1960s and early 1970s South Africa experienced an economic boom which underlined
a skills shortage in technical, professional and managerial fields, Private enterprise,
prejudiced by this shortage, began to campaign for the review of some apartheid laws, aad
for improved education and training for blacks. In a significant shift in state policy, secondary
schooling for blacks was expanded, although the limited increase in the budget allocation for
black education diminished the quality of this expansion. The number of black childien in
school increased dramatically, as the system of Bantu, Coloured and Indian Education was
extended throughout the country. The Black In-Service Training Act of 1976 aliowed training
of Africans in urban and border areas. Responding at last to a political crisis which threatened
economic stability, the government began to encourage the co-option of sectors of black urban
socigty into the middle class, drawing particularly on those employed In the fielas of labour,
education, health, welfare and bousing, As Hyslop describes it,

~.xlensive state encouragement was given to the establishment of a black business
class, The political aim was to fragment black opposlition through stratification; the
state intended that conilicts would develop between urban blacks with residence rights
and migrants who lacked such rights; between those included in industrial bargaining
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supporters,” the PAC under the leadership of Robert Sobukwe, declared an intent to
overthrow white supremacy and establish an Africanist, socialist democracy, The Black
Consciousness Movement, a philosophy® which asserts the solidarity and power of Africans
and rejects liberal white tutelage, advanced among black university students, writers and
intellectuals in South Africa. The movement, which burgeoned under the leadership of a
medical student named Steve Biko, spread from university campuses to high schools and then
primary schools throughout the country. Ramphele describes the appeal of the Black
Consciousness Movement (BCM) as follows;

It is worth recalling that the motivation for the BCM in the late 1960s was to raise the
consciousness of black people of the relationship between their physical oppression by
a racist system and their internalisation of an inferiority complex, which constituted
a psycho-social dimension to their oppression, The focus was thus on freeing the self
from psycho-social oppression through solidarity, self-reliance and self-criticism as an
important prerequisite to full liberation from all forms of oppression.

(1995a; 25)

In the townshipsg, young people responded to the call to break the "mental chains” imposed
by Bantu Education, and formed their own black student organizations called the South
African Students’ Organization (SASO) and the South African Students’ Movement (SASM),
SASO and the Black People's Convention organized literacy classes, and were involved in
the building of schools, clinics and community ceatres, health and community projects, and
drama and poetry in the townships (Christie, 1991), Set against the compelling, unifying
ideology of the Black Consciousness Movement was increasingly harsh police action,
Throughout the 1960s memhers of community organizations and * progressive' churches were
harassed, and two black newspapers were closed, The already substantial power of the police
to detain individuals suspected of subversive activities was increased by the Terrorism Act
of 1967,

# Mandolr (39941 214) believes thal the fourders of the PAC thought the AN was insufficiently militent,
out of touch with the mnssss and dominated by v, Africans,

* The Black Consclousness Movement was not based on a single, coherent philosophy, but was inepired
by sources as various as the anti-imperialist struggles of the Tormorly colonized countries of Africa, the olvil
rights and black power movetments 1n the USA, Kaunda's African bumnnism, Nyerore's African socinlism, and
Fanon's account of the relntionship between oppressor and oppressed (Sparks, 1991),
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was Bantu Bducation? In terms of labour reproduction theory, Bantu Education succeeded in
creating a system of mass schooling geared to capitalisi labour requirements for unskilled and
semi-skilled labourers (Christie and Collins, 1984). In terms of raising the quality of
education for blacks, Bantu Education failed miserably in terms of delivery, access, relevance
and quality (Hartshorne, 1992). Umil the 1970s the majority of black schoolgoers did nnt
remait in school beyond lower primary level, and only 1% of thom matriculated.

Opposition to Bantu Bducation was immediate and strong, on the part of parents, teachers,
the missionaries, and the ANC," who nerceived the new policy as "part and parcel of the
imposition of passes, Bantustans and the whole repressive apparatus” (Molteno, 1994: 96).
While some parents organized alternative education facilities and culture clubs in the African
Education Movement, resistance was usually expressed in student boycotts and riots, which
increagsed in number and severity, But Verwoerd and the Nationalist government were
intransigent, and in time, protests were diverted to other issues, including the drafting of the
Freedom Charter in 1955.

The extension of laws restricting the movement of Africans to women as well as men, led to
police killings of demonstrators at Sha.pville and Langa in 1960, and the declaration of a
State of Emergency. In 1961, the ANC and the Pan Afrlcan Congress, an offshoot of the
ANC, were declared unlawful organizations, and their leaders were banned, imprisoned or
driven underground. Deciding it was futile to rely on non-violent methods of resistance,
Nelsory Mandela and a handfuf of ANC leaders established an armed w: .g of the ANC called
‘Umkhonto we Sizwe', or Spear of the Nation, which was to sabotage selected economic
targets and conduct a guerilla war,

While the police were engaged in suppressing ANC organized black resistance to apartheid,
the Pan African Congress (PAC) gained in strength, Formed by a group of Africanists who
repudiated the multiracialism of the ANC, the Freedom Charter, and the ANC's communist

51 tn May 1954 the ANC launched a *Resist Apertheid Campaign' around six issues: Bantu Education the
Qroup Areus Acti the Nutive Resettlement Acty the Suppression of Comtunism Actt and zati-trade union
meqastires. Later in the year, the lssue of Bantu Education was prssed to the Women's Leapus and Congroess
Youtl Leagus, which colled for a sehools hoyeolt in the Eastern Cape and Bast Rand in the following year
{Christie, 1981),

100



and local government {Bennell and Strachan, 1992: 37-8), a cause which is greatly
complicated in South Africa by the legacy of infia‘ed homelard and provincial administrations
alongside a public service which has traditionally offered preferential employment to
Afrikaners with allegiance to the Nationalist Party (s¢e Chapter Four)." To complicate
matters further, an agreement was struck between the ANC and the National Party in 1993
to protect the jobs of all civil servants for a period of ten years,

It is unlikely that Afrikaner incumbents of public service jobs in South Africa will relinquish
their positions as readily as white Zimbabweans did. Entigration is not an optiont for theun,
and the private sector i3 not in a position to offer alternative employment, The threat of
unemployment remains a powerful force in forging Afrikaner political opposition to the new
dispenzation in South Africa, and would certainly not foster the kind of supportive
relationships which were found helpful in developing black managers in Zimbabwe.

A fifth lesson from the Zimbabwean experience is that training and developing young
managers, regardless of their race and socio-economic background, takes time, According to
some commeniaors (Hofmeyr and Whata, 1991; Bennell and Strachan, 1992), & decade is
not very long to develop the experlence needed to run a firm or a large department of a firm.,
Yet individual and group expectations defy this. *Job-hopping' from firm to firm in search of
promotion or higher wages is perceived to have negative effects on management development,
The Zimbabwean tendency to place recruits in * soft’ positlons (personnel, industrial relation,,
service divisions) rather than *hard’ positions (fine management and profit-making divisions)
is mirrored in South Africa. If merit, rather than politica) accommodation, is to guide future
appeintments and promotions in emplovment in South Africa, the solution may be to place
black managers in positions of responsibility and influence, to give them adequate training
and support, so that they may rise, and be seen to rise, on the basis of merit,

" Quidelings to central and provinciul adiinistrations for the filling of 11000 *affirmative action posts' were
annovnced on 28 December 1994, The puidelines encournge upplicutions for early retirsmunt from serving
offictals uged 50 or over, to make way tor candidates who are not well represented in the management echelons
of the public service, The guidelines also set ont procedures for absorbing the ten former civil services of the
‘independent homelands® and setf-governing territories (Star, 29 December 1994), South Africn's 19 public
sector unlons accepted In principle an affirmative action policy designed to maks the public ssrvice more
teprosentative in Fehreary 1995,
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been estimated that approximately 50% of iack school leavers are unemployed." If it is to
be more than a corporate public relations exerclse, affirmative action in South Africa will
have to be linked to broader strategies for economic reconstruction, and take the situatfon of
black youths into account, As in Zimbabwe, a political, as well as an economic cost is
implied in neglecting to make provision for this group,

A third lesson from Zimbabwe is that broadly targeted affirmative action policies tend to
favour already privileged sections of society. In Zimbabwe affirmative action has favoured
black men generally and nurtured a powerful Shona elite, Little progress has been made in
advancing the occupational status of black women, despite the optimism expressed by some
observers in the years immediately foltowing independence, It would be interesting to know
what contribution, If any, affirmative action has made to existing regional and rural-urban
imbalances in Zimbabwe, Specific legislation is probably needed to achieve women's
occupational advancement, with more attention given to transforming gender relations in
society generally, Media campaigns and adult education programmes may facilitate more
positive attitudes towards women and their contribution to society In Zimbabwe. The
Zimbabwean situation is iikely to prevail in South Africa, where women form the majority
of the poor and underprivileged, and where women's and civil rights groups have failed so
far to improve women's socio-economic situation substantially.

The Zimbabwean experience shows that job fragmentation and carefully structured career
paths have been successful ways of promoting black occupational advancement in the private
sector, But in the public sactor, job fragmentation and rapid expansion have had a negative
effect on efficiency. Real declines in civil servants' incomes are now experienced in
Zimbabwe, and this is expected to influence public servants' political loyalty and support, It
is clear that affirmative action must be accompanied by strictural reform of the civil service

B Jn @ recent tracer fudy, Besnell and Monyokolo (1992) show that of DET matriculants in the PWV
region in 1984, 605 of males and 55% of fomales found wags employment within six years of leaving school,
However, they point out that the incidetics of wage employment pmong matriculants is mueh higher than emong
youth who drop out of school in lower standards, In 1984, fower than 104 of Afrienn primary school children
continued in school to Standard Ten. Thua very fow school leavers are it the selntively favournble position of
matriculnnts, only 10 to 15% of whom have found wage amployment one year after Joaving school, Wage
emplayment prospects for school lewvers afier 1984 may have deteriorated beeause of the limited growth in total
wige eniployment in South Africn, and higher eoroiments in DET seeondary schools,
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What can be learned from Zimbabwe's experience of affirmative action? Like Zimbabwe at
independence, the new government of South Africa has to develop an indigenous, skilled
human resource base, representative of all sections of the population. As in Zimbabwe, both
legistation and social practice have to change to ensure equality of access to education,
training and employment. These are long term goals, which, in the short to medium term,
may be assisted by affirmative action strategies.

First of all, events in Zimbabwe show that legislation outlawing discriminatory recruitment
and promotion ig helpful, but on its own insufficient, A more effective means of countering
racism, sexism, tribalism and nepotism may be the establishment of a credible and viearous
agency, with the power to monitor and adjudicate employment practices at all levels in the
public and private sectors. Such an agency 4as been proposed for Namibia (as we shall sce
in the next section) and is foreseen in ANC and COSATU policy proposals for South
Africa,” This agency would include representatives of the government, employers and
workers, In South Africa, unlike Zimbabwe, trade unions have large memberships, coherent
human resources policies, established procedures for handling grievances, and a strong power
base, The active participation of trade unions is of crucial importance in establishing the
credibility and accessibility of such a monitoring agency in South Africa,

Perhaps the most important lesson for South Africa from the Zimbabwean experience is that
wider issues of economic and political reform need to be addressed alongside affirmative
getion, The fatlure of the Zimbabwe economy to expand meant that there were not enough
suitable jobs for the vastly increased number of school leavers. This has had a political
cost, 43 well as an economic one, with many Zimbabweans turning away from ZANU(PE).
The South African economy was in a .2rious recession between 1990 and 1994, and it has

" South Africa's draft Equal Opportunitios Bill requires employers to "employ, develop and promots
qualified members of disndvaninged groups inty positions reviously ot open to them”. 1t foresees a stattory
agency to monitor the performance of companies employing mors than twenty people. Compunies which fail
to abide by the provisions will be committing & crimina! offence and will ba liable for & fine of up to R100 000
antt/or two years in jail,

1 According to the World Bank’s Structural Adjustment Programme for Zimbabwe, susininable growth of
3% par yeur is neaded to oreats jobs for up to ang million peoploe.
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N Preparedness of experienced white managers to provide on-the<job training to junior
black colleagues.

Clearly, racism complicates and frustrates recrultment, training and promotion procedures.
In a 1990 study of black and white managers in Zimbabwe, Bennell and Strachan found that

Racism was perceived as persistent and widespread among many of the black
managers interviewed as part of this study. Even some white, mainly expatriate,
managers felt that their white colicagues were blinkered by racial prejudice. Social and
cultural differences (both real and imagined) are clearly key factors fuelling racist
attitudes and behaviour. Quite slmply, nelfther whites ror blacks have ever formed
close social refationships with [one] another, Thelr main contact in the past has been

45 master and servant,
{1992; 32-3)

According to Gatherer and Erickson (1992: 97) black managers ai Anglo American
Corporation (Zimbabwe) claim that they are excluded from important decisions, that they
have to work harder than whites for the same recognition, and that promotion and payment
are still biased towards whites, White managers dispute these claims,

While they note such opinions in their own study of Zimbabwean managers, Bennell and
Sirachan (1992) suggest tha. culture and race are not the primary cause of slow black
occupational advancement at senior levels, They argue that job stability and on-the-job
training are crucial for the development of black managers, but that this is undermined by
high levels of turnover amongst black graduates, and lack of incentives for tap (white)
managers to provide on-the job-training, Noting that one-third of Industrial companies in
Zimbabwe are still owner-managed by white Zimbabweans," and that equity and ownership
indigenization policies are unlikely to be introduced, two options remain to the Zimbabwean
government, It could either subsidize black capital development (unlikely for a purportedly
socialist government), or use its purchasing power to discriminate In favour of companies
which show they have progressive affirmative action policies and practices.

 The econemy ia still dominnted by white Zimbahweans, who control manufacturing and agrieulturs, while
Asiong lead in retailing,
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been used to accelerate black advancement (notably in Air Zimbabwe and the National
Railways of Zimbabwe) the consequences have been highly negative. They also comment
disparagingly on the Manpower Planning and Development Act of 1984, which aimed to
centralize the recruitment of artisanal apprentices in the Ministry of Labour 5o as to redress
racial imbalances in the labour force:

In fact, by 1984 aiready 82% of apprentices were black compared with only 38% in
1981. Not only, then, was centralised recruitment largely unnecessary but it upset
employers who protested that it undermined the proper functioning of what was a
well-established and efficient training system for skilled wo. «.s., Many companiés
reacted by refusing altogeher to sponsor apprentices, Government eventually
responded to these criticisms and effectively abandoried the centralised recruitment of
labour in 1988, This is a good example, therefore, of the unintended and highly
adverse consequences of poorly conceived and implemented policies that seek to
redress raclat and other imbalances in abour markets,

{Bennell and Strachan, 1992; 31)

Hofmeyr and Whata (1991) belleve that both black and white personnel have been over-
prontoted since independence, When white incumbents resigned from the ¢ivil service, army
and police they were offered executive positions in industry. As with black window dressing
appointments, white over-promotion has not served the interests of innovation and
development in {ndustry. Over-promoted whites do not fill their positions competently, and
tend to resist the advancement of educated blacks with potential.

According to Gathierer and Brickson (1992) and Bennell and Strachan (1992) the most

significant contribution to black oceupational advancement in the private sector is made by

sustained commitment, on the part of top managers and their boards, to developing black

managerial expertise inhouse, The following factors are seen to contribute to this process:

" Recognition by top management that it 18 in the organization's own long-term interests
to train black ntanagers. Educated young white people no longer stay in Zimbabwe,
whereas black youths are more likely to remaln,

" Creation of clear career paths with comprehensive and detailed job descriptions,

* Implementation of merit-based promotion criteria, rigorously enforced,

" Development of management training programmes tailored to the needs of black
graduates,

W Barly identification of individuals with high potential,
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Instead of preferential legislation, the Zimbabwean government relied on policies which aimed
to eliminate discrimination against blacks and other disadvantaged groups, including, notably,
women, The Labour Relations Act of 1985 gave the Ministry of Labour, Manpower Planning
and Social We fare the powers to investigate discriminatory practices in the private sector.
However, as Bennell and Strachan (1992) note, the Act focused on individval discrimination,
and did not address the effects of past and present practices on the racial and gender
imbalances of the labour force as a whole.

In any event, progress in the private sector has been significant. Government statistics indicate
that the number of black Zimbabweans in professional, technical, administrative and
anagetial posts increased eight-fold between 1980 and 1987 (Bennell and Strachan, 1992
29), This means that over 90% of the professional and techpical jobs in the private and
parastatal sector now have black incumbents, However, blacks tend to hold junior and middle
management posts, and fill few top level positions, Gatherer and Erickson (1992) observe that
the majority of black managers remain in public relations, personnel and marketing, with little
progress being made un black occupational advancemeat in production and finance, In 1987
the Ministry of Labour, Manpower and Social Welfare had this to say about persistent racial
discrimination;
...the most pervasive diserimination today results from employment practices which
are neutral on their face but diseriminatory in their applications, Such actions inciude
the use of employment agencies and black Industrial Relations Officers to launder
diserimination, the old boy network, promotion policies which insist on promoting
from within, job requirements which insist on experience and qualifications which do

not reflect the aetual needs of the job or the current reality of our manpower
resources, (Cited in Strachan, 1993; 138-9)

Strachan (1993) notes that black occupational advancement is the private sector was initially
accompanied by charges of *window dressing' and racial prejudice,’ However inhouse training
and development programmes in parastatal and private sector organizations have made &
significant contribution to promotion on the basis of merit, Bennell and Strachan (1992)
observe that where ministerial and political appointments, rather than skill or potential, have

A 1987 Government Commission of Inquiry into Parastatals revealed thal ministerial interforence in
appointstents sl coeratlons inpeded the suceessful nunagement of orgamzations. Technical and profussional
sunlifications and eaparience had been ignored in the appointment of senior managers, who owed thelr postion
to polition] pattennge aed nepatism.
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...very high vacancy rates, especially among technical personnel, little or no
systematic on-the-job training for new recruits, and general incompetence and
maladministration, Corruption at all levels of government has been widely reported....
Allegations of tribalism and nepotism have also become commonplace although they
are harder to substantiate, In particular, many Ndebele believe that they have been
discriminated egainst by the Shona who constitute over 80% of the population. But
tribal divisions within the Shona have also strongly influenced recruitment and
promotion decisions.

(1992: 28).

While breeding inefficiency and corruption, the expansion of the civil service created a *petit
bourgeols elite' and contributed to a serious budget deficit. Strachan (1993) notes with irony
that, in the name of socialism, a bourgeoisie emerged in Zimbabwe which acquired wealth
through access to state power and control. This glite group became increasingly undemocratic
and repressive as its economic interests were threatened by a poorly performing econormy and
a growing distance between itself and its electorate. Adam and Moodley describe Zimbabwe
as a "pseudodemocratic patronage system...characterized by high levels of corruption and
little democratic accountability” (1993: 203), By the early 1990s, however, clvil service
cutbacks had becoms the order of the day, mandated by the economic structural adjustment
programmes tied to International Monetary Fund/World Bank loans.” This has implications
for the government's "increasingly fragile grip on power", according to Loxton (1993: 29).

At the time of the prsidential decree on the public service in 1980, no affirmative action
legislation was issuetl frv the private sector, Instead, it was hoped that the private sector
would voluntarily follow the example set by the state. Bennell and Strachan (1992) comment
that the govermment's "hands off" policy was based on a concern that legislation might
precipitate a mass exodus of white skill as had occurred in neighbourlng Mozambique,
Gatherer and Erickson (1992) note the potential threat of such legislation to the fragile
economy, already destabillzed by the war, sanctions, capital flight and a crippling drought.
A further contributing factor may have been the contradiction between promating managerial
advancement in the private sector while furthering the government's stated socialist objectives.

¥ Adum and Moodley (1993) note until the IMF applied pressure, the Zimbubwean governinent wus
unhampered by checks and balancss and porsued poliviss of profligute expansion. Cynics now dub the IMF the
second chamber in Zimbabwe, beenuse it effectively adjudicates all legislation,
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voluntarily, and either left the cov.try, or sought jobs in the private sector. By 1989, only
nine years after independence, 95% of the public service was staffed by black Zimbabweans,
with women generaily occupying the lower ranks (Strachan, 1993).

Explaining this rapid transition, Bennell and Strachan (1992) and Gatherer and Brickson
{1992) observe that significant numbers of black Zimbabweans had been ttained and worked
overseas during the liberation str.ggle, and that the quality of education in Zimbabwe, for
those who had access to it, was high,® This meant that, compared wiili many other African
countries, there was a plentiful supply of well-qualified (though less experienced) black people
who could fill the posts vacated by white civil servants, There was, however, a shortage of
ergineers, administrators, scientists and accountants, as revealed in a study carried out by the
Commonwealth Secretariat in 1978 {cited in Hofmeyr and Whata, 1991), This contributed to
serious problems in the decade following independence.

The rapid growth in the size of the civil service, from 40 000 established posts in 1980 to 90
000 in 1999 (excluding teachers)’ facilitated black occupational advancement but adversely
affected the efficiency and effectiveness of the civil service., Gatherer and Erickson (1952)
express the view that today "the public sector appears to be a haven in which nepotism,
triballsm, fraud and corruption exists”. Mismanagement, inefficiency, disinterest and poor
credibility apparently characterize the public service, Bennell and Strachan cite the following
weaknesses:

wis very costly and contributed significantly to Zimbabwe's post-independence budget deficit,

® Hofimeyr and Whata (1991} call on 1978 statiatics to show the discriminatory features of Zimbabweun
education: $44 was apent per black pupil and $500 psr white child, But Gutherer and Erickson (19921 75)
obsarva that although the pre-independence education system for blacks was dissdvantaged relative to white
education in then-Rhodesia, it was superjor to the black education sustem in South Africa, Soms bluck
executives at Anglo American Cacporation (Zimbabws) interviewed by Gatherer and Erickson had acquired
technica] degrees oversens, mainly from UK universities via British Council Scholarships, during whioh time
they had opportunities of working at overseas plants and Industrinl concerns, Such candidates retumed to
Zimbabwe with o good base from which to duvelop careers ir the private sector,

7 Theso figures are cited by Bennel) and Strachan (1993t 27). Gatherer and Erickson (1992:66) cits an
ingrease in size from approximntely 56 000 in 1981 to 165 000 in 1989, presumably including teechers, Despite
thuse figures, the public service maintafig hat there iu a gerious shortape of appropristely qualified peoply in
profussionnd and technical catngories, According to Hofmeyr and Whata (1991}, expafriates are gensrally
tecruited to fill such posts,
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positions in the public and private sector, and in virtually atl skilled occupational categories.®
Although Hofmeyr and Whata (1991) observe that economic expediency had began to
infiuence employment policy in the late 1970s (when the emigration of white people® and
commitment to the civil war deprived the private sector of nesded skills) black people were
absorbed into skilled work only very slowly, mainly through a process of job fragmentation
and increased training.

In 1980, after a long and bloody civil war, one of the first priorities of the new LANU(PF)*
government in 1980 was to redress derades of overt and covert racial discrimination and to
enhance the power and authority of black people. One way to do this, and at the same time
reward party supporters, was to replace white civil servants with black Zimbabweans
(Strachan, 1993), Soon after independence, therefore, a presidential directive on black
advancement was issued which directed the Public Service Commission (the bedy with
respounsibility for appointments and promotions in the public sector) to recruit staff to all
grades'in the public service in a way which brought about a batanced representation of the
elements that make up Zimbabwe's population. Rapid advancement was to be given to
suitably qualified Africans in appointments and promotions. Furthermore, the Commission
was charged with maintaining efficiency and satisfying the career aspirations of existing
public servants in carrying out their task,

The directive was legaiiy binding on the civil service and prisons service, and was intended
1o guide parastatals, state-owned corporations and the private sector, but involved no legal
mechanisms for implementation in these sectors. White civil servants were encouraged to
retire early with the help of generous retirement packages.' Many other whites resigned

* Beninel! und Strachan {1992 26) note that 50% of senior and middle level positions in the public sector
wure ocoupied by whites in 1980, A 1973 study, cited in Hofmeyr and Whata (1991), had shown that 85% of
professional and managerial posts and 92% of skilled and technical Jobs were occupied by whites,

3 Approximately 50% of the white population emigrated in the period before and soon after independence,
conirtbuting 1o a skills shortage in high-level manpower catepories.

4 Zimbhabwe African National Union (Patrlotic Front),
% According to Strachan (1993 144), the original intention of the Retiremant Incentive Schems wag to retaln

skills in the civil service over a transitional pariod of five yeurs, but the scheme became an inducement to whites
to leave the civil service and find alternative employment., Meeting penaion benofits, often in foreign currency,
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reasons for these countries' successes and failures, we can draw lessons about desirable
policies for South Africa,

This chapter is informed by :he literature available to the researcher on affirmative action in
the three countries selected for study, This literature is rather sparse, particularly in relation
to Namibia, which has only recently become independent, With few exceptions, the literature
reflects economic and constitutional concerns rather than the educational and social interests
which frame this study. However, most writers consulted acknowledge the part played by
education and training in national human resources development policies. Wherever
appropriate and possible, then, educational links to affirmative action are given special
prominence in this chapter,

52 THE ZIMBABWEAN EXPERIENCE

Although job discrimination was never legislated in Zinbabwe, as it was in South Africa (see
Chapter Four), racial discrimination was entrenched in a range of statutory provisions for
many decades, The Masters and Servants Act (1901), the Land Apportionment Act (1930)
and the Industrial Conciliation Act (1934) are examples of such discriminatory legislation,
which resulted in huge disparities between black and white Zimbabweans in terms of income,
employment And ownership. As in South Africa, black people were wgely excluded from
secondary and tertiary education, and particularly from vocational education and training,
making it difficult for them to advance occupationally at the same rate as their white
counterparts, in both the public and private sectors, A high level of unemployment amongst
black people was a structural feature of the pre-independence economy, while for white
Rhodesians there was almost full employment (Hofmeyr and Whata, 1991: 14).

One of the consequences of racial discrimination in the Zimbabwean economy and education

systemt was that at independence in 1980, with a population of six million people {less than
300,000 of whom were white) white males were heavily over-represented in managerial
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CHAPTER FIVE
AFTFIRMATIVE ACTION IN THREE DEVELOPING COUNTRIES:
LESSONS FOR SOUTH AFRICA FROM ZIMBABWE, NAMIBIA AND
MALAYSIA'

51 INTRODUCTION

Like many other countries, South Africa faces the problem of removing deep-seated
inequalities in the workplace. Yet fuw countrles face the problem in such stark dimensions
as South Africa. Chapter One of this study showed that racial discrimination affects the vast
majority of people in South Africa, not a minority, as in the UK or USa, In Chapter Four
it became evident that the problem of removing inequalities is made more daunting by
government policy (in particular, education policy since 1948) which deliberately nurtured
a knowledge and skills gap between the predominantly white manager class and the black
workforce,

The aim of this chapter is to provide a picture of affirmative action policies and strategies in
the area of employment in three developing countries - Zimbabwe, Namibia and Malaysia.
This is done so that emerging South African policies and programmes can be understood
againsi a backdrop of relevant international experience and critique. Such scenarios also have
the potential to "challenge frozen mental maps and stimulate alternative, innovative: thoughts
and policies" for affirmative action (Adam and Moodley, 1993: 202),

Affirmative action policies in Zimbabwe, Namibia and Malaysia have been designed to
protect and advance racial or ethnic majoritles which were disadvantaged histerically.
Zimbabwe and Namibia have been selected for review because of their geog.nphical
proximity to South Africa, and the many similarities between the three countries’ coloniat
histories and political economies, Malaysia, a culturally diverse, newly industrialized country
in the Pacific Rim, has been chosen for contrast with Southern Africa, By exploring the
similarities and diffrences between these countries and South Africa, and by examining the

| Material from this chapter has been published under the same title sams titls in the South African Journal
of Labour Relations, 19 (1) 1995 : 265-284,
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Finally, given the historical legacy of discrimination against blacks in terms of opportunity,
welfare and education, it is clear that merely removing formal restrictions on equality is
insufficient, Nor will inequality succumb to eccnomic growth or to human resources
management, unless these are targeted very widely. It has been shown that work-based
affirmative action measures, such as the civilised labour policies of the 1920s and 30s, have
limited success in times of economic depression, It is also evident that job protection and even
job creation are insufficient strategies on their own. They need to be bolstered by
improvements in the quality and provision of education (both format and nonformal) and the
development of infrastructure in urban and rural areas. A range of agencies in the cultural,
educational and political sphere is needed to mobilize and support the interests of those who
have been disadvantaged, These premises place a severe challenge at the feet of government
and capital, which, at the time of writing, support the notion that *market forces' and a *lean
stare' have the capacity to usher in change.

The role of the state, and its interaction with other players in affirmative action, is the subject
of the next chapter, which deals with affirmative action policy in Zimbabwe, Namibia and
Malaysia. Many of the issues and debates raised in the present chapter, around the: groups
targeted for affirmasive action, the range of strategies used to advance group interests, and
the intended and unintended consequences of national policies gain in interest and significance
by being viewed through the lens of international experience. '
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least expensive way of :ontrolling society, A Malay elite was co-opted as a buffer between
the colonial government and the people. Chinese notables, including leaders of secret
societies, were used to keep order in the Chinese community (Jesudason, 1990). Hart (1994)
explaing that the land reservation System, which prevented non-Malays {rom acquiring Iand
in the reserved areas, was part of a pact in which the British preserved the status and
privilege of Malay sultans in exchange for extracting resources with immigrant labour and
a guarantee of peasant support. Malaysia's trade unions have never played a role in
integrating ethnic groups, apparently because the Incian origins of tracts union leaders are not
conducive to Chinese membership, and because the Malay working class was not, in any
cage, engaged in wage labour (Jesudason, 1990: 40). In the colonial period some basic
education in the mother tongue of immigrant groups was sponsorad in a paternalistic manner
by employers. The governmens, yrovided rudimentary education for those Malays settled in
urban areas. The curriculum did not foster national unity or democratic process (Faaland et
al, 1990),

Positive discrimination in favour of the Malays had becn a major plank of colonial policy,
Measures were instituted by the British to protect the Malays from the "more rigorous drive
of the other ethnic groups", in particular the Chinese (Klitgaard, 1991).* Phillips (1992:
346) cites four areas in which Malays were receiving preferential treatment prior to
independence: allocation of land; admission to the public service; permits for the operation
of certain businesses; and bursaries and scholarships for higher education. Yet these measures
had been ineffective in bringing Malays into the modern sector economy. Instead, their
position and culture was being slowly eroded by alien and materialist forces, According to
Jesudason (1990) by the 1940s they had effectively lost control of their country, except in
ceremonial matters,

During independence negotiations in 1957, a dea' v as struck® between the political parties

¥ The 1948 Federation of Malay Agresment upheld the suthor‘ty of sultans and entrenched the *special
pasition’ of Malays in tha country.

% Thig deal is known ag the * Bargain of 1957', Non-Malays demanded equal political rights with the Malays,
including citizensnip, & seculnr slate nnd continued use of English as an offictal language aloagside Malay, The
Malays wanted recognition of their specinl position us the indigenous people of the country, and measures to
pratoty their socio-economic advancement, The compromise was that Malays would make concessions on
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government embarked on successive five-year development plans aimed at achieving national
unity and political stability, A solution to economic dualism® was sought in efforts to
develop a modern thriving economy in as short a time as posstble (Morris and Marsh, 1992).
Three major obstacles to this existed, First, the colonial government's insistence that market
forces guide economic development meant that there was only & rudimentary manufacturing
base in the country.” Secondly, Malay participation in commerce and Industry was
negligible, ™ reflecting their lack of institutions to mobilize capital and pool economic
resources effectively, Thirdly, developing a modern economy required a literate, flexible and
hardworking workforce which shared in national development goals. Such a workforce had
not been cultivated in Malaysia in the colonial period.

The uneven participation of the different ethnic groups in the national ecoriomy had long been
a cause for concern. Before Irdependence, a leader of the Malayan Chinese Association
desceribed the historleal economic gap between the Chinese and the Malays as follows:

[1t is an] indisputabie fact that as a race the: Malays are economically backward and
well behind the other races in this fled...An economically depressed Malay
community will never be able to achieve the desired degree of cooperation with the
substantially more prosperous non-Malay communities,

(quoted in Klitgaard, 1991: 30)

In the colonial period the British <id not establish structures to bring ethnie groups together,
- preferring to use existing ethnic structures and ties to rule over respective communities.
Separate policies for different etiinic groups had long been considered the most expedient and

% The British, Chinesv and Indiang dominnted the modern, commersinl sector, while the Malays were locked
inte the traditional, rural sector of the natiounl economy.

B Jegudnson (1990) anct Fnoland ef al (1990) link British economic success to participation In oxtensive
international financinl networky, The suceess of tlie Chinese is attributed to their ability to raise capital and
contrel labour, ofteir in clun-based organizations (kongsh), In the 190 century the Chiness mado notable
nchivvements in tin-mining and plantation eulturs (sugar, tapioon, pepper). The Britlsh provided infmstructure
in the form of ronds tnd railways, shipping and insurance, financinl and marketing oxpertive, They also
establishied the first rubber plantations, For wost of the 20th century the British have dominsted banking, mining
and agrievliure, while the Chineso are active in redisttibutlve and service tendes, mnd in wage-earning
occupations, The British encouraged Chineso fmmigratlon to Maluyslu, finding the indigenons pepulation
unwilling or unsuitabls for work in the tin mines. Some Maluys found an rltemative souree of income and
prastige in the colonial bureaucracy, The British cultivated the Malny nristocracy by forming the Maly
Administrative Service in 1910 and establishing an elite collegs tor the children of upper class Malay familivs,

W According to Jasudason (1990), at independence there way no Malty ownership of mines, munufacturing
ot pluatations, aad only an insigniticant share of the axport and import teads,

134



5.4 THE MALAYSIAN EXPERIENCE

In Malaysia affirmative action is defined in ethnic rather than racial or gender terms.
Statutory aftirmative action policies favour the Malays, who constitute 55% of the population
of 17 milllon, over the Chinese (35% of the population) and Indians (10%). Religious
differences coincide with ethnic ones: the Malays are mostly Muslim, while the Chinese are
either Buddhist or Pantheists, and the Indians are mostly Tamils {Thompson, 1993; Kliigaard,
1991). An unranked soclal system exists in which each group has its own class boundaries
and power reiations.” Very little intermarriage occurs across racial and religious lines, and
all communities maintain thelr distinct languages and cultures assiduously,

At independence in 1957, a small aristocratic Malay elite controlled the political sphere and
:he bureaucracy, but the bulk of the Malay population was settled in the rural parts of the
country, engaged in subsisterce agriculture and smallholder rubber cultivation, These Malays
were subject to many traditiunal and feudal restraints (Yesudason, 1990), The Chinese, who
had migrated from Southern China to Malaysia in the 19th gentury to participate in the market
economy established by the British, made up 40% of the population, were concentrated in the
urban areas and West coast ports of Malaysia, and constituted a relatively wealthy merchant
and trader class, Like the Chinese, the Indians had contributed to and benefited from the
prosperous colonial economy, and enjoyed a measure of control over trade, commerce and
firince,

At independence, three of Malaysia's political parties” (each representing one of the major
ethnic groups) formed an *Alliance Party', and evolved » working relationship which has
formed the pattern for Malaysian politics since then (Faaland et al, 1990), The new

® Thompson (1993) maintalns that a ranked socinl aystem is ussumed in which ethnic and elass boundaries
cluincide. Jaruddoson {1990) and Foaland ot al (1990), however, explain that each ethnic group has distinet
clusbey,

¥ The British encournged large scale immigration of Indians to work their rubber plantations, Many Indinns
arp still involved in the management and cultivation of rubber estates,

¥ Three major political purties protect and ad-anee vested communid interests in Malaysin, the Malagsian

(ineso Assovintion, founded in 1949; the Molaysien Indiny Congress, established in 1946; and the United
Malays National Organization, also founded in 1946,
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public servants on the *gravy train', reflect growing scepticism about the integrity of many
government and civil service officials,

A second area of difficulty shared by the two countrizs is that white people in Namibia, as
in South Africa, see themselves as being as African as the black majority. Such attitudes
imply a reluctance to recognize historical discriminatory practices and a need 1o redress these
in favour of disadvantaged saroups. White resistance to affismative action is not overt in
Namibia, but in South Africa the potential for white resentment i3 considerable, especially in
the public service and parastatal organizations. As in Zimbabwe, oppositlon to a new
dispensation does not augur well for the kind of supportive race reladons helpful in training
and developing black managers.

Namibia's Affirmative Action in Employment Bill declares & need to recruit and promote
employees on the basis of their qualifications and skills, Presumably employers will devise
ways of adjusting thelr recruitment, selection and promotion procedures. In South Africa,
where educational qualifications are unreliable predictors of performance, a more defined and
principled strategy which empha-izes competency and experience i needed, Ways of
assessing experience and potential effectiveness of service, rather than relying on credentials,
are urgently needed. In South Africa the promotion of competency based education and
assessment, and recognition of prior learning, led by organizations such as the Independent
Examinations Board and COSATU support this trend,

Samoff (1992: 3) has observed that education in Namibla both suffers and benefits from
delayed independence. On the one hand, Namibia must build an education system on the
slender foundation inherited from South Africa. On the other hand, Namibians, like South
Africans, can draw on the experiences of other (Afrloan) countries which have achieved
independence in the last three decades. Opporiunities exist for innovation, especially in udult
education, distance and in-service education, curviculum development, and language policy
implementation,

We tum now to Malaysia's experience of affirmative action, chosen for contrast with
Southern Africa,



is reaching crisis levels: every year 16 000 veung people enter a labour market whichi offers
places in the formal sector to only 4000. Swanepoel points cut how important it is for
Namibian employers not just to design and implement affirmative action programmes, but to
formulate "total employment strategies” which will simultaneou.!v create and redistribute
wealth (1992: 24), Meanwhile, Namibia's population is szt to double by 2014, threatening
to overtake sconomic gaing and efforts to improve living standards.”

South African is well placed to benefit from Namibia's experience of affirmative action. It
is, for example, significant that Namibia's constitution presents a vision of a nation struggling
with reconstruction after a long history of exploitation, The same vision guides the ANC's
Reconstruction and Development Programme, and the constitutiona! framework established
for the Government of National Unity in 1993, For reasons embedded in its own political
economy, Namibia's present transformation relies strongly on government subsidies, state-
assisted job creation programmes and employmerit quotas, In South Africs, the economic and
socjal burdens of transformation can be spread more widely between government, the private
sector and orgenizations active in clvil society as proposed in the RDP, implying that a
cooperative rather than coercive arrangement, So what can South Africa learn from Namibia's
experience of affirmative action so far?

First of all, in the public sector, an immediate parallel may be drawn betwesn Namibia and
South Africa, Historically, both countries denied or neglected to provide openings, education
and training o black people (especially in the areas of policy and management) with serious
implications for future levels of effectiveness and efficiency. In both coustries there is
presghre on politicians to view the public service as a means of extending patronage, and also
as & substitute for a social security system, In both ¢ountries, in the interests of reconeiliation,
incumbents of public service posts are yrotected for lengthy periods of time, In South Africa,
many government departments effectively employ two sets of clvil servants: the holdovers
from the old regime, ant newcomers who share the new leadership's ideological framework
and terms of reference, This dual civil service is inefficient and costly - in political as well
as economic lerms, Persistent complaints in the South African media about politiclans and

® Seo thy Weakly Mait and Guardian, 7-03 January 1994,
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that employees in designated groups™ may acguire skills and qualifications for their
advancement, The bill mandates preferential recruitment and the promotion of suitably
qualified persons in designated groups to ensure their equitable representation in various
positions of employment, Finally, employers are required to set numerical goals, timetables
and objectives for affirmative action,

An independent Employment Equity Commission has been assigned to investigate complaints
of discriminatory practices in employment, to monitor employer compliance with their
obligations and to advise employers concerning the development and implementat~ of
affirmative action programmes (Khoza, 1993, Thompson, 1993), The governm. has
indicated its willingness to address the issue of women's rights and advancement by
establishing a Department of Women's Affairs in the Office of the President, but specific
constitutional provision such as equal pay for equal work, maternity leave and health care are
not enforceable. Du Pisani (1993) notes that women's progress since independence has been
the result of a small number of activists in the NGO sector rather than state interventiori,

At independence in 1990 white ¢ivil servants in Namibia were guaranteed security of tenure,
the new SWAPQ povernment taking the view that in the interests of peace and reconciliation,
a policy of Inclusion of blacks, rather than exclusion of whites should guide the development
of the civil service (I{ugo and Stack, 1992}, However openings for blacks were few until the
size of the civil service was increased (from 57 000 at independence to 63 000 in 1993) with
the egtablishment of regional and focal autharities (du Pisani, 1993). As in Zimbabwe, the
state has become the largest employer in Namibia, Unexpectedly, many of the new jobs in
ihe public sector, earmarked for Namibians of African descent, have been occupied by
coloured people, privileged by their higher standard of education and language skills,

The private sector has not taken on many of the young black matriculants, graduates and
artisans returning from exile, Loxton (1993) belleves that this is likely to cause budpetary
pressures and growing discontent among black youth and professionals. Youth unemployment

# Those designated by the Commission on Affirmative Action tn Bmployment with reference to the race,
gender or physleal dlsabhility of individuals,
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notions of equality, anti-discrimination and redress of past imbalances (Thompson, 1993).
Strengthening Article 10, Article 23 of the constitution makes the practice and ideology of
racial discrimination a criminal offence, and authorizes Parliament to enact affirmative action
to advance persons within Namibia who have been socially, economically or educationally
disadvantaged by past discriminatory laws or practices. Parliament iy further anthorized to
implement policies and programmes aimed at redressing social, economic and educational
imbalances in Namibian society, including the public service, the police force, the defence
force and the prisons service, Paragraph 3 of Article 23 of the new constitution takes special
account of women:

In the enactment of legislation and the application of any policies and practices
v [it]... shall be permissible to have regard to the fact that women in Namibia have
traditionally suffered special discrimination and they need to be encouraged and
enabled to play a full, equal and effective role in the political, social, econrinic and

cuhwral life of the nation,
(cited in Thompson, 1993 41)

One of the interesting things about this legislation is the possibility that it opens up for
providing assistance to disadvantaged groups, Jetermined by gender and socio-economic
criteria rather than racial or ethnic criteria. An inadequate education, or poor living
conditions, are recognized criteria for affirmative action, and it is acknowledged that not ail
people earn the right to assistance on the basis of their skin colour. Also evident is the
interventionist role given to the government to act in the interests of achieving a *balanced'
soclety, Du Pigani characterizes this constitutional provision as "both a relatively narrow and
comprehensive, state-sanctioned, understanding of affirmative action" (1993: 30).

Redefining society is one thing, but eliminating the inequalities at the heart of Namibian race,
ethnic and gender dynarics is another. A legislative programme, the Affirmative Actlon in
Bmployment Bill, drawn up in consuliation with the International Labour Organization, was
enacted in 1994, This bill governs affirmative action in the public and private sectors of the
economy, and requires organizations to take action to eliminate, revise or amend
diseriminatory cmployment practices, One way in which this is to be achieved is through the
provision of special training programmes in companies employing over 50 persons, to ensure

hiring or promotion in the workplace specifically to overcoms historically imposed disndvantages for certain
minorities (Elliot and Fleras, 1992),
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companies, members of the administrations of the eleven ethni¢ bantustans, and teachers, all
of whom, it was believed, had an interest in defending their privileged positions.

Despite the existence of this small, educated black middle class, at independence Namibia
faced an education crisis of considerable proportions. As was the case with state provision
of education, the efforts of political and private sector organizations hacl met with very limited
success. Between 1974 and 1984 SWAPO provided education for several thousand members,
and sent some 5000 people abroad to study at various levels (Ellis, 1984). While in exile,
SWAPOQ leaders set up some training programmes in preparation for independence, but could
not make up the huge backlog of skills, Namibia's major mining companies, Roessing
Uranium, Consolidated Diamond Mines and Tsumeb Corporation, have for some time
provided support for black education, especlally for higher education (in the form of bursaries
for potential managers and skilled personnel}, and for adult and community-based education.
But according to Ellis (1984) and Pakarae Kandjou (1986) the comblned itipact of these
projects is not large in relation to the size of the population, and tends to be felt more at the
semi-skilled level than at skilled and professional levels.

Presently, less than 50% of the labour foree is employed in the formal sector, and the
prospects for rapid employment generation in this sector are limited by recessionary
pressures. The public sector, including parastatals such as TransNamib and the National
Broadcasting Commission, account for 40% of wage labour in Namibia, but are in a fiscally
precarious position and plagued by competing bureaucratic ideologies and modes of behaviour
{du Pisanl, 1993},

At independence in 1990 Namibia adopted a new constitution, of which Article 10 guarantees
the equality of all persons before the law, and prohibits discrimination on the grounds of sex,
race, colour, ethnle origin, religion, creed or socio-ecotiomic status, Modelled on the 1982
Canadian Charter of Rights and Freedoms,” the Namibian constitution attempts to weld the

 The Cunadinn charter addresses conflicts of interest and unequal power relatiuns between various regions
(the east, west and centre), between French and Bnglish, between aboriginal and non-gbariginal, and between
racial minorities and white power-brokers, Since the early 1970x, unter officin policles of mubtienlturalism md
self-determination, ethnic and racial subgroups in Canada have brought aboul o fundamental shift in collective
status and power, The Employnent Equity Act of 1986 entitles the government to ingtitute apecinl measures for
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government, have been an important source of state-led consciousness mouiding, the more
50 as library services are poor, and widespread illiteracy makes the market for newsp pers
and journals thin (Ellis, 1984).

The education provided for b'ack Namibians has been so inadequate that in 1994 only 30-40%
of over-13% may be considered literate. So poor was black secondary schooling that between
1970 and 1980 fewer than 300 people gained a university entrance qualification, Until
independence Namibia had no university of its own,” and there has been a general lack of
technical, vocational and teacher training.” As in South Africa, pupils have rebelled against
a curriculum they find offensive, and against the oppressive regime of school and wider
society.

The Nationalist government was slightly more generous to coloured education departments
than it was to African ones, allowing them some 30% more expenditute per child. Ellis
(1984) believes that the Intention here was partly to create divisions between different
oppressed groups, and partly to produce skilled and semi-skilled artisans for jobs for which
insufficient whites were avallable, Most coloured people have Afrikaans as their home
language; coloured artisans have contributed greatly to Namibia's building and fishing
industries, and they are thus well positioned to take advantage of new openings in the public
service and in commerce,

As an oceupying power under mounting internal and external pressure in the 1970s, South
Africa began to foster a black Namibian elite. The aim was to forge a political alliance
between whites and some black leaders® to resist attempts by a future SWAPO government
to change existing arrangements aad institutions (Ellis, 1984: 29-30). This small, but
significant black middle class consisted of prominent black people who had been appointed
to the Boards of Directors of local companies, management trainees in international

# The University of Namibia, located in the capital of Windhook, was established soon after independence.

¥ In 1989 only 25% of Namibia's teachers had matriculated and 20% did not have n Standard Bight
cortificate (Swanepoel, 1992),

* Ellis reports that the original intention in setting up this nlliance was to ally black headers with the office
of the Adminigtrator General in creating nn independencs settlement which excluded SWAPQ (1984: 29),
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black population are a consequence of deliberate neglect and exclusion in the colonial ura,"
including the pern ' after the second world war when the apartheid system became
entrenched.” Other parallels with the Zimbabwean, and indeed the South African situation,
are the relative affluence of the colonisers and poverty of ihe indigenous population;
widespread, ctruciural unemployment;™ skewed allocation of resources and services
favouring the urben elite; and the prospsct of white emigration following independence and
majority rule, countered by an influx of exiles, including returning soldiers and party
supporters, wha expected assistance from the new government.

In the colonial period separate education systems were established for the children of white
settlers and for people of colour,” *Christian National Education®, which reinforces racial
segregation and domination by whites, became the official education policy in Namibia after
1948 when the Afrikaner Nationalists were victorious in a white election. *Bantu Education’
was introduced from 1955 following recommendations of the Van Zyl Commission,” Radio
broadcasting services, and more recently television broadcasts provided by the South African

" Edugation was first provided by the Rhenish Missionary Society of Germany, starting in 1842, Aside from
introducing literacy through bible study, establishing the Christian faith and fostering Christlan consuunities,
missionaries almed to help biacks become employees nd artisans rbie to partioipate In a capitalist economy ledl
by Europeans, In contrnst to the missionaries, most German settlers feared the education of blacks, believing
it threatened their interests as fapmers, artisans and traders to have literate and numerate workers, The German
governnient voted funds for black education, under pressure from liberals and scclalists at the beginning of the
century, but little was actually spent (Ellis, 1984: 14-15),

® Apartheld was officially abolished in 1977, but practices such as homelands policy, repression (the
Terroriem Act, elc), and deliberate regional and sectoral underdevelopment persisted in the 1980s (Pakaras
Kandjou, 1986),

* Egtimates roported in the Weakly Mnil and Guardian (7-13 January 1994) suggest that unemployment runs
at between 40 and 50% of the *formal' workforce, which consists of about 150 000 men and women, An
‘informal sector', which includes the rral workfores, consists of between 350 000 and 400 000 people,

31 As in South Africa, schools and students in Namibia were physically divided according to their sthnic and
rucial groups. Depending on ethnicity, there were varying teacher training standards and salary soulss, different
teacher-student ratios, difforent funds spent per student on education, and different adwinistering authorities
(Pakntne Kandjou, 19861 123),

* Ellis (1984) polnts to the striking similarity between the recommendutions of South Afriea's Bisslen
Commission, which resulted in the Bantu Bducation Act of 1953, and the (955 Van Zyl Commission in
Namibin, The Yan Zyl Commisulon recommended the introdustion of South Africa's Bantu Education syllabus;
the handing over of church schools to the state; an education levy on Africans; and the sotting up of sepurate
education departments for different racinl groups,
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5.3 AFFIRMATIVE ACTION IN NAMIBIA

Namibia's experience of colonial occupation and exploitation goes back to 1884 when the
territory was known as the German Protectorate of South West Africa. In the post World War
One settlement of 1919 Germany renounced its colonial rights and Namibia became a British
Mandate under first the League of Nations, then the United Nations. The British government
delegated its mandate to the Union of South Africa, and, although the mandate was formally
terminated by the United Nations in 1966, South Africa contnized to occupy and effectively
rule Namibia until 1990,

Namibia’s economic structure and social systems aie the products of colonialism and
apartheid (Asombiang, 1989), In 1992 Namibia had a population of 1.6 million people, of
whom approximately 80% were black, 153% were people of mixed race (Rehobothers,
Coloureds and Namas) and 5% were white (of mainly German and Afrikaans origin), The
economy, which is based on minerals and agriculture, is smaller and less diversified than
South Africa's, Up to independence, the South African state retained 2 monopoly of power
in a weak civil society. Namibia's monetary, financial and commercial systems are still
dominated by South African institutions which are themselves vulnerable to external shocks
and crises,” Like Zimbabwe following independence, Namibia has become dependent on
expatriate *experts’ and organizations to implement improvements to its educational system and
economy.'” Unlike Zimbabwe, however, foreign aid has been made readily available to
Namibia, probably because its new leaders quickly renounced the socialist orientation
advanced by the South West African People's Organization (SWAPO) prior to independence.

As in Zimbabwe, at independence the human resources of Namibia were characterized by the
dominance of white males in decision-making and skilled posts in the private and public
sectors of the economy, The relative lack of productive and entrepreneurial skills amongst the

¥ As observed in Chapter Cne, Scuth Africa's mineral-led, export-oriented economy is patticularly
vuinerable to intemational political and economic forces,

I See Samof¥ (1992) for an account of international advisers and their advice on education in Namibia,
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A sixth lesson from Zimbabwe may be seen in the trend in the private sector towards
occupational advancement of blacks in white corporate structures. There was little or no
pressure on whites to accommodate racial or cultural diversity, as is increasingly the case in
South Africa. Instead, in Zimbabwe, there is mounting pressure from blacks for government
policy to facilitate black business ownership and development.” Such demands are likely to
be made in South Africa, too, espacially in view of the persistence and strength of black
consciousness ideology. In tiie 1980s black businessmen established organizations such as the
National African Federated Chamber of Commerce (NARCOC) and Black Management
Forum (BMF), which advocate black leadership and ownérship in a market economy. Tn the
1990s black-led organizations which mobilize savings and investment, such as New African
Investments Limited and African Bank, have atiracted a s  ° tollowing,

A seventh lesson for South Africa can be found in statements made by successful black
executives in Zimbabwe, who point to their educational qualifications, achievements and
experience as reasons for their success, Clearly, a sufficiently high standard of general
education is needed to provide a base for on-the~job training and the acquisition of valuable
experience. The existence of such a standard in South Africa is questionable in view of the
longstanding orisis in black education (see Chapter Four). The alternative to providing an
acceptable standard of education - reliance on qualified expatriates and South Africans
educated abroad - may be regarded as unsatisfactory because it rewards already privileged
groups and entrenches dependency relationships. Establishing broad access to a high standard
of general education, as recommended in the ANC's 1993 education policy document and the
government's 1995 White Paper on Education and Training, is probably the long-term key
to successful black occupational advancement in South Africa.

Leaving Zimbabwe, we turn now to Narnibia, the country most closely connected to South
Africa in terms of past racial policies and social practice.

151t has been found that emerging Zimbabwean businessmen tend to lack financial, menagement, technical
and marketing skills, Agencies and funds are being sought to provids training, research and business extengion
services (Leadership, 1993: 178).
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draws on two sources: the broad account of the historical period provided in Chapter Four,
and the biographical profiles of the 46 men and women interviewed in this study. The
biographical profiles, contained in Appendix Two, combine factual information about
subjects' birthplace, education, work experience and careers with more qualitative information
about their views of themselves, their upbringing and education, formative influences and role
inodels, This information is too detailed and lengthy to be included in this chapter, but forms
a valuable ethnographic resource for the study as a whole, A brief overview of the race,
gender and employer of the managers who were interviewed is provided in the table below.

TABLE TWO

BREAKDOWN OF THE RESEARCH SAMPLE IN TERMS OF
RACE, GENDER AND EMPLOYER

= = ? = —
 Employer Total African Wiiite Coloured Asian
o  Mgpongers | Manngers Managers - {  Munagers Munagers
Infervieved | _ -
B - M ¥ | M F M F M F
Bank 10 7 1 1 0 a 0 1 ¢
Gil Company 1 0 0 0 o 0 0 1t o
Conglomerate 13 i 0 4 0 R 2 1
Relailer 1 2 5 2 2 0 1 0 0
TOTAL 46 4 6 7 % 0 2 4 1

The exploration of black managers' background and experience which follows on from this
introduction highlights problems In certain macro-level theories which attempt to explain the
ways in which gocial background molds educational performance and the social relations of
the workplace. The explanations to be illuminated in this way are the *social pathology' thesis;
Althusser's elaboration of Marxist reproduction theory; and Bourdieu's concepts of cultural
capital and the school as a conservative force, Reflections on these theories are placed in the
conclusion to the chapter, but occasional references to concepts associated with them appear
at various points in the text.
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CHAPTER SIX
BLACK MANAGERS IN CORFPORATE AFFIRMATIVE ACTION
PROGRAMMES: SOCIAL BACKGROUND, UPBRINCING, AND EDUCATION'

6.1 INTRODUCTION

Chapter One of this thesis presented a rationale for investigating the perceptions of
participants in affirmative action prog-ammes, and for atterapting to understand the
experiences and dilemmas which individuals face, It was noted there that scant attention had
been given to the personal experience and perceptions of black managers in South Africa. The
focus of most recent work in the field has been on evaluating the scope and impact of
affirmative action policies in the public and private sectors, and only rarely on individuals’
acsounts of their actions, feelings and thoughts,?

The present chapter aims to explore the influence of social background, family life and formal
education on black managers' self concept and outlook. The motivation for such an
gxploration derivas in large measure from Mills (1978) who urges researchers to exercise
* soclological imagination', a quality which allows us to grasp the relations between history
and biography within society. Sociological imagluation requires us to ask questions such as:

What varisties of men and women now prevail in this society and in this period? And
what varieties ate coming to prevail? In what ways are they selected and formed,
liberated and repressed, made sensitive anid blunted? What kinds of *human nature’ are
revealed in the conduct and character we observe in this society in this period? And
what is the meaning for ‘human nature' of cach and every feature of the society we
are examining?

(Mills, 1978: 20)

This chapter aims to exercise sociological imagination in relation io black managers involved
in corporate affirmative action programmes in South Africa. To meet this aim the chapter

! Material from this chapter was presented ot the Internationa] Conference on Adult Bducation and Training
and its Role in Reconstruction and Development, held in Caps Town from 7 10 10 November, Thes papor * Black
roanagers in corporate affinmative action progemmmes: socinl background, upbringing and edusation' is contained
in the ecnference proceedings, publishad by the University of the Western Cope, Centro for Adult and
Contitning Bducation,

I The condition of the white malo mnnager class reolns & pre-peeupation of seversf publications, See, for

expmple, the Rinmcial Mail of 12 May 19495, whose cover story deals with tha "dangerous exclusions” of white
munagsrs in the wake of affirmative actlon programmes in private and pam-siata] companles in South Afriea,
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development, which may takc place formally, at educational institutions, or informally, on
the job, In both Zimbabwe and Namibia at independence, people with recognized educational
gualifications were doubly advantaged - in recruitment and promotion to high level positions -
in both the public and private sectors, In South Africa the ANC's lifelong education policy
promises, in the medium to long term, to address the problem of poor quality peneral
education in South Africa, while making a strong case for national certificates recognizing
adults’ competencies, as well as their education levels,

Achieving the goal of equality is a much harder task than many people have thought. This
enquiry into affirnialive getion in Zimbabwe, Namibia and Malaysia has shown some of the
difficulties of devising and implementing policy at national level. It has also, though to a
lesser extent, shown the potential of affirmative action programmes to help South Africans
move towards greater equality in the workplace, for all people in society.

The next chapter of this thesis represents a shift from the macro level issues of this chapter

and the previous one to a conside -ation of the ways in which a sample of individuals in four
South African business organizations experience and interact with social policies,
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The Malaysian and Zimbabwean experiences of affirmative action show that problems of
gocial inequality are not satisfactorily addressed by legislation outlawing discriminatory
practices alone. The greater challenge is to give effect to ideals, Namibia's affirmative action
in employment legislation provides a potential (but untested) model for South Africa on the
establishment of an agency to promote, monitor and regulate affirmative action in the field
of employment, Following Namibia's lead, in 1993 the ANC, COSATU and the Black
Management Forum proposed the establishment of an agency to regulate affirmative action,
which would involve representatives from business, labour and government in setting
employment targets and time limits for affirmative action in terms of broad paramelers to be
determined by ihe government, Rewards for compliance and penalties for non-compliance
were foreseent. Such proposals have the merit of providing a flexible, inclusive and temporary
framework for affirmative action programmes, The disadvantages of the proposals are
threefold. First, there is the political challenge of mediating new entitlements and vested
interests in a unitary state, mentioned above, Secondly, there is the danger of establishing a
huge (and therefore expensive and inefficient) public service bureaucracy to oversee the
implementation of affirmative action, Thirdly, there is the risk of allenating private sector
émployers - the state's new partners in reconstriction and development - who are likely to
view such legislation as unwarranted interference in a *free’ labour market.

In any case, laws aimed at sosial change are not self-enforcing, nor are they enforced only
by the agencies officlally assigned to that task. Political climaie, public opinion and
organizational culture appear to be equally important in promoting affirmative actlon, The
Zimbabwean experience showed the importance of good race relations in furthering
management development within companies, while in Malaysia, there appears to be a need
for popular education to address issues of ethnicity and communalism. Alongside sensttive
and comprehensive legislation, and effective monitoring agencles, then, education of adults,
to assist with human relations, cross-cultural and inter-raclal communications, awareness,
experiential skills and social infrastructure, has an important t~'= to play in constructing and
implementing affirmative action programmes in South Africa.

This chapter has shown that education and training are of critical importance in affirmative
action. High quality general education provides a base for further skills training and
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geographical location, rather than the broad racial or ethnic criteria favoured in Zimbabwe
and Malaysta, With respect to the specific situation in South Africa, Justice Goldstone has the
following constructve suggestion fo make:

I believe that one ean find objective criteria apart from race both in the education field
and in the employment field, One can find criteria such as bad school education. I
believe that one such criterion could be the attendance of & Department of Education
and Training school, That would qualify someone to benefit from affirmative action,
Other criteria could be, for example, living in squa'or or other bad conditions, not
having had a proper environment for developing ons's school years, and having to
live in exile or having been a political detainee, I nelieve that these are objective
criteria and they are important for this reason, mainly because they do not just assume
that people deserve the benefit of skin colour simply because of their skin celour.
{Quoted in Thompson, 1993: 41-2)

As the Malaysian experience irdicutes, such entitlements should be temporary, gusding policy
and practice for only so long as targeted groups are underrepresented in the workforce or
disadvantaged In terms of access to social services,

With respect to reconstruction, affirmative action strategies appear to function best when they
provide many inter-relgted avenues for advancement. In Malaysia, affirmative action strategies
embrace the public iervice, private employment, education, land ownership, the licensing of
businesses and public trusts to buy companies on behalf of individuals, This range of
measures offers Malays wider access to the counw. y's economic and social resources than
Zimbabwe's policy, which s limited to the public service,

The challenge to the new government of South Afrlea, then, i3 to find ways of extending
resources, and access to them, to truly disadvantaged South Africans, and to clarify the place
of affirmative action in policles framing social reconstruction and economic development,
Insofar as affirmative actlon is tied up with reconstruction and nation bullding, it is a social
policy as well as an economic one, and must be linked to moral renewal and the discipline
of an alternative ideology. In the medium to long term, efforts to help black South Africans
will reside in wide ranging social and educational programmes which nurture self-reliance,
resourcefulness and positive commitment amongst all South Africans towards & more just and
equal soclaty,
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differences should serve as criteria for the distribution of power and rewards, may find that,
as in Canada, competing demands for socio-cultural equality and group entitlements are
exceedingly difficult to accommodate (Elliott and Fleras, 1992), Efforts to sustain national
unity and state integrity must be balanced with the rights of individuals, irterest groups
{including women and the disabled) and raclal and ethnic minorities. Central governments,
having allocateu themselves the power and responsibility to manage affirmative action, can
find themselves in a political quagmire in coping with the politics of entitlement, Malaysia's
violent 1968 riots, in which hundreds were killed, 1s an example of the extremes to which
people may be driven if they perceive that their political interests and economic standing are
threatened by measures which favour one ethnic or racial group over another.

It is still too soon to predict whether effective policies and workable programmes will
materialize from Namibia's and South Africa's new constitutional arrangements and graft
legislation, In both Namibia and South Africa, any transformation will depend on economic
growth, imaginative leadership and the political commitment to allocate power and resources
at appropriate levels, Nevertheless several criteria for successful affirmative action policy at
national level emerge from the study. These criteria are an expression of the two main
objectives of affirmative action - redistribution and reconstruction - which are evident in each
of the countries studied here,

Affirmatlve action in Malaysia and Zimbabwe contributed favourably to redistribution of
wealth and status between raclal or ethnic groups, but failed te address Inequalities within
groups. In both of these countries, affirmative action policies emphasized procedural fairness
over distributive fairness, and resulted ir the growth and power of elite groups. In South
Africa, inequalities between blacks in and out of employment are widening rapidly, perhaps
faster than the inequalities between whites and blacks are closing (Bundy, 1992), Affirmative
action legislation based on broad racial preference, insensitive to the nuances of disadvantage,
may only strengthen the geographical, generational and class divisions already characteristic
of South African society,

An alternative way to promote redistribution may be to define the target group for affirmative
action c¢losely, as in Namibia, where disadvantage is determined by gender, class and
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interests, The method adopted in Malaysia of labelling any discussion of affirmative action
as seditious was familiar to South Africans in the apartheid era, but would seriously damage
the new government’s claims to nurturing democracy and justice,

Manoevering during the pre-election negotiations in South Africa suggested that
accommodations were being made amongst powerful groups which are similar to those made
in pre-independence Malaysia. One scenarlo had it that black South Africans would take
control of the administration, police and armed forces, while white capital would continue to
control commerce and finance, and to determine economic policy. Afrikaners would be
gradually displaced from employment in the civil service, parastatal organizations and
agriculture, swelling the ranks of the poor and unemployed, and possibly destabilizing
society. Such scenarios imply that affirmative action strategies can indeed forge new
understandings, even alliances between groups willing to redistribute power, status and
wealth, but at a cost to democratic decision making, and to existing political, class and race
relations,

55 CONCLUSION

Zimbabwe, Namibia and Malaysia are atl multi-ethnic societies in which the majority group
wields political power, but is relatively weak economically. Deeply rcoted demarcations - in
terms of class structures, population location, political organization, economic activities and
cultural values - permeate society in all three countries. In Malaysla, despite the world's
foremost programme In favour of a majority group with political power, enormous
inequalities remain, Political leaders in all three countries are faced with multiple, often
contradictory, goals and demands, including assuaging ethnic or class groups' anxieties over
questions of power in society, Ultimately, the legitimacy of these leaders depends on how
imaginatively and energetically they deal with the challenges presented by social and political
forces in their countries.

International models of affirmative action are instrnctive about the ways in which affirmative
uction is defined at national policy level, and the possibilities and difficulties of implementing
policies in a multiethnic, unitary state, A country like Namibia, with constitutional provision
for affirmative action modelled on Canada's assertion that racial, ethnic and gender
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It has been argued (Phillips, 1992 Faaland et al, 1990) that the New Economic Policy was
designed to strengthent accommodation and cooperation between the elites of the major ethnic
groups rather than as a means to solve problems of poverty and inequity in Malaysian society.
From this perspective, the prime objective of all Malaysian policies is to intensify cooperation
between, rather than integration of ethnic groups, Weiner describes the social contract
initiated by the most powerful groups in Malaysia thus:

...the Chinese business community successfully argued for an economic development
policy which would promote growth by enabling multi-nationals to enter, creatfing]
a tax structure which provided incentives for investment, and... permit[ing] the free
market to operate. In return the Chinese would agree that the Malays could control
the administrative services, the police and the army. Stated bluntly, the deal was that
the Chinese could make money while the Malays could run an administration that
pursued pro-growth policies,

(Weiner, 1993; 7)

Could such a deal b~ struck in South Africa? Plaut (1992) believes not:

It is hard to believe that the ANC having struggled for decades against racism, would
seek to base its policies on a quota system that will only sharpen racial divisions and
ethnic tensions within the country, There is no more certain way of engraining
prejudice than using a system t*~* allocates job and other benefits on the basis of skin

colout,
(Plaut, 1992: 43)

What Jessons can South Africans derive from Malaysia's experience of affirmative action?
First of all, affirmative action policies based on racial or ethnic identity can result in violent
race and class conflict, If people are continually subjected to dominance, and their interests
and goals are neglected or dismissed, they may resort to extreme measures to exert some
power over the other group, In Malaysia, attempts to create a more equal society
economically have resulted in a socially more fragmented and contested one,

Secondly, the Malaysian experience shows clearly that ethnically based targets and quotas do
not guarantee redistribution of wealth to ali of the community at whom they are aimed, It is
extremely difficult to target disadvantaged groups, and easy to benefit those who are already
advantaped.

Thirdly, there is the difficulty of eliminating affirmative action practices once they have been
legislated. Racial or ethnic privileges become entrenched, and groups rally to protect vested
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There is little doubt that these affirmative action measures entrenched the political and social
position of middle and upper ¢lass Malays, who now dominale an expanded public sector and
fill virtually all the highest policy-making posts (Loxton, 1993). One indicator of Malay
economic advancement is the ownership of corporate assets, In 1970 the Malay share of these
assets was just under 2%, but by 1990 this had grown to 20%, still short of the NEP target
of 30% (Hart, 1994). However Plaut observes that;

Many businesses continue to be controlled by Chinese or indian owners operating
through nominee companies owned by Malay front mien, So complex are such
arrangements that they are almost impossible to disentangle. More importantly, the
quotas have left an ‘ndelible anger and bitterness that now divides Malaysian society...
...Bven within the Malay community, the policy has helped to limit the wealth that
it promised to bring to all of the people. An elite has grown fat on acting for the front
men for the Chinese businessmen wishing to win government contracts and the
licences necessary to conduct business, Income disparities are now greater within the
Malay community than within any other ethnic group. The Malay poor are
increasingly turning away from the ruling party, as the October 1990 elections

indicated,
(Plaut, 1992; 22)

Puthucheary (1991) concludes that defining affirmative action in ethnic terms has contributed
to strengthened ethnie institutions, to the growth of a Malay middle class, and to a position
of Malay political hegemony. Even Sachs (1992), ‘vho favours the Malaysian model for South
Africa, concedes that the price of greater equelity between ethnic groups has been the
strengthening of communal rather than national identity, Phillips (1992) cautions that:

...the Malaysian experlence has shown that compensatory discrimination is counter
productive m the effect it has upon race relations: it encourages and feeds racial
xenophobia, (Phillips, 1992: 354)

Economi¢ inequalities between ethnic groups have been contained, though not reduced,®
while inequalities within each community have widened, The really poor members of all
ethnic communities have been neglected, Income disparities are now greater within the Malay
community than within any other ethnic group,

© Weiner (19931 6-7) quotes 2% of eyuity capital in Mnlay honds in 1969, By 1990 Malay equity had
reached 22%, much of it in the hands of Malay institutions rather than individuals,

* In 1970, an estimate of incoms inequality of non-Malays to Malays was expressed as g ratio of 7:4. It
is still 7:4 today (Funland et al, 1990),
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By restructuring wealth ownership in this way, a Malay bourgeoisie was created. Existing
Malayan preferences were extended in the public and private sector and in the education
system, Land settlement schemes, agricultural credit and price supports were introduced. A
larger proportion of clvil service posts, scholarships for university places, business permits
and licences were reserved for Malays. Special efforts were made to develop Malay business,
with public trusts set up in the fields of insurance, construction, engineering, securitics,
property and trade, and joint ventures established in mining, hotels and container transport
(Klitgaard, 1991). At the same time, the constitution was amended to ban public debate on
*gensitive’ issues such as language, citizenship and the special provisions favouring Malays.
It is now an offence under the Sedition Act to discuss any form of amendment to the positive
discrimination provisions of the constitution (Thompson, 1993: 39). The capacity of the
workforce to organize® is also tightly circumscribed, in order to sustain high levels of
international investment (Hart, 1994).

Education was given a central role in the new development strategy. It was considered a
vehicle to modernize society, to equalize opportunities for all and to promate national unity.
Specifically, the government embarked ot a vigorous educational programme for Malays,
especially in management, technical and scientific fields. Technical and scientific colleges
were established,® More facilities were provided in rural areas, with special attention to pre-
schooling, Schools became the *guardiang of national character”, charged with inculcating the
moral and political sentiments which promote naticnal cohesion and consensus (Morris and
Marsh, 1992: 253),% 'The government offered partial financing of in-service training
schemes in the private sector, to be undertaken individually, jointly, or within a particular
industry,

¥ The workfores in the export~led produstion of textiles and electronics Is largely composed of women,

* Today there i* a relatively fow level of provision of technical and vocational aducation, reflscting parental
und community expectations that an neademically eriented curriculum provides nccess to university and modern
sector employment (Morris and Marsh, 1992), Kiitganrd (1991) reports on exodus of Chinese and Indian
studdunts ain-nd, whera the academic prepacation of students is considered superior, In 1987, 60% more students
wers abroad shun in Malayaln, but nine-tenths of Maluysia's 35 000 unemployed gruduates wers Malays,

A Aceording to Morrin and Marsh (1992) these vilues inelude 1 work sthic, national unity nnd moral vafuss
such ns achisvement, diligence, seif-rolinnce and competition.
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tin mines from their foreign owners® because they needed continued British presence and
military protection in a confrontation with Indonesia (Jesudason, 1990: 53),

Economic and political factors played an equal part in the 1969 riots. Manufacturing
employment and land development had not kept up with population growth, Uremployment
rose in all ethnic groups. There was an 11% decline in the mean houschold income of the
bottom 40% of the population, Chinese access to citizenship meant their increased political
strength in elections. The Chinese resisted imposition of Malay as the only official language
and resented the special provisions for the Malays entrenched in the constitution, They voted
for the opposition in the 1969 elections, threatening Malay political hegemony,

Following the riots, parliament was suspended and the country was ruled until (971 by the
National Operations Council (NOC), the executive of (e ruling party,

The NOC concluded that the major cause of the riots was wide-spread Malay
economic discontent, There can be no doubt that this was the case, While a small
group of the ruling elite had benefited from the positive discrimination schemes, the
overall economic position of the Malays, the majority of whom were concentrated in
the rural areas, was adverse. One study shows that 44 percent of rural households in
1957 had a monthly income of below the poverty line. By 1970 after 13 years of
continuous and vigorous giowth in the economy, 41,7 percent was still in this
category, Despite undisputed Malay domination in politics and government decision-
making, there was litile tangible evidence of the benefits,

(Phillips, 1992: 350-1)

After 1970, the state, led by a younger generation of Malay leaders, took on a highly
interventionist role in the economy undsr the bann e ‘New Economic Policy'. This
policy was introduced to accelerate the transfer of « . o Malays, and to prevent the
erosion of their already established political position. T argets were set so that by 1990, Malay
corporate ownership would be 30%, non-Malay 40% and foreign 30% (in contrast to 2%,
38% and 60% respectively in 1970). Controls over activities in the private sector were
introduced, and the state enterprise sector was rapidly expanded (Faaland, 1990),

% Such bids would have twen useful in mobilizing political support for the new regime. Plantations and
mines are not technologically demanding, snd ore relatively easy for local people to manage,
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representing Malaysia's major ethnic groups. In exchange for the relaxation of citizenship
requirements and a tacit understanding that Chinese economic interests would be safeguarded,
Malays were granted political paramountcy in society. Islam was established as the state
religion and Malay as the national language. Malay sultans were preserved withi - :
framework of constitutional democracy (Jesudason, 1990). Quotas for government jobs « ¢ °
extended for Malays, continuing earlier colonial policy. This led to a situation in which the
group targeted for affirmative action was also the group with the most political power,
Malays were in a position to implement affirmative action according to the law, and also to
give the law its widest possible interpretation (Puthucheary, 1991).

The Constitutional Commission which framed Malaysia's new constitution introduced a
‘sunset' clause which was to be reviewed 15 years after independence. In the event, the
review of legisiation scheduled for 1972 was expunged from the constitution following civil
upheavals in 1969, in which hundreds were killed. The Malay regiment was accused of
shooting civilians, looting Chinese shops and raping Chinese women,”

What factors led to the uprising? It seems that desp-seated structiral problems - economic
dualism and inequality - overwhelmed the delicate balance of the Alliance Party’s ‘bargain',
Between 1957 and 1969 there had been little state interference in the operations of Chinese
and foreigh buginess groups, and the economy grew at the rapid rate of 5.7% per year
(Klitganrd, 1991), The laissez-faire framework was successful in genérating national income
and diversifying the economy, but brought greater benefitt o the large foreign sector and
domestic Chinese business class than to the Malays, who made little commercial advance, The
government made modest attempts to promote Malay economic advancement, but found that
Malays were not in a favourable position to take over the ownership of rubber plantations and

eitizenship, while non-Malays would recognize the speoial position of Malays (Fnaland et al, 1990),

3 Josuduson (1990 33) believes that the ubiquitons pressnce of Chinese traders and shopkeepers In nearly
svery village mads the Chinese economic role seem more threatening to the Mulays than the Europeans' role,
although at the tima of the uprising, Ewropsans wete more dominant economically, controlling 60 to 75% of
the export (rade and 60 to 79% of the import trade,
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6.4 EDUCATION

With respect to the quality and personal significance of their education, Africah managers can
be dividea into two groups, an ‘older' and ‘younger' generation of monagers, The older
generation (Mgengebule, Mohapi, Ramasia, H. Khoza, Kozs) were of schoolgoing age in the
1950s, and experienced the transition from missionary to Bantu education (see Chapter Four,
and Hyslop, 1987), They reported general satisfaction with the calibre of their schooling prior
to the introduction of Bantu Education, reflected in the high pass rates in end-of-year
examinations of their schools. These respondents received good instruction in English and
mathematics, and were often taught in mission schools by satholic nuns and monks from
America or Ireland, Classes were large and discipline was strict, but there was space for a
bright youngster to perform well and be acknowledged. In anticipation of lower standards of
teaching and support following the introduction of Bantu education in 1960, some of the
respondents were pressed to complete their schooling at an accelerated pace, combining two
years in one, enabling them to write the externally moderated Nationa! Senior Certificate
examinations required for study at tertiary level, None of the respondents reported difficulty
in rising to this challenge, Their confidence in their ability to perform well academically was
well established in youth. Sentiments such as the following were common amongst this group:

1 [heard] people say ‘We're being given an inferior education, we're not being taught
the right things' ... but I'd always stop and say, * What about my father and his friends
- doctors, pharmacists, teachers « it can't be that bad. And when I went overseas [to
study], and I cuuld cope with everything, I would think, *Well, how inferior can it
be?', (Mgobozi, 14 March 1995)

Younger respondents were more ‘nelined than older ones to point out the shoricomings of
their education, As several writers have noted (Christie, 1991; Buidy 1987) an unintended
consequence of Bantu education has begn the politicization of schools and the creation of
critical thinkers rather than the passive reciplents of knowledge intended by its architects,
These younger respondents mentioned large classes, dilapidated classrooms, few materials,
severe corporal punishment, and progressively higher drop out and failure rates in each year
of school, Some respondents (Madi, Mofokeng, Radebe, Sibiya) were fortunate to have been
taught, and inspired, by teachers who went beyond the preseribed Bantu education syllabus,
and who provided individual attention and support. Bul others complain of dispirited and
poorty qualified teachers, or no teachers at afl, particularly in English, mathematics and
scicnce (Dumsa, Montso, Makhoti, Phasha), Mohokare sums up his schooling in
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been unable to complete their own education for a varlety of reasons,” and were detertnined
that their children should go to school and escape the drudgery of their own existences.
Makhothi's parents believed that education was "the answer to life's problems”, and
Makwela's family considered education a gateway "beyond (which] you could do anything”.
Mgobozi's parants linked education to future prosperity and security, saying "We can never
give you money, hut we can make sure you can make your own nioney later®. Education
determined what you were, or could be in life, It was "something no one could take away
from you" (Phasha). Parents, grandparents and older siblings often made financial sacrifices
in order that youngsters might continue their schooling in hard times (Job, Mohapi, Montso,
Phasha and Thibedi).

Heath® (1983) claims that parents who are "school or public-instifution oriented" (the
professional middle classes) initlate their children intc ways of knowing, evaluating,
performing and communicating which reflect closely the transactional patterns used in
schools. So the parents of white and Asian managers, and of female managers, who were
generally better educated than the parents of African male raanagers, were better placed to
bring up their children in ways which complement the conventions of schooling, with the
effect of making their success at schoon more likely, A confirmation of this may be found in
the accounts of several female managers (Chen, Job, Mpulo, Petersen) who observed that
their parents read for Information and pleasure and engaged frequently in discussions of
current events, while Lukhele, an African man whose parents were unschooled, remarked
"You know, my parents never knew whether I'm progressing or not at school, They were just
happy 1'm going to school”, However, there is no indication that the children of middie class
parents performed better in school than those of working class parents. And in the eyes of
working class parents, golng to school was a way of breaking the pattern of poverty and
powerlessness, ot a way of perpetuating it.

2 Ronsons for leaving schoot early were suggested by managers in interviews, confirming the eorrelation
of literncy with povorty and exclusion in South Afrlea desoribed by Lyster (1992), Reasons include the shurtage
of secondary schools, the expensa of sehooling, and demands pleced on individuals to contribute to Hie family's
fcoma, to assist with domestic chores and to marey and stnrt their own houaeholds,

" Huath (1983) conducted a dotailed and influential ethnographic study, Ways with Waerds, which showed
computibiliies and  incompatibilities batween home culturs/communicntion patterns  and  sehool
culture/communication patterns across different groups in the some locality in the United States,
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being granted special privileges and status by their parents and siblings." Certainly parental
power and authority seem to have been balanced by their daughters' developing sense of
autonomy and seif worth, gained in part from their superior education, In these girls' homes,
household chores were reportedly shared equally between sisters and brothers, and it was
expectes that girls, like boys, would finish secondary school and qualify in professional
fields,

Once again, a different picture of family life appears in the accounts of white and Asian
managers. Materially, their childhood homes were more comfortable and secure than those
of African managers. Their fathers and mothers were present; family incomes were stable and
sufficient for family members' needs. Children were neither fostered out nor required to
contribute to household finances through their labour. Most male children did chores around
the house or farm, for which they were not paid, but from which they gained a sense of
perzonal and social responsibility (Du Toit, Tabbner, MeCloskey, Schreiber). As might be
expected, these children had more free time and a greater range of recreational interests and
activities than was common in the childhood homes of African managers. White and Asian
female managers often descrlbe their family relationships as "close" and "caring", but most
white male managers do not. Two of the managers expressed a degree of alienation from the
striet mores of their family omes (Du Toit, Fernandez) while others indicated & strong desire
in boyhood to escape paternal authority and the conventions of middle class life (Jithoo,
Tabbner).

The self-concept and life opportunities of the black managers interviewed in this study were
affected profoundly by family values surrounding formal education, and their own experience
of school. Earlier in this chapter, we noted that many of the parents of male African
managers had benefited from only a few years of schooling, and were semi-literate. They had

1 Sneco (1991) raports that the power base of black families in which daughters attended Catholie *open
sehoals' during the 19805 appeared to shill, Parental authorlty was subtly taken over by these children who
becanw nore slovated then their paresis theough thelr superior education, Bventually they became roified
montbars of the family,
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and several elders. Other managers gave accounts of rigid discipline in their youth, of
corporal punishment and unylelding paternal authority, But many managers see thig severity
as a source of their personal strength and security, Dumse and Thibedi, for example, claim
that their fathers' authority and intervention were instrumental in getting them to complete
their secondary schooling at a time when they were diverted by the disruptions in Reef
townships in the late 1970s. Parents worked hard to ensure that their children got an
education, and their children knew this. As Duma observed,

Bacause I had a strong background, it was not easy for me to be drafied into activities
other than schooling and getting on in life, (Duma, 16 September 1994)

If fathers exerted a coercive power over their children, moral authority was often vested in
mothers, Many managers (Chaba, Jithoo, Job, Kgantsi, H, Khoza, Muir, Ople, Phasha,
Ramasia) speak of thelr mothers as resillent, resourceful people who inspired or guided,
rather than forced, their children to overcome the disadvaniages of their situations, Phasha,
for example, remembers her mother, & domestic worker, saying:

I know how difficult it 5 for one who is not educated, I don't want you to experience
what I have experienced. It's not nice to work for somebody, I can t&il you, I'm a
domestic worker, but I want to see my kids being something in the future, (Phasha,
1 March 1995) '

I{ozh, too, deseribes her mother, a farm labourer, as a "dignified" and "defiant® woman,
"very aware of her oppression”, While she despaired of changing her own circumstances, she
was determined that her children would not be "duped or diminished by whites", and
conscientized them at an early age (Kozz, 22 Qctober, 1994), Such parents were highly aware
of a need for their children to appropriate the *cultural capital' which had been denjed to them
in their youth,

Perhaps surprisingly, given the patriarchal socicty In which they grew up, most black female
managers reported that in their girlhoods they were not burdened with gender-specific roles
und assigoments (Chaba, Chen, Job, Mgobozi, Mpulo, Petersen). The fact that these girls
often attended former mission schools, at considerable expense, may have contributed to their
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Amongst African men the phenomenon was so common that it was not even mentioned unless
the researcher specifically broached the subject. Several managers had begun to work as boys
of eleven or twelve years of age, when the family's income became insufficient to cover basic
neads such as food and clothing, Kgantsi, for example, started to work when his parvents
divorced and his father left home, withdrawing his financial support. Kgantsi's first job was
weeding the garden beds at the house of his mother's employer. Later he began mowing the
lawns of neighbours in Diepkloof, Soweto, using one of the first petrol driven lawnmowers
seen in the townships, owned by his older brother, On Sundays he sold eggs door to door for
a township entrepreneur, and earned a good income, He bought clothes, text. ks for school
and food, and remembers that he had enough pocket money to take his girlfriend to the
cinema. Another manager, Lukhele, deseribed his initiation into wage labour as follows:

I was already working at thirteen. I was digging trenches in Lenasia,” and would be
paid by a plate of curry, or get furious and go home crying if there was no payment,
Or I'd go to the golf course over the weekends and try and be a caddy, Bventually I
manoged Lo get a weekend job as a gardener where I earned something like R36 a
month..,. Come school holidays there were part-time jobs, Since that early age I've
never really rested ... but those are things which contributed to my steadfastness and
patience, my interest in human beings, and of course my religion. (Lukhele, 22
February 1995)
In some cases (Radebe, H. Khoza, Koza, Madi) children essisted their parents in their
livelihoods (trading, hawking, cooking, mendirng) after scltool and on weekends, until they
were old enough to find jobs which generated an independent income. Several managers
observed that their early experience of work taught them self-reliance and a sense of personal
responsibility; it also loned thelr entreprencurial and people management skills, and in some
cases developed an interest in marketing and sales, which was nursued Iater in life (H, Khoza,

Lukhele, Sibiya),

Many managers' accounts present a picture of a patriarchal society in which children were
both protested and exploited &s resources, The balance between protection and nurturing on
the one hand, and exploitation and brutality on the other, is uneven. Mohokare, for example,
recalls regular beatings for minor misdemeanouss, and, in the absence of an oldar §'ster,
being made to "be & girl®, that is, do domestic chores for a family consisting of nine children

1@ Lonasia 15 an *Indian suburb' to the south west of Johanneshurg, built in the 1960s. Many of its first
regidents had been evieled from the inner city township of Mayfair, which became a white regidentin] nrea,
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educated so that we would be able to survive on our own without going to work for
a white, (Madi, 16 September 1994)

My parents brought us up in the right way, I think, disciplined and hard working.
(Naidoo, 27 Cictober 1994)

My father was uncompromiging .., very, very conservative, [For example]
traditionally we are respectful and cannot sit and drink with our fathers unless it has
been allowed to sit down. You can't smoke in front of your father or any elder. Now,
you know, 1 don't drink. I never started drinking, ,.. Today [my father's friends] all
say, "no, man, you are old enough now ~ you can actually drink". But {my father] is
the first one to say "No, no he doesn't drink." It's nice in 2 way, (Dumse, 11 May
1994)
More than half of the managers interviewed in this study are the eldest sons (or daughters)
in their families, and were accustomed from an early age to special status and responsibility.
Hopes for their success in life were high. As is often the case with first-born children, the
family's moral and emotional values were taken on at an early age. Many say that they are
still guided by their relatives’ and neighbours' expectations and aspirations for them (Dumse,
Kpantsi, Koza, Mofokeng, Ogle, Thibedi,) particularly with respect to their education and
careers, They were expected to be hardworking, disciplined and responsible, and to be
respectful and obedient to elders. They were expected to perform well in school and to set
an example of diligence and sobriety to younger siblings, As an indicator of their success in
meeting these expectations, many black managers overcame hardships to become the first in
their families to matriculate or to graduate from university (Duma, H. Xhoza, J, Khoza,

Khumalo, Lukhele, Mabitsela, Madi, Makwela, Montso, Mohapi, Qabaka, Radebe, Sibiya),

Sometimes boys, and occasionally girls, were fostered out to relatives in times of financial
hardship (Kgampe, Khumalo, Mabitsela, Ma~weli, “Iasha, Qabaka, Rachidi), an event which
imay have disrupted their sense of secnrity, . at wlach also forced children to be flexible in
adupting to new surroundings and people, Many managers describe their family connections
today as "close knlt" and say that their families are the most important things in their lives
(Duma, J. Khozn, Mofokeng, Ogle, Petersen, Radebe, Ramasia), They feel a responstbitity
to help others, especially younger siblings, to "get on 1n life",

Unlike most of the white managers interviewed in this study {and the female managers of all
races) many black male managers worked in part-time wage employment as children,
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middle classes,” in which the cultural and social organization of traditional society was
considered "backward" (Chaba, Job). These families were several generations removed from
rural life and poverty, unlike the families of many male managers, who were more recent
arrivals in the city. Generally the parents, of female managers had been educated to secondary
school leve] and were employed in skilled occupations, So, for example, Mpulo's father was
a journalist, Mgobozi's father was a health educator, Chaba's was a businessman and Job's
a government official. In contrast to the situation of many of the male managers, the mothers
of female manage: were usually educated. They had been trained (and frequently stll
practised) as nurses (Chaba, Job, Mpulo, Petersen) or social workers (Mgobozi), In these
middle class homes, female managers remember that their parents engaged in reading and
discussion of current events, and played socio-culturally significant roles in their communiues.

The picture of occupational status is different for Asian and white respondents in the study.
Among the Asians interviewed, Jithoo's father owned .. printing business, Chinniah’s father
was an 'accountant, Govender's father was a farmer, and Chen's father owned a garage, These
parental occupations place Asian managers firmly in the petit bourgeoisie, on a plane with,
or slightly superior to, the parents of female African managers. Paternal occupations amongst
white respondents are generally of still higher status: Rayneard's father was a naval officer
and engineer; Du Toit's, Tabbner's and LeSueur's fathers were managers in large
organizations; and Muir's father was an entrepreneur, Only McCloskey, whose father was
a small farmer in Ireland, fails outside this pattern of white adva.ntaée.

6.3 FAMILY LiFE

Most African and Asian managers consider themselves fortunate to have grown up in an
extended family, and they attribute many of thelr values (thelr work ethic, the significance
attached to edueation, the importance of living in harmony with others) to upbringings which
they describe ag "conservative", “"protected” ar "strict”,

Values were very clear in our home., The values were that you must be educated, My
parents were independent, disciplined, with strong ethics. We [children] were being

¥ See lo Hausse (1993) and Marks (1986) for an sceount of the small and fractured grouping of the Africon
middle classes in the pre-Apartheld poriod,
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infirm eldess, Invariably they had a gamut of jobs after school and on weekends to
supplement the family income.

In households in which the father was present, and in regular employment, mothers might
remain housewives or work outside the home, occasionally as hawkers and factory workers,
but most frequently in domestic service, the largest source of employment for black women
in South Africa. Cock (1984) and Bozzoli {1991) have described the long hours, poor pay and
lack of holidays accorded South African domestic workers, resulting in their separation from
their own familles and communities. Indeed domestic workers have been seen as amongst the
most exploited and oppressed groups in South African society, not only in terms of their
wages and isolation, but in terms of the lack of respect and dighity paid to them. Lack of
education and employment alternatives, coupled with influx contro! legisiation restricting the
movement of black workers combined to ‘trap’ black women in domestic service. Several
managers interviewed in this study described their own and their mothers' resentment of this
entrapment, focusing on the lack of time available to nurture and guide their own children
(Kgampe, Kgantsi, Koza, Lukhele).

The fathers of male Afrlcan managers were generally employed as semi-skilled or unskilled
labourers on the mines, in construction work, in factories, or, less frequently, in commerce.
The highest paternal occupational ranks are represenfed by Mgengebule (court interpreter),
Makhothi (policeman), Radebe (shopkeeper), and Mofokeng and Rachidi (teachers).
Occupations, and therefore class positions, could not easily be improved in the repressive
19505 and 1960s, Parents were clustered In occupations with low wages, little security and
few chances of career advancement, Poor empluyment conditions and segregation in urban
locations were dominant features of their lives,

It is interesting to note that female managers who grew up in blark townships in the 1960s
and 1970s, unlike their male counterparts, do not refer to themselves as "township kids", nor
do they identify with the image of streetwise hustling which the term denotes, These women
were generally brought up in the more "progressive” and "respectable” homes of the African
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But, while this passage insinvates a deficit in parental influence consistent with the concept
of cultural deprivation, we shall see in the following section that parental authority was a
powerful influence in the lives of these managers, helping them to withstand pressure to drop
school and join the underclass.

With respect to the comfort and security of their family homes, the experience of African
respondents in this study is utterly different from that of their Asian and white counterparts.
Chen, Chinniah ar {1 Govender, who are Asian, spent the ¢ 1y years of their lives on farms
or plots which were owned by their parents, and, while t.uese houssholds were not wealthy
by any means, they provided an adequate income and secure tenure for the family as long as
the head of the household was alive, Muir, Schreiber, Le Sueur, Tabbner and Rayneard, who
ar¢ whits, all spent some portion of their childiioods on family-owned smaltholdings or farms,
or in the suburbs of large towns, These families were relatively well off, and enjoyed the
freedom of movement denied to black South Africans. Schreiber and Le Sueur each remark
that their love of nature slems from experiences of "good, healthy outdoor living" in youth,

Most black managers' socio economic backgrounds were humble; some families were very
poor, though not absolutely destitute (J. Khoza, Khumalo, Mabitsela, Mohokare, Rachidi},
The position of families in which the father, invarlably the chief breadwinner, had fallen ilt,
had diedl, or was absent, was precarious indeed;

From being born fairly privileged, where 1 didn't have to suffer for anything, our
lives changed, and nty mother had to fend for us, (Chaba, 10 March 1995)

The absence of a father raised the spectre of the family's permanent removal from town," and
the negation of any opportunity to acquire assets, The number of cases reported in thig study
in which the father was absent {through death or desertion), or incapacitated (through accident
or illness), is striking. Nearly one third of black managers in this study grew up in homes
headed by a single parent or guardian (Chaba, Chinniah, Govender, Kgansti, J, Khoza, H.
Khoza, Khumalo, Lukhele, Simelane). In these families children were forced to grow up
early, and to assume responsibility for household chores, younger siblings or disabled or

¥ After 1952, when the Natives (Urban Aruas) Act was amended with the potorlous * Section 10" gualifieation,
the right of black people to remnin in utban arens for over 72 hours was restricted to men who could prove that
they had been in continuous employnient and residence for a peried of ten years,
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struggles with the police and state officials, One of Mohokare's earlivst childhood memories
{s of the day on which residents of Mooiplaats, a persistent *black spot' cutside Pretoria, were
dispersed. Some moved to Atteridgeviile, an African township twenty kilometres from town.
Mohokare and his brother were left behind when their parents and their household goods
were loaded on the removal irucks, and were only reunited with their families months later
through the intervention of neighbours and relatives. Such early experiences speak of the
devastation and resentment felt by many black managers about the break up of families and
communities under apartheid.

During these managers' childhoods, life in African townships was strictly controlled by the
{white) municipal authorities and the police, and this was impressed upon children at an early
age, Madi, for example, comments that his parents, small traders in Soweto, held an abiding
suspicion and fear of the police, who harassed them constantly, demanding passes and permits
which it was impossible for his parents to acquire. H. Khoza remembers his mother's sudden
and frequent absences when she had been arrested or imprisoned for hawking food in the
towtiships, an activity which was then illegal, Thibedi remembers his terror following the
Sharpville Magsacre in 1960, when residents of Tembisa, only an hour's drive from
Sharpville, expected a police attack:

There was just chaos, everybody rushing around, and ... {I was] being pushed in the

house, because ... the police were coming ... and there was fear .., pandemonium,

(Thibedi, 19 July 1994)
Chipkin (1993: 214-218) has described the archetype .ownship, Sowsto, as a vast, noisy,
sterile, anti-social, polluted environment devoid of privacy, infrastructure and facilities, The
world inhabited by these "township kids" was treacherous and violent indeed, Parents and
older siblings were often not at home, They might be held up by pass raids, gangs of tsotsis,
long queues, crowded trains, roadblocks or any of the dozens of obstructions that pervade
black life in the townships. As Sparks (1591) remarks, a consequerice of this insecurity is that

At an early age the black child will find himself on his own, without the security of
adult presence and adult supervision, more and more in the company of others his
own age, moulded more by peer pressure and survival instinets than by parental
influence. (Sparks, 1991; 224)
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townships. T lived and worked in that place, so I know it. I know the vibes",

Of the 30 African managers interviewed in the study only Mabitsela, Sibiya and Simelane
remember childhoods spent in rural parts of the country, and they comment on the difficulty
of adjusting from country to city life and vice .rsa, "City boys" were tough and streetwise
hustlers, who had to look out for themselves, Boys in the rural areas were organized in
cohorts, or *age regiments' in which they carried out prescribed duties, such as herding cattle
and goats, and underwent ritual initiation into manwood and membership of the tribe.

Many of the managers interviewed in this study come from families which had remained in
the cities for some time, despite government programmes of mass removals and population
control. Some of these families were established in the freehold arcas of Marabastad in
Pretoria, or Alexandra, Sophiatown, Martindale and Newclare in Johannesburg, where there
was & rich and varled socio-cultural life as well as vast overcrowding. These families were
displaced by slum clearanice schemes of the Johannesburg and Pretoria town councils in the
1950s" (Kgantsi, Lukhele, Ramasia, Mohokare), and the stricter implementation of apartheid
laws in the 1960s" (T .uma, Dumse, J.Khoza, Makwela, Mpulo, Ogle, Thibedi). Kpansti and
Ramasia, whose families lived in exceedingly poor conditions in Alexandra and Western
Natives Townships in the 1950s, remember that their parents were keen to move to the new
townships of Meadowlands and Diepkloof in Soweto, where they wers offered space and
privacy in three or four-roomed houses, At last their families could escape the unscrupulous
landlords, violent crime and gang warfare of the "old locations®,” However other removals
had a different complexion, as fumilies were forcibly evicted from theit homes in bitter

*'The fivet of many slum clearance programmes in Johannesburg took place in 1904 when Bubonic Plague
broke cut in a mine compound and spread rapidly to the Indian and African [ocations in Brickfields (present dny
Newtown). The municipality destroyed both locations, removing residents by traim to Klipspruit Farm, 13 miles
south west of Johannesburp, The * temporary segregation camp' at Klipspruit was later to hecome the dormitory
oity of Soweto (Chipkin, 1993; [98).

® In Johannesburg's *utban renewal' of the 1960s, black resideuts were pushed progressively further west,
south and eagt onto sites beyond the ity wsuslly adjacent to munloipal sewage and waste sites (Chipkin, 1993),

! Families wete promised more space and privacy in Soweto {n threa or faur-roomed houss for ench family,
instend of gix or seven families shating one partitioned house in the *old location’. Tenanis paid stable renty to
the govemment, rather than to landlords, who could raise thets st any time, Crime was rife, und residents lived
in fear of the *Spoiles’ and *Msomi' gangs.
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6.2 ‘TOWNSHIP KIDS'

Most of the 46 managers interviewed in this study were born between 1945 and 1965 in
urban areas of South Africa, Those of African descent were born and brought up in townships
on the Reef, or in other cities and major towns of South Africa. Unlike the black workers
studied by Bozzoli (1991), French (1988) and Mpoylya and Prinsioo (1994), whose
backgrounds traverse town and country, the ex; . rience of the inanagers in this study is almost
exclusively urban, The parents, or guardians, of these managers had migrated to the cities in
earlier decades,’® and had become standholders or tenants in the *locations', compounds and
slumyards of the city. They had sentimental bonds rather than strong social or enonomic ties
to rural life,

Many of the African men who were interviewed (but none of the women, to whom we shall
turn later) described themselves in youth as "township kids" or "city boys”, meaning that they
grew up in extended families, ocoupying small, crowded homes in ethnically ordered
townships some distance from the white' commercial, industrial and residential districts in
which their parents were employed. As children they were often left alone or in the care of
relatives while their parents worked in town. They went to poorly equipped and staffed
primary schoels in their neighbourhoods, and, if they were boys, played socoer on the streets,
gambled or did odd jobs (*piecework") after school. There was no provision for them by way
of organized church, cultural or youth groups. Sporting and recreational facilities were, and
are today, extremely scarce in the townships, Some of the respondents (Kgantsi, Lukhele,
Qabaka, Sibiya) played on the fringes of neighbourhood gangs which engaged in territorial
battles, ingpired by adult gangsters who were both feared and admired in the townships.® A
mixture of pride, confidence and canniness is evident in Lukhele's description of himself as
"a city boy who grew up in Sophiatown and Soweto, So I know the ins and outs of the

¥ We saw in Chapter Four that the Natives Land Act of 1913 (and its subsequent amendments) led by
degrees to widespread rurul impoverishment, From 1932, the Rinderpest, Great Drought and world economic
depresslon led armies of the landless and unemployed to flood into towns looking for jobs in the mines, in the
sxponding manelucturing industeles, or in domestic work,

1 Cross (1991: 41) explaing that street gangs in South African townships derive to an extent from parent
eultures which value physical strength and tolerate aggression, offering boys an opportunity to sublimate fealings
of hungst, failure ond ingignifieance, and to assert 3 proud and rebellious identity through which members can
feol masters of their own ldentity,
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which had been denied to them. In this way the managers and their parents learned to use
existing structures - even the notoriously discriminatory and oppressive education system -
to their own advantage, The managers became agents of their own fates, and later ia life were
well prepared to find (or fight) thel. way in corporate structures,

Another French thenrist, Bourdieu (1976), argues that the culture of the school system is that
of the dominant group in soriety - those who control the political, economic and social
resources, Schools are conservative forces which perpetuate existing social structures by
progressively eliminating lower class children from higher levels of education and privileged
schools. They do this by ignoring or denigrating the cultural heritage of working class
children, while translating the cultural capital and ethos of privileged classes® into apparently
universal siandards of educational performance and ability, The ethoz of working class
families usually militates against scholastic achievement,” .hus only a small number
individuals - sucl a5 the black managers interviewed in s study whose parents encouraged
their schooling - escape the fate of their class and succeed in acquiring cultural capital through
formal education. This possibility gives credence to the myth that education is a liberating
force in society, rather than the conservative one Bourdieu belleves it to be,

While the concept of cultural capital is useful in understanding bow some managers succeed
in the business world, Bourdieu's preoccupation with class domination in the education system
leads to an unduly deterministic and mechanistic view of education. Bourdien underesiimates
both the capacity of individuals to aci as agents of chasge in their own affairs, and the
capacity of educatlon to liberate anid empower individuals and groups. In this swely, we have
noted that black managers' ability to stay in the education system, and to appropriate culttral
capital at school and beyond it, implies a high degree of social, intellectus] and linguistic
competence. This competence was recognized and nurtured in youth by varents and
neighbours, priests, teachers and school administrators, not least of all by the managers

* Cultural eaplial is o heritage which includes curtural artifocts, knowledge, skilis and vatues. It is divided
unequully among members of suciety, av is moterial woalth {(Bourdien und Passeron, 1977), The ofhos of the
privifeged clnsey is desuribed s "a systom of implicit and deeply interiorized values which, among other th ;-
helps w defing ndtudes twwards the eultural capal and edueational institations® (1976: 110),

= Bourdieu (1976), using French society as  reforenco point, declares that parontal support for schooling
ix a feoture of Jowe: middle elass othos rther than working class sthis,

171



Perhaps the most serious flaw in this theory is the way it blurs the connection berween the
political nature of social problems, t«: historical development of inequaiities, and the
individuals or groups who experience problems. It merges personal inadequacies with the
structural causes of social conditions faced by diverse groups, often with racist and sexist
overtones,

A different set of assumptions and explanations about social conditions and the interests of
the disadvantaged is offered by the French Marxist Althusser (1971) who observes that in
order to survive and flourish, capitalist socleties require a specific ideological climate, which
is located in education, the media, trade unfons and institutions of the democratic process
itself. ANl of these components of civil society, which Althusser terms ‘Ideological State
Apparatuses',? (owing to the impagt of the state on their formation) reproduce existing social
relations of preduction, including the class system and clags confliet.

Althusser maintained that diverse Ideological State Apparatuses were unified under the
ideology of the ruling class, which, with state power and resources at its disposal, remained
fairly resistant to change, In South Africa, elvil society has been described as weak and
fragmented (Stadler, 1994; Gerhart, 1995), alternately submerged and threatened by the
power of sucesssive governments, Yot the managers interviewed in this research polnt to a
rmnge of ideologleud influences and institutions, Including their families, the blagk
conscionsness movement, the trade unions and the cliurch, who opposed the ideology of the
ruling class and presented alternative visions of soclety, In general Althusser's theory fails
to take adequate account of the capacity of individuals and groups in civil society to resist or
char ge situations, Both the managers themselves, and their parents exhibited an intuitive
understanding of the role of schools in reproducing the inequalities of the class system and
the hierarchy of labour. But the parents resisted the simple replication of their own class
position by insising that their children remain in schoo! to matrle. When possible, they sent
thelr children to schools of superior quality, where they could acquire the cultural capital

¥ Althusser distinguished between the ‘repressive stats apparatug’, the govermment, army, police, courts,
prisons, ete, which function ultimately through violencs (or the threat of violanea), and ‘ideologteal state
appatatuses’ which function predominantly by ideology, through the values they propound (Althusser, 1971(:
253),
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of success of working class childron, among which are thelr limited range of social
experience, cognitive and linguistic inadequacies, and the inappropriate value orientations
received in their homes ,.{enry et al, 19.8),

A major problem with this theory lies in its deterministic nature, According to the theory, the
poverty and deprivation of many African homes should mean that African children do not
succeed in education and therefore do not acquire the jobs which would enable them to break
the culture of poverty passed on to then: from their parents. Indeed, we saw above that many
Afriean managers grew up in homes displaced by forced removals; most underwent the
dubious *Bantu education' system and struggled to complete their schooling in the upheavals
of the 1970s and 1980s. And yet, despite the obstacles placed in their way, these managers
have succeeded in education ag in life. The value orientations of their childhood homes, the
strict behavioural codes of their parents, and the manner in which the managers made use of
the limited range of soclal experience available to them in youth point away from an endemic
cycle of deprivation, As youngsters the managers grew up fast, impelled by the practical need
to supplement the family income through their own labour, as well as the moral requisite to
help younger siblings "get on in life". So, contrary to the predictions of social pathology
theory, some individuals and groups arg able to secure and mobilize the resources needed to
rise trom poverty, even in the face of government policies designed to oppress them.

A second problem with soclal pathology theory is the implication that the poor are deprived
of culture, rather than engaged in a culture which is different from, or outside, the
mainstream of white middle class culture, The ‘culture of poverty' is supposed o be
characterized by deficit, aadequacy and uniformity., By way of contrast, the managers'
biographies showed considerable variation in the socio-economic position, education Jevels
and resources available to the parents of male and female managers in the study, and to older
and younger gencrations of managers. There was no uniform response to shared historical
events such as forced removals and the collapse of the black education system in the 1980s.
Families held different views on gender roles and the labour of children. So even the limited
pleture of urban black working class culture presented in this study shows a greater cultural
diversity and richness than a social pathology perspective allows.
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their personal position in the socio-political environment of the workplace.

So far, we have seen that for managers who grew up in South Africa's black townships,
completing secondary school and proceeding to tertiary level education in the repressive
1970s and the turbulent 1980s was exceedingly difficult. The process involved parental and
personal ambition, as well as a strong drive for upward mobility, self preservation and self
improvement. By way of contrast, most white managers in this study went to secondary
schools as a matter of course. There was nothing remarkable about finishing high school and
studying at tertiary level, even for "average scholars”, as several described their performance
at school (Fernandez, Muir, Tabbner), White and Asian managers enjoyed a superior
education to that available to African managers, They had smaller classes, better qualified
teachers, better physical resources and facilities, and a fuller curriculum. In most respects
their experience of education, and consequently its significance to them, is different from that
of black managers, There are only a few areas of overlap: white managers seam to have had
equally poor career and study path guidance at school; and several of them struggled to find
the money to finance studies at tertiary level (Du Toit, McCloskey, Stonier).

6.5 CONCLUSION

This chapter has provided insights into black managers' social environment, family life, and
educational experience, with a view to getting a better understanding of theis self-concept and
lite choices, The insights and understandings developed here will gain greatar resonance in
the following chapters, which examine four corporate affirmative action programmes and
managers’ experience and perceptions of them,

The managers whogse biographies form the basis of this enquiry are not the passive victims
of a maifunctioning soclety proposed by those who subscribe to a *social pathology' thesis
(Thompson, 1982 and 1980; Henry et al, 1988). This thesis posits a *cycle of deprivation’
manifest in individuals and groups in terms of income, employment, housing, education and
80 on. An endemic ‘culture of poverty' is passed on from one generation to the next,
aggravated by the apparently "feckless, apathetic and disorganized behaviour of those
involved” (Thompson, 1980: 84). A range of deficits are held responsible for the relative lack
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management, these men were also subject to suspicion and hostility from the shopfloor and
from other members of the democratic movement, who believed them to be "aspirant
capitalists, individuatists, yupples, *fat cets', and collzborators" (Khoza, 1993: 70}, For many
years these managers occupied an isolated and tenuous position between predominantly white
raanagement and the black trade unions.

In the face of discriminatory policies and practices at all levels, the key to emiployment, job
advancement and professional status in the world of business was perceived by many black
managers to be a university education, The historically white universities, in particular, were
geen as the gatekeepers of the dominant culture and economy, and so places in these
Institutions were specially prized by the nianagers interviewed in this study (Kgantsi,
Mgengebule, Mohapi, Qabaka, Radebe). Many managers pursued tertiary education
opportunities while working, either through distance education institutions” or through part-
time study in graduate and postgraduate degree and diploma programmes.® Their studies are
significant to the managers only partly for the knowledge and skills acquired. Postgraduate
studies, particularly, were praised for providing exposure to ideas and contacts beyond
township life and the world of work:

Studying at university opened my eyes as to how the world works, ,.. Having been
exposed to tertiary education you tend to understand things better, Your thought
processes are quite different from [those of] a matriculant. You see things in a broader
context. (Montso, 23 September 1994)

But academic qualifications also lend status and confidence, They represent rungs on a career
ladder, and they are symbols of both legitimacy and “achievement" in the world of work.
They are sources of cultural eapital which allow the managers to make sense of, and advance,

® A handfol of managers hind completed courses at UNISA, South Afrier's lirgest distance education
institution (J. Khoza, Klumnlo, Remasiw), while others studied by correspondence through the RSA, Technikon
{Jitheo) and professional institutions auch as the Institute of Bankery and the Institute of Personnel Management
(Chan, Kgantsi, Makboti, Mohokure),

¥ 1n the lute 1980s vevers) ronugers (Chinninh, J,Khoza, Madi, Qubaka, Thibed!) participated in the Joint
Monogenient Development Programms, sn innovative nonformal educntion programme run by Clive Acton
Agsocintes in Johanaegbury, The progrumme was supported by the French Chamber of Commerce, the Biack
Munngement Forum aod a number of multinational companies, such as the oil compeny Total, which had
remnined in Somh Afrien despite sanctions and disinvestment campaigns in the 19805 In the 1990s, the
Unlvursity of the Witwntersrand's Management Advancoment Peogeamme ond Postgredents Diploma in
Munagement have attraeted the interest of saveral managurs (Kgantsi, J. Khosn, Mofokeng, Rudebe),
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For those who could not immediately afford to study beyond secondary school level, the
alternative was to seek out nonformal education possibilities while working, The prospects
of this were bleak in the 1960s and 1970s, Most industrial and commercial training of
Africans focused on lower-level clerical and administrative functions such as filing,
translation, book-keeping and record keeping., Management development was deliberately
neglected because Africans were not expected to assume managerfal responsibilities, It was
widely believed that Africans had no capacity to manage modern organizations and institutions
n 4 sustainable basis,

The growing power of the trade union movement in the 1980s offered several managers their
first concrete opportunities for personal development and recognition after their school years.
Mabitsela regards his post-Matric involvement in the trade union movement as his "real break
in life". As Deputy Secretary of the CUSA-aligned"” Steel, Englneering and Allied Union
of South Africa he was responsible for setting up new branches and raising funds, He
represented his u-sie.n on the Industrial Council, and travelled extensively in South Africa and
overseas. He gained experience and confidence in himself as he was exposed increasingly to
different people and cult -es as well as to union operations and management ystems, He was
awarded a grant to stuc  <Justrial relations in Britain, and on his return to South Aftica, was
soon offered a position as Industrial relations officer with a petroleurm ompany, For Thibedi,
employed in another multinational conglomerate, the process of @8 Jushing the trade union
in his company,

« triggered a lot of confidence in me which I never had before... I felt excited that
we had achieved something, but it wasn't that we now had power, It was more the
issue of now we are going to be recognized, At last we will have a voice, (Thibedi,
19 July 1994)

Yet former trade unionists Mabitsela, Mohapi, Mohokare, Ramasia and Thibedi all say that

their subsequent career progress was hampered by perceptions held by white managers that

[Trade unionists] are all communists or socialists. They have no work ethic ... they
cannot run a business ... they are untrustworthy ... they could give away sensitive,
confidential information to thelr comrades, (Mabitsela, 18 April, 1994)

Whatever “ae truth of these allegations, as former unionists who had crossed the ficor to

W CUSA (Council of Unions of South Africa), founded in 1980, was the moderate farerunner of NACTU
(Nationnl Counei) of Trade Unions}. a federation of trade unions guided hy black conseiousness idealogy,
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time of great need, only one manager (Mohokare) completed his secondary education at night
schoot, and one engaged in distance education classes at secondary level (J.Khoza),

Girls were more likely than boys to attend boarding schools {often prestigious former mission
schiools), reflecting their parents' higher soclo-economic position (Chabg, Chen, Job, Mpulo,
Ogle, Petersen), At these schools girls could escape the political conflict altogether, while
being initiated into a wide range of activities (sporting, cultural) which opened the path to
Jeadership roles, For Mpulo, the physical resources and culture of hard work and achievement
at Inanda Seminary allowed her t¢ "come into her own®, and she became a prefect and
chairman of the debating society (Mpulo, 7 February 1995), For Petersen, the emphasis
placed on an active, independent role for women in society was the source of her confidence
"which has stood me in good stead to face the world” (Petersen, 3 March 1995). Spiritual and
academic development seem to have been equally important; girls formed close atlachments
to their schoolmates, which have exténded beyond their school days (Petersen, Mpulo).
Howaver, these female managers are quick to say that they were "shielded" from the harsh
realities of the outside world, in which they would rave to compete with others for places at
tertiary institutions, for bursarics and later for jobs. In common with their male counterparts
they experienced a lack of guidance about career choices and study paths, and were
confronted with problems of accessing *white* tertiary education institutions,

We have noted that many managers, especially African men, had a poor material background
in youth, and that younger managers had spent their school careers in conditions of recurring
disruption, with negative experience of relationships with teachers and township authority
figures, For those managers who were able to pursue tertlary studies immediately after
matriculating - generally the younger generation of managers (Mofokeng, Montso, Mpulo,
Qabuka, Radebe) - going to university was an emotlonally intense, disturbing and often lonely
experience;

1t was the very first time I was away from home and meeting strange people, ... It
was threatening ... yon are called to make decisions about your life and you are not
sure if the decision you have made is correct. Whereas when you werc at home it was
easy: you just bounced it off your parents, you koow, you had a sort of sounding
board. (Mohapi, 1 June 1994)
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things tike that. In '85 we did write exams, even though there were still uprisings ...
schools were burned down, that kind of situation, And '86 was a bit more normal ...
better than 'R4-85, But still, you know, there were ongoing strikes and boycotts, stuff
of that time. But we did write exams at the end of '86 and that's when I completed
my matric, (Makwela, 15 July 1994)

Some managers were the targets of police surveillance and harassment while at school or
university (Duma, Koza, Mofokeng, Phasha). In Standard Eight Phasha was taken away from
school for questioning by the police. With other students she was required to report in the
mornings and evenings to the local police station in Soweto. She recalls that she often said
to her mother "I can't take it, I want to leave". Almost all students in township schools were
subject to peer pressure to conform to the anti-school culture of the 1980s, but most were
able to maintain some control over their work by studying at home. They accommodated
rather than endorsed or resisted peer pressure, and returned to school when they could
(Duma, Dumse, J.Khoza), The fate of schoolmates who "went under", that is, became
submerged in political activity, went into exile or simply dropped out of school was
instructive to these managers (Duma, Dumse, Kgantsi, Lukhele, Makwela):

Some of the guys who left school with me [after the Soweto riots of 1976] were in the
thick of things. They just faded and dropped school, dropped everything. ... For some
life stated very early, They started geiting married, and they were too young to
handie narriages. Things were just oo fast, too fast. One guy - a good friend of mine
- became a hobo. He was staying in the [drain? pipss out at Doornfontein. (Dumse,
30 June 1994)

Financial andt family pressures, and an instinet for self-preservation, made the managers in
this study take a pragmatic approach to their schooling. As Ch.aniah says,
[School demonstrations and boycotts] were exciting, but again you had to draw a line
whether to conttnue your life boycotting or not. I knew I could not afford to lose one
year of my time, (Chinniah, 22 July 1994)
Those who remained in school, or returned to it after an absence of months or years did not
finel it easy:

From a group of friends ... we wers about 12 or 14 of us, just two of us went back
to school, We were the joke of the whole group: "Gee, you guys are crazy, What are
you doing?" Myself and this friend of mine, we had a very slow life. Dull and very
slow, [laughs] but it paid off uiltimately, (Dumse, 30 June 1994)

As testimony to the paucity of nonformal education for young adults in South A frica in this
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black universities, extended some academic *years' by weeks and months, forcing students to
seek part time employment and additional bursaries to tide them over financially (Madi,
Montso, Phasha, Simelane), Most managers who were students in secondary schools on the
Reef after 1976 forfeited at least a year of their studies to ongoing demonat-ations and school
closures (Dumse, Job, J. Khoza, Khurralo, Montso, Phasha).

Despite the expansion of the education system for Africans, finishing secondary school in the
19705 and 1980s remained a major achievement in itself. A recent survey found that only 8%
of African adults in South Africa have passed matric,” comprred to 10% of coloureds, 27%
of Indians and 61 % of whites, Five times more whites have degrees than all other race groups
combined',

As matriculation pass rates, patticularly in Soweto, plummeted post-1976, parents concerned
about the interruptions in schooling, and worried that their children would be swept up in the
violence of the political struggle, sert their children to schools in the rural parts of the
country if they could afford it (Duma, Kgampe, Madi), This often meant a move to poorly
resourced institutions in the ‘homelands',' where schools stll functioned, even if there were
no teachers qualified to teach English or mathematics in the higher grades. Those who
remained in Soweto attemipted to study at home, forming study groups with others, and
attending school when possible,

Makwela, one of the youngest interviewees, remembers his secondary schooling in Tembisa,
a Reef «wnship, in the politically charged era of the 1980s:

At first, I was young, and well, I didn't know what was going on, I just went to
school, In '84 we didn't write ¢xams because it was very dangerous .., uprisings and

¥ The percontage of matriculated Africuns is higher In the metropolitan and former homeland areus than
it is in the former *white’ South Africa (Krige, 1995 80).

'8 There are 345 249 white people with degrecs, 31 238 Afticans with degrees, 13 825 degreed colonreds
and 20 677 degreed Indians (Krige, 1995: 80),

" The former homelands and states have the greatest population numbers nd highest percentage of young
peaple. They also huve the lowest percentages of economically aetive peopls and grestest levels of poverty -
more than 73% of people. The African education system is highly disadvantaged. Many districts have n
pupllAeacher ratio of over 40:1, In the Bastern Cope this ratlo reaches 67:1 in the Bizana region (Krige, 1995:
78
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You had to make a pretty clear decision between school and political involvement. It
was sort of one or the other, because you could get swept up in politics, and that
[meant] you would have to leave the country.... There was no question Jiat you could
argue your case in a fair trial, The chances of you coming back alive after detention
were almost nothing, (Mofokeng, 21 July 1991)

We were all caught up in this thing [black consciousness], and through my friends I
got myself involved in politics. Some of my friends ended up in jail,.. I sat down and
discussed this issue with my wife and she said, *You have got to choose [between]
your family or politics'. And confronted like that, I had to make a choice one way or
the other and I chose my family, (Mohokare, 11 July 1994)

For these managers, the choice was clear: joining the political struggle meant abandoning
their families, their education, and their prospects of advancement at work, They were likely
to incur detention, exile, injury and possibly death, These managers decided against political
involvement, but remained sympathetic to the aims of the liberation movament. They made
their own adjustments to the struggle:
I would not toyitoyl down the street and throw stones, If I heard someone was
injured, or there was blood, 1 would walk another way, (J. Khoza, 3 June 1994)

I would write features for an underground publication, but I would not pick up a guu,
(Madi, 16 September 1994}

The black consciousness movement, and the subsequent efforts of the liberation movements
to wage a national struggle, inspired those in school with a vislon of black power, integrity
and unity, In the 1970s and 1980s, however, most respondents who were still in school
experienced problems related to the breakdown of the black education system following the
Soweto uprising of 1976, For those aspiring to tertlary education, the most common problems
related to apartheid Jegislation which limited access, accommodation and transport to
historically white universities (Kgampe, Mgengebule, Qabaka), Black students at these
universities were often compelled by their socially isolated circumstances to engage in
political activity on campus:

You didn't have a choice ... therc was a small number of black students .., everybody
knew who was who ... if you weren't towing the line, you might get ostracized, But
then you could say, * Who cares?' because the whites were not going to like you either,
You didn't want fo lose on both sides, (Qabaks,16 August 1994)

Institutional closures, and disrupted or delayec! examinations, particularly at the historically
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a single demonstration. We would wake up at 4h00 AM and sit at stations ensuring
that nobody boarded the train o work. The stations would be blockaded. By 3
o'clock the police were shooting and the students were running all over, but that was
the name of the game, And there was the issue of identity. We were no longer
combing our hair, We were growing beards as a sign of biack consciousness. (Duinse,
30 June 1994)

Bundy (1987) describes these township youths as South Africa's first sociological generation,

a group with its own generational consciousness - relatively educated, totally urbanised and

sympathetic to statements of black political identity.

Several black managers in this study (Duma, Koza, Mofokeng, Naidoo, Simelane) had links
to student and youth organizations in the townships or on university campuses, such as
NUSAS (National Union of South African Students), and its offshoots SASO (South African
Students Organization) and UCM (University Christian Movement), but only one of them,
Rachidi, played a leadership role in the black consciousness movement.” Two women, Koza
and Mpulo, inspired by the ideals of community service promoted by Steve Biko and
Mamphela Ramphele, practised for a while as teachers and community workers in remote,
impoverished communities in the 19705, Those who openly identified with and participated
in political action were detained and harassed by the pol’, > in the 1970s and 1980s (Duma,
Koza, Mofokeng, Phasha, Rachidi). But more often than not, the managars in this study
attempted to avoid confrontation with the security forces and authorities and carry on with
their studies:

I was not an activist .., but as a tainking person, as a person of colour subjected to

an unfair system, I could not be non-polivicized. (Fithoo, 15 July 1994)

There were stayaways, there were boycotts at school and we all just had to flow with
the crowd, Once you were with the crowd, nobody seemed to notice you, they [the
authorities] cannot single you out there, (Chinniah, 22 July 1994)
For many managers the activism sponsored by the libers*ion movements clashed head on with
family loyalties, and the time-honoured values of obedience and cooperation, upheld by their
elders as the keys to survival and economic security:

1" Rachidi was Vice Chalrmon of the Witwntersrand branch of the Black Peoples' Coavention, and after the
arrest of other prominent leaders In the organization in 1975, beeams Nnativnal Presitent until the BRC was
bannud 1n 1977,
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Atteridgeville, near Pretoria, thus: "We were the real products of Bantu Education ,.. we
were not taught to fend for ourselves. We were not taught to think but to obey".

Alongside this picture of deteriorating quality and standards in schools in the 1960s and 1970s
are reports of high performance on the part of individuals, and recognition of achievernent
and potential from teachers, parents and neighbours. Many managers (Chaba, Job, Kgarmpe,
Koza, Mohapi, Mpulo, Phasha, Radebe, Simelane, Thibedi) were identified as promising or
"brilliant" scholars, and were assisted {financially, or through recommendations) to attend
reputable mission or boarding schools, often sotue¢ distance from home,

Far surpassing the influence of teachers and school administrators on students at secondary
or tertiary education institutions in the 1970s was the sway of the black consciousness
movement. The ideclogical content of black consciousness stressed black independence and
self-empowerment, stimulating a new political awareness among students, Mpulo describes
how she and her classmates were inspired by the theatrical productions and pamphlets
disseminated by members of the black consciousness movement, Charismatic leaders such as
Steve Biko and Saths Cooper came to visit Inanda Seminary, and encouraged students to foxm
4 junior league of SASQ, the radical South African Students Organization, which operated
in tertiary level ingtitutions, Other students, living and studying in more disadvantaged urban
settings, were mobilized to political action in 1976-7, action which effectively challenged state
control over Sowetp for a time. Dumse describes vividly the events of 16 June 1976 when
he was a student in Orlando West High School in Soweto, leading to i subsequent
identification with black consciousness;

At the time I was doing Standard Nine. On the 16th of June I remember we were
starting our exams, That morning we had one of our mid year exams, At that stage
there were tw/o very strong soccer tetins in Soweto, and one was in Orlando West ..,
50 you can just imagine - that morning we were all looking forward to the match in
the afternoon of that day. ... Then the rumour went around that all high schools are
coming our way. ... The majority of us, you know, just heard the noise growing
closer and closer, and the sound of people singlng coming closer and closer to
Orlando West. To the point, where, you know, it was difficult to st in a classroom
and concentrate on the exam paper. We all dropped our pens and walked outside, We
didn‘t want to be caught inside the classroom, We didn't know what was going to happen.,

The shooting started that very day, It was 10 or 11 when they started shooting, Hector
Petersen was killed, And from there on everybody became conscious, We missed not
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introduced or monitored in the systematic way that major organizational development
programmes in the Bank normally would be,

In keeping with moves towards a more strategic management approach, and prompted by the
negative views held by black staff on the subject of employee diversity, as revealed in the
1992 “Interact' surveys of management and general staff, the Bank turned its attention to the
procedures used to assess, train and develop its existing staff. Efforts were made to identify
potential in supervigors, so that they might be developed and promoted, The performance
appraisal sysiem, .nown as IPMS," was refined, aud cross-functional Career Management
Committees were instituted within the system to identify potential, assess *personal resolve’,
review performance and suggest career development paths for individuals within the Bank's
branch, regional and divisional networks, Thus career path planning joined testing, education
and traimng as cues for development and promotion,

7.5 CURRENT AFFIRMATIVE ACTION STRATEGY

In June 1993 a *Stretegic Issue Conference' on affirmative action was held for senior and
general managers of the Bank to initiate serious debate about affirmative action and raily
support for it. Prominent black leaders, including Mamphela Ramphele and Nthato Motlana
were invited to address delepates, They invoked * demographics' and * market forces' alongside
the familiur moral and political arguments in favour of affirmative action, conflating business
strategy and social responsibility, So successful was this approach that the conference ended
with & resolution that *equity' should be a key value and business goal for the Bank to the end
of the century. The dual strategies of affirmative action and *managing employee diversity’
were to be deployed to achieve equity, Affirmative action is understood to be a relatively
shor* term intervention designed to bring more biack people into the organization, Managing
employee diversity is concerned with getting value from a multicultural workforce, The nature
and value to the organization of ‘equity', however, is illusive and remains unexamined,

H Integrated Performance Manngement System,
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contemporary manpower planning models, By 1990, however, it was felt that these targets
were too challenging in an era of slow business growth caused by the economic recession.
White managers believed that their cwn jobs were threatened by affirmative action, and
resented the advancement of black staff, Furthermore, the compulsory targets did not
accommodate the diversity of the Bank's regions and divisions, and the varying levels of
commitment felt by regional managers. For example, the merchant banking division was
relatively responsive to pressure for change while managers of the branch networks tended
to be more conservative, reasoning that whiia customers would feel uncomfortable handing
their money over to blacks.,® According to several respondents in this study, certain
departments in the Bank became identified as "no go" areas for blacks when senior managers
declared that they did not want blacks working there "because they dre not work oriented",
One black manager described in poignant terms a common expenence of inter-personal
relations at the Bank:

There was a tlme when people did not want to work with me or speak with me because
I was black. Some people do not speak to you because you are [their] junior fin age
or rank]. But I came to understand the protocols and codes, (4)

Discrimination and evasion on the part of some highly placed white managers apparently went
unchatlenged and unchecked, Integration proceeded at a slow pace. Voluntary targets, set by
division [ and regional managers in consultation with their general managers, replaced
compulsory ones in 1993, following a Strategic Issue Conference on affirmative action, but
were 8till of.en unmet. As one respondent put it;
There are a lot of black employees around, but when you look at the type of jobs they
are doing then you see they are still down there in the lower ranks, and further up you
see thelr numbers dwindling. (20)
Those black appointments which were made tended to be of recruits from outside the Bank
rather than promotions from within, Furthermore, new recruits were more likely to be
employed in the *soft' field of human resources (in public relations, education and training,
personnel) rather than spread scross occupatlonal fields, Affirmative action was not being

1 The Bank did not even hire blacks as security guards, since black men carrying gung made whites
nervous,
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them an opportunity to discover where thelr aptitudes and interests lay. Supervisors were
assigned to oversee participants' work and to provide mentoring functions,

Problems with the Accelerated Training Programme arose almost from the outset. Learners
in the programme resented being shuffied from one department to another, and were
uncomfortable with their unstructured carcer paths, Trainees found it difficult to get
appropriate training from conservative staff members of the branches to which they were
assigned, and experienced unaccountable delays and obstructions in their postings, They felt
no sense of belonging or commitment to the organization, and lacked confidence in their
contribution to the work of the departments to which they were seconced. The permanent
staff of these departments expressed antagonism towards the * prima donnas' of the Accelerated
Training Programme whom they suspected would be promoted over thelr heads.

By this time the Bank had already coniducted a number of studies which indicated that "the
changing demographics of the marketplace” would increasingly influence its strategic
development. It was also politically desitable to recruit and develop black staff, as this would
be a point in the Bank's favour in the competition to attract accounts from the new, black-
dominated provincfal and local governments created in the wake of the 1994 electlons, Thus
there were good grounds to believe that biack advancement was essential to {he future growth
and prosperity of the Bank.

The Bank tends to cancelve of its black staff as a commedity: it must have a sufficient supply
of them, and it is prepared to pay a premium to get them. As the black managers interviewed
in this study put it:

The Bank Is a numbers driven orgarization, not a people oriented organization. (20)

Ifit's not in numbers, the Bang doesn't understand it. (d)

So it Is not surprising that the Bank turned to devising numerical targets for affirmative action
rather than studying the reasons for the lack of success of previous initiatives, Targets for the
recroitment and promotion of black staff had first been set in the 1980s, based on

2 The Bank came to realize that B0% of its potential customers were black.,
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intraduced in 1986, and was applied for the appointment of clerical staff, junior supervisors
and junior managers, However management has remained an overwhelmingly white, male
preserve, In June 1994 & survey of all the Bank's regions and divisions confirmed that senjor
management was 100% white, while middle management was 98% white. Junior management
was 92% white, with Asians and Coloursds making up 5% of staff at this level, and Africans
3%. Senior supervisors and junior superviscrs were 88% and 73% white respectively, with
Africans represented at 2% and 6%.

The main vehicle for black occupational advancement at the Bank in the 1980s was a *Career
School', introduced to provide bridging education to promising matriculants and graduates
who were to be employed in the Bank's branch network, The Career School grew out of the
unfortunately named "Blackenization" project, a 1979 initiative to recruit black candidates for
inservice tralning in branches of the Bank situated in the former homelands, The Career
School focused mainly on improving the readlng skills of learners, but also introduced them
to basic economics and remedial mathematics. The six-week programme aimed to increase
learners' reading speeds and comprehension, thereby rendering them more efficient in their
work, while also preparing them to undertake studies for their banking exasmy.” In 1988 the
National Institute for Personnel ™ search was commissioned to evaluate the Career School,
and, following its report, the school was suspended.”

In the mid 1980s & management development programme, which had previously
accommoxated white employees only, became available to blacks and was rechristened the
* Accelerated Training Programine', The programme foresaw a five-year training period,
during which participants were invelved in formal fraining for one year at the Bank's
colleges, and were seconded for short periods of time to various departments within a
particular geographic region of the Bank's branch netwerk, This was done to familiarlze
recrults with the wide range of work activities carrled out in the organization, and to offer

19 'The traditional route to a career in banking is by passing the exominations of the notoriously vigid Institute
of Bunking.

! The Carear School concepl has been resurrected in the 19906 in the form of a more focused *Banking
Cullege', Tho Banking Collage aima to recrolt and train entry tevel stnff for frontline positions {counter staff,
tollers, recoptionists) in the beanch network. Tralning is provided in pre-service and in-service modes, from one
16 three mionthy' duration.
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The managers ot the meeting confirmed the broad argument of the case study, and expressed
a desire for concerted action on the part of the Bank to address issues which greatly affect
them, and which also contribute to the Bank's public image, When it was announced that the
Bank had been successful in its bid for the provincial government account, some managers
expressed fears that the Bank might become increasingly complacent, rather than more
proactive, in the matter of affirmative action in the future; *Now that the Bank has won the
Gautzng account, affirmative action and managing employee diversity will be right at the
bottom. These matters will not get priority *

In the text whicly follows, significant statements made by respondents are used to illustrate
certain themes andl to testify to the authenticity of the research. These statements appear in
the text in #alic soript, followed by a number in brackets, eg (4), which bas been assigned
to the respondent to protect confidentlality.

74 THE HISTORICAL DEVELOPMENT OF AFFIRMATIVE ACTION AT THE
BANK

In the past decade the Bank has been enterprising in developing technology and services for

its ellentels, but has not committed itself equally to human resources development. Chanpes

in staff policy arise mainly in reaction to external political pressures, rather than in response

to internally felt needs,

Forty percent of the Bank's staff 15 black® but very few of this number are employed in
management positions, The Bank's board of directors, an all-white preserve until 1992, now
has seven black directors on two of its boards, In the 1980s the Bank subscribed to popular
notions of equal opportunity and black advancement, but failed to sustain measures which
would alter the racial profile of its workforce substantially, A policy proposing rhe
preferential recrnlunent, selection and development of African, Asian and coloured staff was

? Like most entpioyers, the Bank refers (o black South Africans s "ABCs", using the old Aparthoid
categories of Asians, Blacks and Cotoureds, However, in this study, the term *black’ is used to refer to African,
Asian nnd coloured people penorally. The researcher acknowtedges that both terma of reference are prohlemasic,
for reasons which are not entered into heve,
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Bank's operations and to provide an historical perspective. The mananer in charge of
affirmative action selected five colleagues, with varying portfollos and periods of service at
the Fank, who were available and willing to be interviewed by the researcher in the second
wesk of Septemibes 1994, The names of a further three managers were put forward during
fnterviews with the first seven respondents. Thus an intentional sample of ten managers was
built. The researcher was able to interview all the respondents at least twice, Interviewees
were asked to provide biographical information, and to correct summary notes made by the
researcher drawing on her notes and interview transcripts, as descrived in Chapter Two.

Tentative research results were reporied back to participants in mid January 1995 in the form
of & draft case study. Participants were asked to read the case study and complete a response
fonin, which was to be returned to the researcher {(see Appendix Three). Concurrently, the
Rank was engaged in a bid for a R10-billion contract to administer the Gauteng province's
financlal affairs, In the open tender process, proposals were judged not only against pricing
structure and capacity to handle the account, but also against attitudes towards community
involvement and the Recoustruction and Development Programme,® Concerns among senior
management that the researcher's draft case study was being widely circulated in the Bank,
and could possibly injure the Bank's bid for provincial government accounts, led to a request
for a meetit.2 to ba held at the Bank on 7 February 1995. An endeavour to suppress the
report and hinder its circulation was quickly squelched, to the credit of officiats in the Human
Resources department. who perceived an opportunity to learn from the report, Seven of the
“managers who had contributed to the study met with the researcher to correct errors in the
case study and check her interpretations. Submissions from several other staff members were
also received at the meeting, The case study was revised in the light of the meeting, and
presented to the Bank as a base for focus group discussions scheduled for the week of 13
February 1993,

¥ Seo the Mailand C wrdinn, 27 Junuary 1995, for an account of the tander process vnttted *Councl has
banks grovelling'.
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It seems certain that measures will be Introduced to combat discrimination on the grounds of
race, gender, location, and other non-economic factors. According to the RDP's section on
reform in the banking sector:

Batiks should be required by law to disclose their loans by race and gender, their
assets and liabilities by sub-region and sector, their staff by race and gender, the
location of their branches and their defaults by nelghbouthood. Blanket bans on
mortgage bonds to specific communities - "redlining® - should be forbidden,
(* Banking Survey', Supplement to Business Day,
30 June 1994 : 3)

In response to changes in its external environment arising from the deregulation of financial
services, the imminent end of cartel-like conditions, and the expansion of consumer markets,
the ‘paternalistic' style of management characteristic of banks generally is graduaily giving
way to a *strategic' management style (see Chapter Three), The transition is not yet complete
in the Bank, The two overlap and co-exist, and together create tenslons which affect
aidrmative action, as will be shown later in this chapter.

7.3 NOTES ON THE RESEARCH PROCESS

The researcher first approached the managers responsible for affirmative action at the Bank
in December 1993 and arranged to carry out her investigation in the latter half of 1994, when
the Bank's new strategic ~~tion plan for affirmative action was to have been in place for six
months. In the end, some int=rviews were conducted in Janvary and February of 1994, and
more in September and October of the same year.

The Bank is & very large organization whose business affairs are grouped In six geographic
regions and seven divisions, each containing business units with varylng ethos and degrees
of autonomy. For logistical reasons, the researcher focused on the staff of the Human
Resources department and of two other divisions, all located in Johannesburg,

The mapager in charge of affirmative action, and his superviser, the Manager of Strategic
Resourcing, set aside time to be interviewed themselves, and provided the researcher with
general information about the Bank. They also suggested further contacts in the Human
Resources depariment who could be consulted for information on specific aspects of the
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accounting, engineering and architectuial professions®, Investment services include schemes
aimed not only at professional groups, but also at the youth market, stokvels’ and burial
societies. The Bank’s Small Business Unit targets black entrepreneurs; its Community
Banking Services Division was started to support micro-enterprises (for example, hawking)
and to provide loans to small borrowers. A pension scheme for domestic workers and loans
to students selected to train at Vaal and East Rand colleges were instituted to help the Bank
grow in the black market.

The Bank is well known for its generous support of the fine arts and the performing arts in
South Africa. The Bank's Foundation, with a 127§ budget of R8 million,® disburses funds
to cultural, welfare and educational institutions, including all of South Afilca's universities
and technikons, the Joint Bducation Trust, the Valley Trust, Junior Achievement Schools and
Star Schools, There i3 black representation on the miain board and on regional advisory
boards, and a new black advisory cominittee which has been set up to counsel management
on strategies to improve its programmes in the black market. Notwithstanding these efforts,
the Bank shares with other major South African banks a poor record of supporting black
individuals and enterprises, In 1994 less than 2% of all bank credit went to individual black
South Africans.’

In 1994 the ANC's Reconstruction and Development Programme (RDP) took South African
banks to task for the lack of finance made available to disadvantaged communities, saying:

A handful of large financial institutions, all linked closely to the dominant
conglomerates, centralise most of the country’'s financial assets. But they prove unable
to serve most of the black community, especiaily wormen,

(RDP, 1994: 110)

# Stokvels ure informal savings olubs or syndicatas. According to the Portfolio of Black Business in Sonth
Africa (1994) there are 800 000 stokvels in South Africa, with a cash flow of R50 million a month.

* The 1993 Foundation budget was reportedly R41 million,
7 Se the Banking Survey', a supplement o Business Day, 30 June 1994,
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In the 1890s the Bank adopted a policy of corporate growth through amalgamation and
consolidation, increasing the number of its branch offices by absorbing or pushing out
smaller, independent banks and community based building societies. In this century, the Bank
has survived many financial and currency crises which have put lesser institutions out of
business, Financial deregulation of the banking industry in the 19805 resulted in cut-throat
competition between large and small banks searching for a profitable share in an * overbanked'
market, Betwsen 1950 and 1993, in a major rationalization of the industry, South Africa's
top seven financial institutions were replaced by four large banks, with smaller players
re'egated to niche markets. The banks wh: 1 survived the turmoil of the past 15 years now
face a changed political environment, with new challenges and crises.” Three of these
challenges are the expansion of consumer markets, increased competition from overssas
banks,* and anticipated legislation to outlaw discrimination in lending practices, of which
more i3 said below.

The Bank offers a wide spectrum of domestic and international financial services including
credit cards, hire purchase, morigage loans, estate planning, insurance broking and unit trust
investments. In the past decade, the focus has been on developing sophisticated, technology-
based products and services to facilitate local and international transactions, While South
Aftica remains the Bank's primary market, neighbouring countrles are areas of increasing
activity, while operations are also expanding in Furope and North America. The Bank
employs over 30 000 people, and is listed on the Johannesburg Stock Exchange,

Historically the Bank served mainly the white community, with its strongest support coming
from wealthler English speaking people and organizations. Like other financial institutions
in the new South Africa, it has developed special packages to meet the needs of more varied
customer groups, defined - in the Bank's literature - by occupation and social aspiration,
These include packages tailored for "students striving for the top.,. innovative and dynamic
achievers...those who have reached the top.,.the medical profession and...the legal,

? See Business Day, 25 June 1993: 8,

* International compnnies are expected to compete strongly in money and capital markets, and in project and
trade finance, but not in the retail market,
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destre for confidentiality, the names of individual managers have been replaced by numbers,
50 that neither they, nor their employers, may be identified.

The case studies are presented iq a specific order, starting with the Bank (in this chapter) and
proceeding to the Oil Company (Chapter Eight), the Conglomerate (Chapter Nine}), and the
Retailer (Chapter Ten), reflecting a continuum from least to most successful in affirmative
action, The reasons for this success and failure are discussed in Chapter Eleven, the final
chapter of this thesis,

7.2 INTRODUCTION TO THE BANK

The Bank hag been operating in South Africa for more than 130 years and is one of the
oldest, and most successful, commercial banks in the country, Originally a British bank, the
first colonial head office was established it 1860 in what was then the prosperous centre of
the wool export business, Port Elizabeth. In the vanguard of aggressive imperial expansion
in Africa in the latter half of the 19th century (see Chapter Four), the Bank was the first to
open a branch on the diamond fields of Klipdrift, the first to establish representation on the
Witwatersrand gold fields' and the first bank to open i what was then Rhodesia, The Bank
played an important role in the diamond and gold industries, which supplanted wool as South
Africa’s main export product in the 1880s. The word *British' was droppeu from the Bank's
title in 1883, enabling the Bank to operate in aveas outside British jurisdiction.” However,
ties to the British parent institution were retained until the local operation became wholly
South African owned in 1987.

! Joharmesburg's first bank was a tent which opened for business in 1886 (Business Day, 25 June 19931 25).

? At the time there was atrong apposition to *forsign' banks i the Free State and the Trangvarl republios,
Indead the imperial banks were expropriate] from the Free State by a special decres of the Volksruad In 1865,
The gold fields of the Bastern Tranavanl wese outside British jurisdiction, and, although the situation ohanged
temporarily when the British annexed the Transvaal in 877, the Zuid-Afrikeansohe Republiek regmined
independence in 1881, temporarily constraining the Bank's expangion,
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CHAPTER SEVEN
INTRODUCTION TO THE CASE STUDIES AND
AFFIRMATIVE ACTION AT THE BANK

7.1 INTRODUCTION TO THE COMPANY CaSE STUDIES

In constructing the four case studies which follow, the researcher asked questions regarding
each company's current affirmative action profile, the scope of its policy and programmes,
and the history of affirmative action at the company She also sought a picture of the
structures which support affirmative action in the organization, such as s.aff selection,
agsessment, training and development, Ske enquired about the racial and gender composition
of management and the corporate board, and about mechanisms for empowering black and
female employees within existing frameworks, such as bursaries, mentorships, job
fragmentation, strategic placement and caucus/support groups. She also asked about the
impact of theé economic recession and the transition to 2 democratic government on
affirmative action policy and implementation.

Each case study containg an account,of the successes and problems encountered by the
company in implementing its former and current affirmative action policies. Incongruities
between policy and practice are explored in an attempt to distinguish significant changes in
corporate values and structures from expedient and public positions,

As disoussed in detail in Chapter Two, background information for the case studies came
mainly from focus interviews conducted with staff members of the human resources
department of each company, This information was a1.gmented by written materials pr¢ & v
by respondents, including corporate policy statements, strategic action plans, notes on internal
programme evaluations, and records of staff discussions,

The names of the organizations in which the case studies were conducted are not supplied in
the text, as requested by company officials when the researcher negotiated access to
interviewees in 1994, This request reflects sensitivity to public opinion about each
organization's affirmative action status, as wzil as concern about the delicate state of
communications, both inhouse and externaliy, at the time of writing. In keeping with this
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themselves, who describe themselves as "fighters" and “achievers", "focused, "goal-directed"
and "ambitious", They feel that it was their own hard work, persistence, and eye for the main
chance that got them their present station in life, aithough they also rate highly the educative
influence of their parents, the black consciousness movement and the trade unions.

So how can we reconcile the social problems raised in a study of personal biographies with
the rigours of broad social analysis? Mills (1978) believes that this is the chalienge which
exercises the sociological imagination:
The first fruit of this imagination - and the first lesson of the social science that
embodies it - is the idea that the individual can understand his own experience and
gauge his own fate only by locating himself within his period, that he can know his
own chances in life only by becoming aware of those of all individuals in his
circumstances. ... We bave come to know that every individual lives, from one
generation to the next, in soime society; that he lives out a biography, and that he lives
it out within some historical sequence, By the fact of his living he contributes,
however minutely, to tl.e shaping of this society and to the course of its history, even
48 he is made by society and by its historical push and shove.
(Mills, 1978: 19)
In this chapter, we have seen that black menagers demtonstrate a high level of awareness of
their location in an historical period, and in South Africa's particular social structures. They
are conscious of the people and events which have shaped their chances in life, But what of
their awareness of affirmative action? How are they affected by the "push and shove” of
corporate interventions? Of public opinion? How do their personal biographies contritvte to
the evolution of affirmative action? The insights devaloped in this chapter help us see black
managers in a more pro-active, forceful role than has nsuaily been ascribed to them - a

perspective which is carried forward in the four corporate case studies which now follow.
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understanding by underplaying the tensions and conflicts which characterize multiracial
soclety.

In line with its strategic management approach, *equity' has been cast as one of the Bank's
business goals. This makes racial preferences in hiring and promotions (a consequence of
impending legislation) more acceptable in the orgenization, and bolsters the notion that
affirmative action is instrtumental in expanding consumer markets in black communities. By
emphasizing the supposed business benefils to acorve from aff “mative action, the potential
social and cultural impact of affirmative action on the organization is suppre.sed, Indeed it
sometimes appears that affirmative action and managing employee diversity initiatives are not
supposed to have any effect on the Bank's operations or culture - or at least no one is
permitied to suggest that they should have. A good deal of emotional underbrush might be
cleared away if it was conceded at s outset that affirmative action means far-reaching
changes. It brings with it problems which are difficult to deal with, but these are only
increaséd when people in the organization barely admit to themselves that this is what may

happen.

The persistence of segregation and conflict in the Bank yields little hope of imminent racial
accommodation and coexistence. It is possible that substantial progress will be made only if
the Bank is faced with a crisis arising from external political pressures, As issues of
development and reconstruction become Increasingly prominent on the political agenda, and
development agencies come under clo:  scrutiny, sources of finance are also drawn into the
spotlight. Pressured by political change and new economic realitles, the Bank may yet
undergo a process of transformation, not only in terms of its financlal services, but also with
respect to employment policies and management practices.
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Unequivocal leadership from the chief executive officer In setting the vision ...
basteally to shout it from the rooftops and to carry the flags. (20)

Only once we have reached a critical mass will we see change. (4)

These responses are interesting. The first respondent sees the impetus for ¢hange arising from
the top of thie organizational hierarchy. The problem i's seen as one of conununicating, with
clarity and convietion,  *vision' of the way forward for the Bank. It suggests that successful
change strategles must have an ideological dimension as well as a practical one, and that in
the Bank more attention needs to be glven to the former. The second response sees change
in terms of power relations at the Bank. Only when black managers are employed in
significant numbers will it be possible to transform the organization from within,

7.8 CONCLUSION

The faflure of senior management to provide conststent leadership and support for affirmative
action suggests a tenacious resistance to any reduction of racial hierarchy at the Bank, Senilor
managers may wish to give an appearance of change, and may wish te be seen to take action,
but ultimately they condone a process whereby efforts made by members of the Human
Resources department to promete equality in the organization are undermined and sabotaged.
First, regulatory mechanisi.s, such as hiring and promotion targets are set up. A procedural
and numerical edifice Is created v hich ensures that the issue of hiring 2 certain number of
blacks is given prominence over other issues, such as discriminatory practices in the
organization, Then theie are repeated instances of interposition and aullification of the
strategy ("We can't find enough suitably qualified biacks™; "Blacks don't fit in"; "Blacks
don't perform well") until concessions are made: voluntary targets replace mandatory ones.
Because no sanctions or rewards are instltuted for action, little progress is made. Only small
numbers of black managers are incorporated in the organization, and they are spread thinly
in line positions, ensuring that there is no effective challenge to traditional agents and patterns
of control. The skills of white managers are assumed to be adequate for dealing with new
employees and changing situations, while black managers are tied up in training programmes
and otherwise diverted and prevented from doing jobs with real responsibilities, When
blatantly inappropriate attitudes or deflclent skills are exposed, employees are sent to
‘managing employee diversity' workshops, which are intended to facilitate inter-racial
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Why does the Bank pay me at a senior grade to do a junior grade job? I am not being
used the way 1 should be. 1 feel abused. (43)

Iwant to be seen (o be performing, to be able 1o dellver, 1 hate being, a puppet and
{ hate being kept in q situation where my regular answer to questions & "I don't
know", {14

Lack of an integrated strategy

Recruitment and education and tralning functions are separate sections of the Human
Resources division, while the responsibility for strategic planning and monitoring of
affirmative action lies in a third department. Sharing information and acting in a concerted
and coordinated manner on affirmative action is constrained by such arrangements. The root
of the problem, however, lies in the perception that affirmative action occupies the uneven
pround between strategic business planning and human resources strategies, The absence of
a holistic and integrated vision of affirmative action has been referred to above, *Equity' may
be included in the Bank's strategic business goals, but it 1 not linked to other strategic
imperatives, nor is it implemented or evaluated in the same way.

Low priority

Thera 15 8 suggestion that white managers have become both complacent and cynical about
black oceupational advancement, and that affirmatlve action has efiectively been sidelined in
the organization:

Shortly qfter the Strategic Action Plan was drawn up, offirmative action was the
Slavour of the month, bur now the focus has shifted ... 10 quality service, I
[affirmative action] was ¢ ~wial last year, but not this year. (29)

7.7 STEPS TOWARDS A MORE EFFECTIVE AFFIRMATIVE ACTION
STRATEGY

What do black managers at the Bank propose as ways of improving the Bank's performance

in affirmative action? Respondents in this study made relatively few recommendations,

suggesting that they experlence high levels of demoralization and vesignation, Two of thelr

suggestions are given hore:
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Black people want to belleve they are making a contributlon to the bottom line; that
they are a profit component of the business rather than a cost component. (12}

Most of fthe firs: wave qff black managers were shakers and movers, people of ralent,
They have all left the organization. They felt stiffed, hopeless. (20}

I wanted real results, particularly in qffirmative action, which was my area of
responsibilley, and it just became clear that 1 was not going to see any. (29

There is too nuch concern for white fears, but very little concern for black fears. ...
The assumption was that they [black mancgers] had fhigh] expectations, while they
actually had feqrs. Nobody bothered abolit their fears. (20)
The power of black managers to withhold their labour, or to transfer it to another conpany,
{s substantial and reliable:
Blacks hold certain levers of power .., because without them qfftrmative action cannot
happen. (20)
The practice of ‘jobhopping' from on¢ organization to another 1o gain higher salary and
position is both economically rewarding and & means of exercising power, Black managers
do not share their white counterparts’ concern that this practice has become an endemic and
destructive feature of affirmative action, While white managers point out that it diminishes
opportunitiey for advancement from the ruks of junior management to middle management,
black managers see it as & reinstatement of their own sense of agency in the face of efforts
to marginalize and diminish them in thie organization,

Black managers point out that the Bank, along with other latpe companies in South Africa,
enconrages job hopping by engaging In ‘poaching’ expeditions from other organizations, and
paying premiums for those black managers rezruited to the organization, Yet once hired,
black managers are not welcomed or inducted inio the company. Their responsibilities and
duties are frequently not explained to them:

They bring biv.ck people in and then they dump them. After six or seven months they

[black managers] say: "There is nothing for me here®, so they leave, (43}
Meaningful asgignments are withheld from them, undermining their sense of worth and
achievement:

1 have difficulty [finding] reasens why I should wake up in the mornings and come
here. 1 spend hours and hours bored. Nor bored hecause there Is nothing to do, but
bored heoause I'm doing things which are not developing me in any way. (12)
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Poor managerial skills

Managerial skills, on the part of many white managers, appear to be deficient, especially in
the areas of assisting subordinates' career planning and development. Black managers
repeatedly expressed concerns regarding their marginalization, and the :20k of support and
feedback they experienced:

There Is resistance to the contribution I con make. It's a bit of a love-hate
relationship, They don't really want me 10 go, but they are very uncofortable with
me being around, (20)

Black managers commented specifically on the lack of intercultural consultation and
communication among employees, persistently biased perceptions of their ability, and lack
of real discussion and exchange of views in performance appraisals,

An alternative explanation of the unsupportive, insensitive behaviour of many white managers
at the Bank is offered by Kerfoot and Knights (1993: 671) in a study of gender discrimination
in UK financial institations, They identlfy the strateglc management approsch adopted by
financial organizations with a form of *competitive masculinity' which ranks individuals in
terms of their capacity to exercise control over events and to securg the compliance of others,
According to titem competitive masculinity is precarious and insecure, caught in a "ceaseless
striving for material and symbolic success, where conquest and domination become exalted
as ways of relating to the world", In an endless search for validation of thelr own
competency, men attempt to subjugate women and ‘lesser men' who represent a threat to
them. The good fit of this interpretation to conditions at the Bank is born out in the words
of one black manager;

When you see how [aggressively] white people behave famong themselves] ir's not
surprising thar qfftrmative action falls. I would call it @ struggle for acceptance, power
and position In the orgenization. (4)

The high rate of attrition of hlack managers

A great cause for concern at the Bank is the high rate of attrition amongst black staff,
particularly at imanagement level, In 1993 55% of the black managers who had been
employed within the past two years had left the company. Asked why black manapers leave
the Bank, respondents clalmed:
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Generally the feeling is that there s something wrong with black managers, not that
there is something wrong with the Bank. (4)
A great deal has been written (Human, 1993; Human and Horwitz, 1992; Hofmeyr, 1993)
about the negative impact of racist and sexist environments on the performance of under-
represented groups in work settings, It would appear that there has been no improvement in
conditions at the Sank over a number of years, and the environment remains one in which
black managers struggle to develop themselves and advance in the organization.

Responsibility and accountability.

It is & traism in the management of affirmative action that the human resources function
should provide a support role, while the project needs commitment from senjor management
as well as line accountability. We have seen above that top management has falled to provide
a longer-term vislon to guide principled action, thus undermining initiative and averting the
flow of the ‘cascading' communications strategy. But line management has also largely
abdicated its it sponsibility to customize the strategic action plan or to initiate alternative
arrangements, When black managers are selected or promoted, the action is largely the resulf
of an individual manager's initiative, Managers are not held accountable for meeting
affirmative action targets, and ine appointment and development of black managers is not an
enforceable component of their performance appraisal,

Limited ownership and commitment to the process

The strategic gction plan was mainly a product of the Strategic Issues Conference in June
1993, and is thus a senior management project, Because a wider spread of individuals and
groups within the Bank was not involved in the design, and because the attendant
communications strategy is top down and prescriptive, levels of commitment and sense of
ownership at other levels of the organisation are weak,

* Anactlon groupon * managing employee diversity' was convened in the central services unit of the Human
Resourees deparimont in 1992 to coordingte corporate affirmuative action projucts. The group had no real power
or support within the organization and becurso inkctive in 1594,
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standards of personal conduct. A consequence of this "ethic of guardianship" is the highly
specific and narrowly defined duties piaced upon employees, on the grounds that staff of a
lower status and *respectability’ could not be trusted with the levels of soclal responsibility
presumed to reside in high office.

A pervasive fear seems to exist that the Bank's social conventions and traditions (in
interpersonal relations as well as in business matters) could be contaminated or defiled if
alternetive practices were introduced, As black managers point oul:

There is a [X] Bank way of doing things ... a typical [X] Bank manager or executive,
The Bank takes people and it clones them ... devglops them into a ceriain image that
Is accepted at the Bank, There Is a strong concern that the infusion of black people
Into the organization is going to tamper with the organization's conception of what an
[X] Bank manager is like. ... The Bank fears that the norm which made it so profivable
in the past is golng to change. (20}

A feature of this normt is racism, deeply entrenched, but seldom overtly expressed:
Polite racism is tolerated In the Bank .., they turn a blind eye. (32)

Raclsm in the Bank is condoned as long as you don't call someone a Koffir or become
really rude. Racist jokes and sexist jokes are condoned. The Bank Is a very
chauvinistic organization. (20)
[White] people use euphemisms ... they don't really tell you what they feel. (32)
It Is very quiet, underground, that kind of style, (43)

And yet,

As late as 1993 there were white managers who would not even get inio the same It
with black people. (4)

A range of tactics is In place ‘o deny the existence of racism at the Bank :
You are glven a.sense ... thar an [X] Bank manager does not concern himself with
*black issues'. (20)

When 1 Insisted that we hold workshops and discussions ... fon qffirmative action}
there was tremendous resistance ... I expected the Bank 1o call fracist] individuals to
order, or at least nudge them ta correct behaviour and all that. But usually it works
the other way ... you're accused of belng oversensitive, (20)
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between the Bank's social roles and goals, including affirmative action, and employees’
understandings of their responsibilities and actions in advancing them.

Wenk leadership
Assnciated with the problem of a poorly understood and communicated ideological base for
affirmative action at macro level is weak sponsorship from top management, As the black
respondents in this study put it:
The silence from the top Is degfening. (20)
For gffirmative action [to succeed] you need people who will take @ stand, who will
run up the flags, and say "This Is how we will do ihings here”, But nobody knows the

Bank's position with regard to qffirmative action. We have a strategy, but we do not
have a position, or a statement, (20)

The Bank has good management, but it does not encotrage charismatic leadership,

creativity, lateral thinking, etc. (4)

There Is indifference and velled resistance to change. (43)
Top management's lack of commitment to and support for affirmative action undermines the
best efforts of human resources practitioners to carry forward a programme of action, It also
tacitly approves many white managers’ resistance to altering the values and attitudes which
shape discriminatory practices in the organization.

A corporate cultare which does not welcome black managers
An important way in which the Bank's social goals and strategies are expressed is in its
corporate culture, which demonstrates features of both paternalistic and strategic management
styles, Black managers describe this culture as cold and unyielding:
The level of tolerance of diversity is very low ... {f' you remonstrate with management
you will really get your knuckles rapped. Mine are only bones! (20)

The organization prefers to manage change In such a way that it Impacis quite
minimally on its normal operations, The pace of change at the Bank is painfully slow.
(4)

A rigid and paternalistic ideology upholds the values and practices derived from the English
parent company. As Kerfoot and Xnights (1993; 666) observe, a paternalistic management
approach is derived from notions of soclal-class acceptability which supposedly indicate high
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managers interviewed in this study. These problematic aspects are discussed below, in a
sequence which reflests the strength of respondents' convictions, starting with the most
passionately and frequently held views, Many of the issues raised here resonate with the
obstacles to designing and implem :nting effective affirmative action programmes reviewed
in Chapter Three,

Lack of conviction and direction surrounding the strategic action plan for equity.
The strategic action plan frames “equity' as a strategic business issue, in part because the
Interact surveys conducted i 1992 revealed that white mianagers were uncomfortable with the
political overtones of ‘affirmative action'. These white managers tended to see affirmative
action as detracting from thelr ability to get on with the *real’ jobs they are paid to do, Bowing
to these perceptions, the complex and interrelated social, moral, political and economic
reasons for engaging in affirmative action were downplayed, and a new discourse was
introduced which justified affirmative action ag a business strategy, But even in this new
guise, white managars were sceptical about the return to the Bank (and the benefit to their
own careers) on invesiment in affirmative action, and tended to dissociate themselves from
it. Black managers pick up on their. white colieapues' lack of conviction and partial
understandings about affirmative action, saying:

These [offirmative action] Initiatives .., are seen as peripheral to the operations of the

organization, (4)

There iy indifference and velled resistance. (20)

There is no momentum behind it, (12)

You can't drive a car forward if you're in reverse gear, (29)

The choice of ene affirmative action strategy over another is determined in part by pragmatic
considerations, such as the number of black and white managers at different levels in the
organization, the resources to be allocated, and standards of efficiency and productivity to be
upheld. But at another level, the choice of strategy 1s ideological, and has to do with how the
Bank, and groups within the Bank, conceive of their role in society, and the function of
affirmative action within that role, At the Bank, pragmatic values and ethos are in the
foreground, while ideological premises tend to be deeply buried, The Bank's atternpt to *sefl’
affirmative action to its employees as a business strategy has exposed gaps and incongruities
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VALUING AND MANAGING EMPLOYEE DIVERSITY WORKSHOPS

The central aim of the workshops, according to the progratme mansgers, s to "se.ize und consclentize"
employess concerning their changing environment, particularly with respect to the invrensing diversity of the
Bank's workforte. Diversity is broadly undersiood to includs differences in employees’ culture, race, age,
gender, educational backgrovnd and rank within the organization, However, the main thrust of the
progromme is "the need to break down [negative] racial stereotypes and assumptions held by whites” and to
"break down their inhibitions about socirl contact with [membets of other race groups]”.

The workshop is yun pver two days, in office hours, bat held at a hotal or residentis] conference centre
rather than in participants' workplaces. Participants may volunteer for the programme, but are more
conunonly nominated by regional or divisional personne! managers. ' Paticipants are screened and
grouped by facilitators before and during the workshop, Criteriz of perticular importance are participants'
rank within the organization, racial group and gender. The purpose of mich arrangemeits is to “get
participants out of their comfort zones”, to force them to communicate with coworkers, and to challenge
their conventional patierns of social inteveousse.

"The workshops are intended to facilitate interaction and sharing of ideas between participants, resulting in
greater insight into each others' cultural backgrounds, everyday decisions, demeanour wad behaviour, An
sxample of such an Insight might be understanding why many (though not all) biack employees observe
stayawnys, Participants’ engagement with one another is stimulated by games, videos (* A Class Divided'
and *Diversity at Work') end frequent group disoussions. A board game is the centrepiece of the
woitkshops, exposing isidividoals' *political views, prejudices, conviotions and blind spots®, According to
the managers, the geme allows employees the "unusual* chance to talk across class and racial lines,

Experlentinl methods are cruclal fo the success of the workshops, freeing perticipants to express views
which they might otherwie hesitate to expose (perhaps bacause they are offensive or threatering). The
munagess ucknowledge that some of the outcomes of experlential learning - exposure and confrontation -
may be puinful and upsetting for partiolpunts, Facilitators are encouraged to avoid "couriroom situntionk” in
which individuals and groupas are blamed for past iniquities, One way of doing this is to ask participants to
focus on a vision of South Africa In the fature, rather than to reflect on the past. Aceording to the
manngers, participants of all race groups and levels in the organization express a desire for peacs, barmeny
and economic betterment. Facilitators are encouraged to emphasize the commonality of such desires, They
nlso promate the jdea that vengeful reverse dircrimination is unprofitable.

7.6 AN ANALYSIS OF THE BANK'S APPROACH TO AFFIRMATIVE ACTION
Human resources practitioners at the Bank are well versed in current thinking around
affirmative action, and are conscious of the Bank's uneven progress towards its poal of
equity, While the researcher was assured that general managers in some areas of the Bank's
operations were making good strides in affirmative action and managing employee diversity,
several aspects of the Bank's approach were percelved to be probematic by the black

" Reglonn! and divisional personnel managers may observe (or receive reporis) that certain staff members
reveal *problome™‘in relating to membera of other race groups or to the opposite sex, or they mny recommend
the workshops to anyone with an interest in cross-cultural, inter-personal relations.
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Point three of the plan restates the decentralized approach to managing affirmative action
which allows regional and divisional managers to set and amend targets for recruitment,
development and promotion of blacks ("females and disabled staff to be included"), based on
local conditions and business strategies. The responsibility for implementation was thus
returned to line management, despite its proven disinclination to engage in affirmative action.

Point four underiines the faith placed by the Bank in quantitative methods and technology to
initiate and sustain change in the organization. It calls for an appraisal of systems and
practices which hinder successful affirmative action and diversity management. The
mechanisms in place for such an appraisal are *Interact’ surveys, run at four to five year
intervals in collaboration with the International Survey Research organization in Chicago,
Thirty thousand copies of a detailed questionnaire are distributed to the Bank's general staff,
while 3000 copies of a special 56-question poll are sent to the Bank’s managers, Results are
analyzed, and published in an accessible manner in the inhouse newspaper, Focus groups,
which bring together twenty or so staff members selected through intentional and random
samples of questionnaire responses, meet to discuss controversial findings and to suggest
solutions.

Point five of the plan calls for senior managers, then other groups of managers to attend a
two-day workshop entitled ‘Valuing and Managing Bmployee Diversity'. Because this
workshop is the most overtly educational item on the eight point pian, it is described in some
detail below. Points six and seven of the strategic action plan refer to arrangements which
would give affirmative action and managing diversity regular attention in staff performance
appraisals and management meetings, while point eight relates to reporting arrangements. An
analysis of this strategic action plan, interwoven with black managers' comments on
affirmative action at the bank, is presented after the following account of * Valuing Employee
Diversity Workshops',
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Satisfied that the conference had resulted in a clearer statement of objectives and actions than
was previously the case, and believing that senior management commitment to affirmative
action had been secured, human resources practitioners turned from establishing equity as an
organizational goal to developing the means to achieve the goal. This rapid shift in direction
seems to have resulted in a gloss over several critical questions: Is *equity’ congruent with
other corporate goals and practices? What outcomes, other than increased *representativeness'
of the workforce, could be expected to arise from equity? Who would be affected by these
cutcomes? Who is to benefit from equity, in what ways, and in what timeframe? What are
appropriate measures or milestones in achieving equity? What were the reasons for the Bank's
lacklustre performauce in affirmative action thus far? What changes needed to be made in the
company culture and structures to support the new policy?

The Head of Employee Relations convened an action group, consisting of managers who had
attended the conference and staff engaged in strategic development. They drafted an eight-
point *strategic action plan' {reproduced in Appendix Four) for implementation in 1994. The
plan sets out steps in the process of defining, implementing and monitoring affirmative action
measures. It also indicates the sequence and method of action, and allocates responsibilities
to senior managers to initiate a *cascading' communications strategy.

Crcial issues in achieving equity were believed by human resources practitioners to Iie first
in securing executive and senior line management support for the project, and secondly in
coupling the Bank's business strategy with its employee diversity strategy, the first two items
on the eight point plan, It was feared that if these issues were not addressed successfully then
the human resources function would remain the custodians of affirmative action policy, and
there would be no ‘buy it from other sectors. The plan calls for the publicly awarded
approval of a high ranking sponsor, the Chief Executive Officer or Managing Director,
foliowed by senior management, to lend legitimacy and credibility to the initiative,
Thereafter, the concept “cascades’ through the executive ranks required to implement the
change. Support i provided by the human resources function, in the form of information
systems, career and performance management systems and a recruitment network,
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pointed out the reason to his colleague, and to their boss. When neither of them responded,
Peter decided to bide his time and let events take their course, so that all involved would see
the consequences, Peter's project was seriously delayed and he was called to account for it.
in the discussions which foilowed, Peter explained what had happened and was eventually
given approval to hire another consultant for his project,

Asked whethier Peter's colleague's actions were racially motivated, or just “normal’ male
aggression in a comp.titive work situation, Peter agreed it could be both, but that it was
natural for a black manager to assume racial prejudice considering the history of black
oppression in the country.

A more subtle way in which white managers' resistance to affirmative action is expressed is
in the *glassceiling' which respondents encountered, Black executives are simply not promoted
as quickly and as frequently as their white colleagues, a phenomenon observed in the Bank,
and reported in other contexts (IDASA, 1995; Qunta, 1995), When black managers are not
promoted within a reasonable period of time, they leave the company, setting in motion a
‘revolving door' syndrome, in which large numbers enter the firm but leave soon afterwards.
This can have negative consequences for all concerned. Flrst, it perpetuates the clustering of
black managers in the junior managerial ranks of the company, entrenching racist notions that
black managers cannot be promoted because they are not as intelligent or capable or steadfast
as white managers, Second, its prevents the training and development of a cadre of
experienced senior and middle managers, as lamented by one of the managers at the Gil
Company:

{The Oil Company] is succeeding with its recrultment policies at junlor management
level, but fulling at sentor management level, In middle management there is just o
vacuum ... and it's middle managers who actually run the business. (36)

Finally, the rapid movement of managers out of the company means that black executives do
not develop their own social networks and pressure groups to address change from within the
organization,
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notion that affirmative action will have a negative impact on costs and productivity. *Bottom
line' arguments are perceived to be move powerful than the moral and social ones traditionally
advanced for affirmative action in the company, For this reason, white middle managers can
safely ignore the affirmative action targets announced by divisional managers, As one
manager captured it, "Line is might, line is right” (8). *Vhen asked about persistent raclal
imbalances in the management of the company, respondents generally rated the Qi
Company's performance as at best weak, and ~t worst biased towards whites:

[The Oll Company] is very cautlous..it rakes fioo much] care for the sensitivities of

whites, the possible threats and resistance [posed by} whites. (19)

[The Oil Company] doesn’t want to upset the status quo. (14)

When you las a black person] come into ¢ menagement environment you are the only
one, or one of very few, I don't see that as a threat [ro white managers], It may be
something that they fwhites] disitke. Because they dislike you, they will deny you the
kind of support that @ new entrant to this club or league wounld need in order 10 get
established. (24)
Several explanations were offered for the resistance shown by white managers:

White managers have benefitted from apartheld all along, Now they don't want that
to be inflicted on them. (13)

White managers ave inclined to train black managers to a level fust below that needed
Jor competency in the job, This pattern guarantees the seeurlty of their own Jobs and
entrenches perceprions thar blacks are not up to the job. (13)

White people get overprotective of the system, Black people get opportunistic, The
environment becomes hostile, (5)

Several managers reported that their autonomy and authority had been challenged by their
white colleagues and supervisors quite openly, early In their carcers, One such challenge, and
the resolution of it, is summarized in the Incident below,

Peter and a white colleague share similar rank, responsibilities and resources in the Oll
Company. When a consultant who was contracted to work for Peter loft the firm, Pater and
his colleague were obliged to share another (white) consultant. Peter assumed he and his
colleague would have equal claims on this consultant's time, but this was not to be the case,
Peter's colleague instructed the consultant to complete work on his own projects and to drop
the work assigned to him by Peter. When Peter's project started to fal! behind schedule, Peter
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While they do not promote clientisn: specifically,' many of the black managers in the Oil
Company expressed a desire for community in response to the individualism and
exclusiveness of the white business culture in the organization. Some of these managers
looked for mutual {dentification and affirmation by establishing a caucus within the company,
or by supporting black professional associations such as the Black Management Forum, In
such settings they can seck one another out, share experience, release emotional tension and
uxplore solutions to common problems, The desire for mutual identification and affirmation
is merged with a desire for preater personal and group effectiveness. Association with others
lends legitimacy and power to individuals who might otherwise be isolated or exposed
because of supposed cultura: differences,

Related to this desire for community 1s the development of personal networks as a strategy
to maiatain personal contact in an allenating corporate world, Black managers at the Oil
Company developed and maintained relationships with former scheoimates, teachers,
colleagues and with family members and friends, all of which serve a range of needs Hnked
to work, These vary from consultative, ~rganizational and educational needs to the need for
emotional support and a desire to form useful zoclal contacts.” The problem is that these
managers' personal networks do not lead to greater soeial integration it the Qil Company,
nor to greater empathy with the organization, a pattern also observed among black managers
at the Bank,

Resistance to affirmative actlon on the part of white managers

Some black managers believe that there is a band of conservative whiie middle managers who
frustrate progress in affirmative action. These white managers ignore or isolate black
managers, sidelinlng their contributions and diminishing their decisions by promoting the

" Sovoral managoers commented on the need for *sponsorship’ from powerful individuals higher in the
hierarchy In order to achiove oecupationnl advancamend. This is noted again in o Jater soction of this chapter,

" During the interviows respondents frequently enquired of the researcher about educationnl opportunities
{or. themso{ves nnd others, about trends in stucdent pulides and the wansformation of the univeraity, the nature
of teaching and Jearnity in various faculties, and the way in which binck studenta are nccommodanted and
aupporied in uhiversity rovidences and in acadomic suppatt programties, "Thay alst netified tho tesearcher nbout
tholr own viperiences of lecturers and acaderic programmes,
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rather than outright prejudice against blacks.
The generally positive organization culture at times appears to be a facade. (36)

You can sense racist - not people - but policies and practices, (28}
{The Ol Company] is just another plantation, (19)

A well oiled, racially exclusive ald-boy network is believed to influence policy and
appointments, The hierarchical struciure is tight, defined in 14 lsvals according to the Hay-
Ansy! system, Lines of power and avthority are perceived to be "rigid” and "stifling”, Out-of-
office social events center on dinner parties, cricket and golf, alf of which are associated with
the dominant white male culture of the company and do not encourage interracial
participation,

The soclal environment tends to be poor,.. The only time you walk 1o your [white]

colleagues Is when they want to know what you think of Mandela or the ANC. (38)

Because fow [black managers] play golf and tennis they are gften forced to be
spectators rather than participants, (13)
The picture Is one of black managers being relegated to the siclelines rather than deliberately
excluded from mainstream corporate culture, But black managers are acutely aware that their
marginal status affects their ability, ay Individusls or as a group, to influence affairs in the
eotmpany:

We [blacks] don't fave an “old boys club' or nevwork, and so we don't catch things
on the grapevine, You don't plck up on the subtletles ... within the departmenis and
you end up stepping on the wieng toes, or maybe forming the wrong alliances in
power strugnles. (38)

We don't have a credible number of black guys to be able to create onr own culture
In the company, (36)

Graaf (1994: 8-9) has noted that the need for clientism « g system of administration and
legitimaey based on bonds of exiended family, friendship, clan or other personal ties - is
particnlarly strong in sltuations of economic deprivation and politleal powerlessness, In
Chapter Four we saw that the apartheid system explicitly promotea clientism through the
homeland system and the extension of tribalis.. in the in the urban areas and ldbour
compounds. Several township institutions, such as compound and hostel eultures, homeboy
groups and township ‘blg men', are manifostations of clientism,
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There Is no speclfic policy, just lots of talk, (24)
It faffirmative actlon] may exlst in principle, but not in practice. (5)

[l was ] a noble intention ... but uldmasely an unswccessful public relations exercise.
(19)
Respondents were uniled in their disapproval of the way int which affirmative action has beea
handled in the company, particularly sinre 1992, as shown in the following remarks:

There have been peaks and troughs i qffinmative cctton, Up to the mid-1980s black
people aspired to work at [the Ol Company), Then the company probably became
complacent, and by the 19905, fwe] ... began to lose black managers, (13)

Since 1991 or 92 ... there has been a rerrible slide. (5)
Our record Is not one that could be displayed with pride by the company. (24)

Participants beliave that affirmative action is now little more than an exercise in "window
dressing" or "image boosting” so that the company may present itself advantageously in the
public eye. The driving force behind the social and moral crusades of the 19%0s is lost.
However, the power of the new government to demand, even legislate, affirmative action,
a3 well ag changing bu. ness patterns favouring black consumers are perceived by most
managers to have the potential to reactivate affirmative action both within the company and
in wider sooiety, It is interesting to contrast this perspc ~tive with that of managers at the
Bank, who were confounded by the Bank's dislocation from national socio-political trends,

85 AN ANALYSIS OF THE OIl. COMPANY'S APPROACH TO AFFIRMATIVE
ACTION

What are the factors which contribute to the high levels of dissatisfaction expressed by black

managers at the Oil Company? Several trends can be discerned, some of which are similar

to the problems revealed in the case study of the Bank (see Chapter Seven).

An unfrvourable internal environment for black managers
Black managers believe the company's culture is deter.nined by its sen‘or management, which

they describe ag "white", "Eoglish" and "middie class”, exhibiting "patronizing attitudes"
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to recruit black graduates, and a database of qualified black professionals in the country was
set up, Promising black staff within the organlzation were provided with training to assist
them to move into “hard' areas, or were shifted Jaterally to widen their experience, Certain
senior positions were earmarked for black appointments, while efforts were also made to
appoint more whites in the lower ranks of the organization, which had been oceupied
exclusively by blacks, The 20% target was nearly met, as the percentage of black people in
management positions rose to 17%. Progress In all these areas was somewhat undermined by
the terms of the affirmative action officer's appointment: his position was an advisory one,
with no power or authority over enforcement,

8.4 CURRENT AFFIRMATIVE ACTION STRATEGY

In spite of the Oil Company's public commitment to and investment in affirmative action, its
vigorous recruitment of black people with suitable background, talent or potential, and its
development of colour blind Internal policies and procedures, by the end of the 1980s it was
losing its black managers at an alarraing rate. The drift of managers trained and promoted by
the Oil Company to companies such as Transnet and ESKOMM (themselves undergolng
vigorous transformation processes) becawie a near exodus in the early 1990s, when
headhunting and poaching became common practice among South African companies eager
to improve their public image and evade impending affirmative action legislation,

In the recessionary climate of the early 1990s, profits in the oil industry plunged. In 1992 the
Ol Company introduced a Business Process Reengineering (BPR) programme, Intended to
rationalize productive and administrative processes, flatten the organizational hierarchy and
decentralize decision-making. In the fallout of this policy, many siaff were retrenched, the
recruitiment of black managers was suspended, the affirmative action officer was shified to
other duties, and the implementabun of affirmative action was delegated to divisional
managers. Attention was focused firmly on the restructuring programme and affirmative
actlon was sidelined. Now, say respondents, thera is nejther a policy nor action:

13 ESKOM is the Eiectricity Supply Commission, nother giant parastatal organization,
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NEED, COUNT) were funded, while progressive, community-based adult education
initlatives'® were also given support. An enthusiastically supported music talent competition,
*Road to Fame', was launched in the mid-1980s, witning the company wide media exposure
252 ‘hands-on' concern, focused on the transformation of South African society as a whole,

Towards the end of the 1980s affirmative action began to take on a new hue as it became
clear that consumer markets were shifting to black South Africans. Always sensitive to the
currents of national socio-political change, and to economic trends, the company began to
support initiatives geared towards black economic empowerment, The Oil Company was the
first organization to sponsor the FABCOS-affiliated South African Black Taxi Association,
paving the way for other companies to express interest in joint ventures with FABCOS."
Other initiatives in this vein itclude the *Livewire' television programme, which encourages
young people to generate entrepreneurial ideas, and the Technlcal Business Development
Trust, a collective initiative to render training and other services to black entrepreneurs
engaged 1n, or wishing to enter techintcal business fields,”

By the late 1980s, despite considerable strides in affirmative actlon, it was apparent that the
new wave of black managers in the Oil Company was not employed across disciplines (sales,
finance, engineering and general management), but way concentrated in the ‘soft' areas of
industrial relations and human resources - a pattern shaved with the Bank (see Chapter Seven).
For the first time, afflrmative acilon targets were set across the board: by 1992, 20% of
jimior and middle management positions were to be held by blacks, with at least half of the
incumbents to be Africans. An Affirmative Action Officer was appointed (o the Human
Resources department to support the affirmative action process and to advise the board about
the company's direction and progress. At first all went well, Eligible black candidates from
outside the company were targeted for recruitment, visits were made o university campuses

0 Humon Awareness Programme (HAP) and Use, Speak Write English (USWE) are two examples of adult
eduention NGOs supported by the Qil Company,

" FABCOS nims to hulld capacity among informal black business operators, and 1o this end has developed
a pattrership prograwime in which white-run corporations commit themiselves to help fledgling blaek induatrics,

2 An innovative faaturs of this schems i the creation of opportunitics for black graduates with technical

qualitivations hy employing them as tochnicn! advisors to nowly eatahlished enterprises: in tectnical fields auch
n4 chemica] matufacturing.
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to compete with their historically advantaged white counterparts., These ‘high fliers' were
mostly recruited into the organization from their final year of undergraduate study, or from
other companies. They were sent to London to complete higher degrees in business
management, and were assigned to work in various capacities at the company's offices
overseas. On their return to South Africa, they were placed in high level, high visibility
positions, but were not given commensurate authority and responsibility, They were not
properly deployed, and they could not be promoted, because it was felt that the predominantly
white staff and cliesitele of the Oil Company were *not ready' for black managers, After a few
years many of these employees left the Oil Company to start their own businesses, and some
moved to other firms where they perceived better opportunities for advancement. Some went
on to found the first black-owned consultancies in the fields of marketing and advertising in
South Africa, They contributed to the development of influential institutions such as the Black
Management Forum (BMPF), the National African Federated Chamber of Commerce
(NAFCOC) and the Foundation for African Business and Consumer Services (FABCOS). So,
as one respondent put it,
[The Ol Company] lost, but South Afvica gained. (13)

In the 1980s the board of directors of the Oil Company took what was then a bold step by
committing itself publicly %o affirmative action, It also linked affirmative action to a social
investment programme focused primarily on education, community development and human
rights, Funds for the company's scholarship and bursary awards (which do not oblige students
to work for the Oil Company when they graduate) were boosted, Some staff members were
sponsored on the prestigious Jolnt Management Development Programane; others were
encouraged to further thelr education and training at university, The company engaged in an
aggressive recruitment drive, and became known as a leading *equal opportunity employer',

The organization cultivated a progressive and committed corporate image by supporting
human rights institutions such ag IDASA® and the Black Sash Advice Office Trust. Education
projects for the development of black teachers,’ schoolehildren and ifliterate adults (READ,

1 'The Institute for Democracy in South Africa,
? A centee to advanco mathematics and science toachers in the schoof system wag et up at the Univeraity
;f Natal, The Ol Company also supports the University of the Western Cape's Development Eduention
TOgIITITe,
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Interviews were conducted between January and August 1994, both before and after South
Africa's first democratic elections and the inauguration of the governiment of national unity.
Eleven managers were interviewed, in their own offices in Rosebank, Wadeville and
Boksburg (on the Witwatersrand) and in Cape Town, As was the procedute in the Bank,
interviewees were asked to provide biographical information and to corréet summary notes
made by the researcher, who drew on her interview transcripts and longhand notes.

When a draft version of this case study was distributed to the managers in September 1994,
they expressed the view that the study reflected a fair and accurate interpretation of the
gituation 4t the Ol Company at the time, Several managers recommended that the report be
brought to the attention of the chairman of the company, and this was taken up subsequently
by the most senior menager Interviewed in the study, On the whole, manapers expressed
dismay and regret about the company’s poor progress in affirmative action, and about their
social isolation in the organization, as revealed in the case study. The comments of one
manager, who has left the firm subsequently, are relevant in this connection;

[Before reading the case study] 1 always thought [the Oil Company’s] black employees
were generally happy. T supposed they left the company because they were offered
better money somewhere else. It's a pity 1 only became aware of the general
unhappiness gfter 1 lefi. (36)
A fortnight after the case study was first circulated, the company proposed to set up an
internal ‘task force' on affirmative action to audit the company's performance throughout

South Africa and make recommendations to the board of directors concerning future policy,

8.3 THE HISTORICAL CONTEXT OF AFFIRMATIVE ACTION IN THE
COMPANY

Affirmative action was fivst implemented at the Oll Company in the 1970s under pressure

from a number of groups, including the parent company: '
Pressure arose from sanctlons against the oil Indystry in the 19705 and 80s, There
were demonstrations in front of four] offices in London. (38)

*Black advancement' was couched in terms of moral and social responsibility, supported by

the BEuropean Community Code of Conduct and by head office. Emplhasis was placed on the

selection, tralning and development of a small number of talented black men to enable them
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have been expensive and damaging to the company's image. At the time of this investigation,
in mid-1994, staff morale was low, and people were edgy, uncertain of their future with the
company. Jobs were moving to Cape Town, a city perceived to be inhospitable to Africans
for a variety of reasons.*

Over a period of more than twenty years, the racial profile of the Oil Company's 2000 strong
workforee has changed considerably, In 1694 blacks occupied 34% of supervisory and
management pogitions, up from 7% in 1972. However, it should be noted that the company
was not prepared to issue the researcher with a separate account of management and
stipervisory positions by race and gender, but instead provided figures for supervisory and
management posts as one category, Of all employees holding supervisory or management
positions, approximately 10% are Asians, 10% are Africans, 14% are coloured and 66% are
white, S0 management is dominated by white people. Black men are clustered in supervisory
and junior management ranks, with some representation in middle management, few senior
managers and one black member of the executive committee,” Women comprise less than
10% of the total workforce, and probably an even smaller percentage of management posts.

8.2 NOTES ON THE RESEARCH PROCRESS

The Public Affairs Maoager of the Oil Company had been known to the researcher
professionally for a number of years, When approached in January 1994 concerning the
feasibility of the study, he sought permission for the researcher to interview managers in the
Oil Company, and encourdged ten colleagues to participate in the research in a voluntary
capacity, He set aside time to be interviewed himself, and provided the researcher with
general information and published reports on the company.

¢ The poputation of the Western Cape is predominuntl; white and coloured, Historically the Western Cape
way & coloured labour preforence aren, and nnder npartheid it was difficult to reeruit and house African
employees in Cape Town, Many South African whites and coloureds share Afrikamis 88 a language, and have
olher culfural affinities. In the 1994 elections, colobred and white voters ix the Westarn Cage province retumed
the Nationalst Facy 1o power, bucking the nationat trend towards the ANC,

7 The comprny's board of directors hus two black non-sxegutive disectora,
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compelled to buy a certain quantity of synthetic fuel from Sasol, and to use the pipeline and
wharfage services provided by Petronet and Transnet, other uneconomic state-owned
enterprises, Although they are prohibited from forming a formal cartel by the Comipetition
Act, the oil companies have benefitted from the inflated pricing mechanisms enshrined in the
*Rationalization Plan' (Ratplan), an sgreement between the government, the majo- oil
companles and the Motor Industries Federation (representing garage owners). The Ratplan
effectively protects the profitability of the oil industry and rules out new competition. In the
19905 a free market lobby (and initial support from the ANC)® has brought pressure to
deregulate the oil industry and allow other groups to enter the retail market. This would
encourage price competition, discounting and retail marketing as large chain stores enter the
market and self service pumps appear. Uneconomic rural petrol stations would probably
disappear, along with many forecourt jobs,’

Throughout the 1980s the five major oil companies in South Africa competed over their share
of the automotive fuel market, leading to a greater emphasis on service and marketing. This
in turn fed to staff increases, and opened the door to affirmative action. However, in the
1990s most oil companies have been down-sizing and restructuring, anticipating the
dereguiation of the petrolenm industry. In hie oil company which is the focus of this study,
a restructuring programme was introduced in 1392, ushering in a more strategic management
approach, characterized by a flatter organizational structure and decentralized decision
making. The company sold its unprofitable intarests in chemicals, and reaffirmed ity
commitment to improving customer service and its interfar " clients in the automotive
fuel sector, According to several people interviewed in Hu: ~ a "leaner and meaner"
company is resulting from the restructuring process. Duplicaticn of effort has been reduced
and productlvity has risen, But the cost has been high, Retrenchments and early retirements

* Transnet is a monolithic parastatal holding company for Spoornet, Portnet, South African Airways,
Autonet, Petronet and PX Transnat, which control South Africa’s rail, road, air and sea transport, ay well a8
its docking, signalling and switching sysioms,

* The ANC has backed away from its initial anti-reguiatory stancs, under pressure from the labour
movement to retaln jobs,

* Pollowing deregulation of the oil industry in the UK, 40% of service station sites disappaared over a
period of ten years. In South Africa it is estimated that 30 000 to 50 000 workers conld becoms redundant { *Top
Companies', Supplement to the Financial Mni], 24 June 1994),
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CHAPTER EIGHT
AYFIRMATIVE ACTION AT THE OIL COMPANY

8,1 INTRODUCTION TO THE OIL COMPANY

The R30 billion-a-year South African oil and gynfuel industry is dominated by two enormous,
unprofitable, state-owned operations, Sasol and Mossgas,' which manufacture and retail
synthetic fuels. A handful of smaller oil companies, local subsidiaries of major multinational
oil companies, import petroleum as crude oil, refine it locally, then distribute and retail it in
the form of fuel and oil-derived products. The company which is the focus of this study is
the South African branch of a well-known multinational oil company which is wholly
European owned, The South African company operates with a high degree of autonomy, but
reports to head office in London, The parent company provides a coordinating function for
its world-wide interests, and extends technological, financial and managerial expertise to its
local companies,

The 1980s and early 1990s saw & dramatic shakeup in the oil industry internationaily as oil
prices tumbled, then stabilized at relatively low lev.els, following the release of Lybia's oil
reserves, the end of the war in Iraqg, and the discovery of rich new oil fields in Asia, America
and Africa, There has been fierce competition among the multinational oil comparies for
capital to fund *megaprojects' in the former USSR, Canada and Nigeria, As a consegquence
of generally low retail prices and the rising cost of exploration and production (not to mention
the cost of cleaning up environmental damage caused while refining ..ui transporting fuel) oil
companies operate internatiopally with relatively small profit margins, and are fiercely
competitive,?

The South African context is somewhat different from the international one. Here fuel is
expensive, due in part to internationally set crude oil prices and the poor dollar-rand exchange
rate, The industry is also heavily regulated, Oil companies operating in South Africa are

! The South African Cosl Oil and Gas Corporntion (SASOL) was established through the Industrial
Deavelopment Corporation in 1951 to give the government control over a strategic commodity, oil,

3 Ses the Financial Mail, 27 Moy 1994,
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East Rand factories was closed, and nearly a third of all employees were rebier 4. In 1994,
following a period of consolidation and slow growth in profits, the South Afrivan company
was poised to expand its sales locally and to other countries in Africa,

The company is known internationally for the high guality (and cost) of its products, the
professionalism of its staff and the superiority of its customer service. However, the South
African firm remains essentially a high cost, low productivity operation, despite the
restructuring process it has undergone, In the 1990s it faces a challenge from local and
international manufacturers who are quick to bring to market somewhat lower quality
products at better prices, Market research and strategic development have been identified as
areas of relative weakness in the past,® and are being addressed in the 1990s,

At the beginning of 1994, the company had 800 employees, of whom approximately half were
white and half were black. Women, who represent perhaps 15% of the workforce, are mostly
employed in sales, marketing and administrative positions, Asians (5% of the workforce) tend
to be deployed in the firm's financial and commercial departments, Africans occupy 53% of
lowet management posts (as defined on the Peromnes Job Grading Scale) and 18% of middle
maaagement posts. Significantly fewer black managers are employed in technical eapacities
than in administrative, human resources or marketing related sectors of the company, Human
resources managers in Vi company acasowledge that senior posts in technical and production
areas are dominated by white men. As one of the black managers interviewed in this study
put it

You walk Into any offfce and all you see is white faces. You go on to the plant and all
you see Is black faces. (22}

A consideration here i3 that the factory is reportedly’ an Afrikaans-speaking, right wing
stronghold, and thete is reluctance on the part of many of these employees to provide on-the-
job training or other opportunities to black colleagues whom they see as directly threatening
their livelihoods, At the time of conducting the research, towards the end of 1994, there were

* The Mannger of Corpornte alfairs speculates that this may be the case because the eompany's original
enstotner base wis loented in the mining and heavy industrinl sectors, in which marketing, played a minor role,
while sales was important.

1 8ix of the thirtesn peopls interviewad in the study commenied on this phunohienon,
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(Paseale, 1990), It also eniploys *softer’ forms of control, such as an emphasis on corporate
values, which prevent its strong, bottom-line orientation from overwhelming its commitment
to employees.

The Conglomesate's socialization process is tuned to replicate its culture across international
borders and ge.erations. The company has a distinctive style of management, viewed by its
employees as a common grammar, of "the way things are done here", The emphasis is on
uniform values, and coherence in terms of structurss and systems throughout the global
enterprise, These are not rigid doctrines that prevent initiative or action, but are more in the
nature of frameworks, The company blends control and uniformity with a climate that
encourages creativity and tolerates contention. Again and again the researcher was told that
new and divergent views were welcomed:

There are no set rules. You use your own injtigrive to solve a problem, As long as it
achieves the desired outcome, they fmanagement] don't mind, (21)

People who are comfortable with, or adapt to, the dynamie, participative, profit-otlented
culture of the Conglomerate become "stayers” who remain with the company for years. Those
who do not "fit in" vsually leave within two years of joining the company. Ag a resuit of this
tendency the company has an unusually loyal, stable and committed workforce,

This balance between business fundamentals and human resources development is also evident
in the Conglomerate's social investments, These are often motivated and managed by
employees who live in beneficiary communities, and include the building and subsidization
of local schools and creches, community halls and recreation facilities. Financial and teehnical
support is provided to the East Rand Black Ingustrial and Traders Assoclation, which was set
up to showease black achievement in industrial and commercial enterprise,’

The late 1980s saw the Conglomerate int the grip of a severe economic recession In South
Africa, aggravated by sanctions and restrictions on international trade. The company went
through an exacting rationalization and busingss re-engineering process in whick one of its

" This show is invreasingly percoived o9 an alternative to the “white' Rand Show, South Afriea’s Incpest
industrial, commereial ang agricuttueal tende fair,
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CHAPTER NINE
AFFRMATIVE ACTION AT THE CONGLOMERATE

91 INTRODUCTION 1O THE CONGLOMERATE

The company is the South African subsidiary of an American-owned muitinational
conglomerate which manufactures and exports an extensive range of adhesives, abrasives,
tapes, films and other products whose proprietary names ate well khown throughout the
world. The South African operation imports and manufactures products at its plant on the
outskirts of Johannesburg, and has branch offices in the major cities of Southern Africa,
Markets for the company's products are extremely diverse, located in the health, traffic,
telecommunications, mining, food, automotive and furniture industries,

The global structure of the parent company s decentralized, allowing for local, independent
declsion making, Subsidiary companies benefit from research and development, a8 well as
from support services provided by the parent firm., The relatively flat organizational structure
and international reach of the American company create opportunities for lateral moves in
local corpaniés as well as in overseas branches, A matrix system governs organization
structure in the parent company and the subsidiaries, facilitating communication and
consultation between managers employed at different levels and in different settings in the
international network.

While a global corporation is bound to be bureaucratic in some respeets, the Conglomerate
strives to maintain a4 creative tension between its rules and routines on the one hand, and &
rodel of management that generates employee initiative and achievement on the other. The
company prides itself on the innovation and creativity of its members, and on thew
comumtitment to change and progress. The Impression created on the researcher by almost all
the salatied staff interviewed, black and white, men and women, is one of confidence and
opiimism, How is this frame of mind possible given the challenging conditions facing business
in South Africa in the 19003 (IDASA, 1995)7 Respondents observed that the company's huge
product range and diverse markets demand creativity and flexibility on the part of individuals
and groups in the company. In addition to this, the Conglomerate does not rely ciirely on
the ‘hard' tools of management, such as strategy, organizational structure and systems
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the Oil Company could grasp the opportunity presented by the recession and the restructuring
process to overhaul those human resources development practices whichk do not serve the
company well, The freeze on recruitment might then force the company to look inwards -
towards the potential of its own staff, and the processes needed to secure their development
and performarce.



In an empowering situation, people perceive progress towards goals such ag self-reliance,
human dignity and self-sufficiency, This is not being achieved at the Oll Company. The racial
Inegualities in the company's workforce do not reflect unequal talents and interests among
employees, but expose an Ideclogical framework which condones discrimination and makes
it seexn natural and reasonable, In this respect, the Qil Company and the Bank have much in
common,

A conslderable investinent has been made in individuals and programmes aver a period of
twenty years. Yet the company abandoned its vigorous recruitment and train  , programme
for economic reasons, just when the number of black managers employed, their placement
and autiity in the orpanization, were beginning to threaten white hegemony. So at a
. psychological level, numbers are important to both white and black managers. White
managers' sense of control was apparently threatened when the proportion of black munagers
rose i¢ & lovel nearing 20%. But even at this level, Africans experienced feelings of alienation
and frustration because they were still a minority in managemeit, unable to make their voices
heard, Now that their numbers have been further reduced, it 1S even more difficult for them
to insist on recognition where it is due, and to appropriate further rights and powers in the
compatiy. Achieving “critical mass' appears to be a remote goal, So, a8 at the Bank, some
managers will continue to use their personal resources to improve thelr own positions rather
than the organization's. The ‘revolving door' syndrome will prevall,

We noted in the case sty of the Bank that affirmative action is a process whose suceess is
closely liked to a supporrdve work environment, A thorough integration of affirmative action
alms with other corporate poals, and with improved human resources principles and practices
(staff development, coreer path plenning), would help to shape a more appropriate
gnvironment in the Qi Corpany. But can such an environment can be developed given the
rigors of the restructuring process in which the company is engaged?

Investigatlons of several organizations carried out by IDASA (1095) suggest that whily it may
not be posstble to implement affirmative action on the desired seale in a recegsionary climate,
companies ars not prevented from identifying existing staff with potential, determining their
needs and providing them with the necessary skills training, Following this line of argument,
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Affirmative action is pare political necessity and part business necessiry.,. We camot
continue with a situation where fmost] members of management are drawn from the
white sector, (13)

Affirmative action is an issue like safery; how the company manages it qffects
productivity and morale, (28)

Affirmative action reans blacks becoming part of managemens, having a say in the

t(!gjjs!ons that industry takes .. decistons which will shape the economy of the country.
The managers are aware that success in addressing these issues will depend partly on
management's will to restructure affirmative action policy, partly on the resources (human
and material) aflocated to them, and partly on pressures for change from within and the
company and outside it.

8.7 CONCLUSION

The managers interviewed in this study disclosed negative views about the pace and direction
of affirmative action in the company since 1992, They perceive waning support from top
manigement, and resistance on the part of middle wnanagement, to the creatlon and
management of opportunities for black employees, Black manapers comment on thelr isolation
from informal soclal networks within the company, and criticize weaknesses and
inconsistencies in succession and progression planning in the company., A variety of
corrective nctions was suggested, the most important of which is to redefine afffrmative action
in terma of the company's business and social goals In the 1990s, and to revitalize procedures
to atiract, develop and retain black managers,

Affirmative action has developed in an ad In munaer in the company, both anticipating and
reacting to socio-economic trends in the country and internationally, The ad hoe nature of this
development means wnat there is no written policy, no comniunications strategy, no
implementation plan, and no basis for systematically monitoring and evaluating progress in
affirmative action, Given this lack of Internal coherency and & poor record of achievement
1i is not surprising that affirmative action has lost credibility in the ayes of many,
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If [we] are seriously looking for solutions ... we have to discuss our objectives, not
Just walk ... about gffirmative actlon, (8)

‘The most frequently made recommendations concetned recognition of individuals, and the
provision of real opportunities for growth:

We must recognize individuals; show qppreciation of thelr worth to the organization.
{13)

[There mus* be] opportunities for individuals to make a mark. (14}

We don't need career paths ... which are too explicit or rigid ... but there must be
some recognition of your potemsial ... and your growth. Someone must endotse your
goals and tell you [that] in order for you to reach them, [you must take] these sieps,
you must address these issues, That's the sore of thing we need to embark on. {5}

Participants favour a broader conceptualization of affirmative action with shared responsibility
for moving the process forward. They recommend preater accountability for progress in
meeting affirmative actlon goals:

Individuals and the organization can take responsibillty for .., job creatlon and skills
development in black business, In this way you address the issues of economic
empowerment and qffirmative action. (5)

We must develop ownership qf the process ... It should be a joint development, so that
everybady [in the company] ... has a role to play in it (38)

It must not be just human resources, just strategic planningy it must be something
everyone is involved In, (36)

Affirmative actlor: can be the responsibility of divisional heads, but there must be
pressure on them 1o produce results, Progress in qffirmative action nust be evaluated
Utke any organizational goal, (28)

Managemen: has to take a Jonger-term view of the resources needed for gffirmative
action. (13)

The comments above indicate a sophisticated understanding of the intorplay between
organizational goals and broader sociopolitical objectives. These black manager:, know that
affirmative action impacts not only on liow work is done, but s crucial to the future succesy
of the company, It may also have significant impact on national development goals, as the
following remarks show:
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Problems of retaining black managers
As at the Bank, one of the most disturbing trends in affirmative action in the company is the
number of black managers who have left the firm:
The legitimacy of qffirmative action is threatened by the fact that there are not enough
black managers. (19)

The rate at which we are losing black graduates ... Is alarming. Something has got
to ba done. (39)

It Is depressing that black people who were actively recruited and appointed to
management positions a few years age have left the company. (38)
Why do black matiagers leave the organization? Two different explanations wers offiered, One
redson is that black managers are held back from developing and advancing in the
organization:
Black people were given jobs which were not challengi, n; they were not given
authority or responsibility. (38)

People outgrow the organization. [The Ol Company] offers good training and
development, but doesn't qffer responsible, challenging positions, (14}

Thelr whole potential was not realized, (36)

The alternative explanation is that blnck managers' aspirations and expectations are high, and
can be more easily met at other organizations:
Affirmative action, and especlally headhunting for young professionals, promises rapid
promotion, Black managers’ expectations are in some cases unrealistic, (24)

New fhlack] recruits say "What's In it for me?* and "How long will it be good?®, (42)

8.6 STEPS TOWARLS A MORE EFFECTIVE AFFIRMATIVE ACTION
STRATEGY

Participants were generally doubtful about the company's will to un. ¢ from affirmative talk

to affirmative action:

There are meetings every year on qfirmative action. The organizarion asks * What are
we not doing right?' They ask the some questions every year ... but what have they
done with the answers they recelved the previous year? We fall short in addressing
concerns fuiready] raised, (J)
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Only two managers believed that career advancement was based on merit and personal
application:
[Career advancement] is up to you, self-knowledge is needed. (8)
{1 believe] my qualifications and skills are appreciated irrespective of the colour of my
skin. Promotion will be based on merit, (42)
Most black managers said that race influenced promotions:
Promaticas are blased in favowr of whites, (19)
Becaw, e there is no social network fwhich includes viacks] and because we don't play
2olf fwith whites], you miss out on opportunities, You can't get promoted the way
white guys do. {38)
Some ses having a mentor or sponsor as the only route to promotion:
Inless you have a sponsor who Is powerful, you don't go anywhere, (24}
There are people who have good mentors. I mean, you vust see some of these young

guys move, They do all the right things, they know the right way to go .., you just
know he is being guided up ihe ledder. (38)

There are influential people In the organization, and If they say *Well I want [so-and-
sof there' and that's it. They don't operate in line with ... human resources direcrives.
(36)

All the managers criticized the company for inconsistencigs and weaknesses in policy:
The company Is gfraid to fire unsatiyfaciory [black] employees after probation. (8)

White managers are not held accountable for supporting blacks and improving race
relations. (13)

[Even] amongst black people at [the Ol Company], including high achievers, there
are those who ... do not see themselves having a responsibility for upgrading and
developing others behind them, (39)

Many of the respondents feit that they had not enjoyed significant development and growth
in their jobs, They observed that several black managers who had left the company had
advanced substantially in other organizations, a phehomenon which reinforced the view that
there were internal organizational barriers to black advancement in the Ofl Company,

2



Affirmative action has always been a senior management prerogative. There has been little
or no ¢onsuitation with other stakeholders about the direction and progress of action:

Affirmative action ... has been handled behind closed doors and kept to senior
management. [Their attitude is] *Don't pass it down the line ... there is going to be
confusion as well as immediate reaction, so we will introduce it guietly' .., This tends
to create more problems than it solves. (24}

The board of directors declded they 're going to have an qgffirmative action programme
in the company and then delegated implementation to different divisions and just sald
"do your own thing and keep us posted”. And then, you know, it just depends on the
steam qof the man .. to push it or not, Some divisions are not doing it. (38)
A consequence of senior management's indifference, or neglect, is that there is no continuity
or co-ordination of affirmative action efforts, and 2o mechanisms in place for monitoring or
gvaluation;
There has been little practical development of people, linle mentoring and support.
(24)

There is no process that everybody in the company has bought into, or has contributed
to positively, (8)

Lack of consistency and transparency in career path planning
Black managers are particularly critical of career path and progression planning in the
organization, and the lack of transpurency surrounding the criteria for promotions:

Career paths are supposed to be there ... but In - ractlce, I don't think they are. (38)

There is a lack of succession and progression planning ... None of us knows how it
works, You just feel you've it @ jackpor when you're promoted. (3)

1 see people who pur In similar, even more, effort finto their jobs] than me, but they
are unsuccessful. It's all very subjecrive. (36).

[The Oll Company] s quite like some of the government departments ... unless you a'o
very badly, you fust sit there, (24)

The promotion system at [the Oil Company] is fairly rigid. You have to serve

Jour or five years In a post fbefore promotion], Generally, merit doesn't have
much to do with it. This doesn’t lend itself 1o gffirmative action. (5)
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Another time I was going to buy farm land - you know when vwe develop these filling
stations next to the highways they're all on farm land, This old lady, she didn’t even
want to talk to me on the phone. She fust didn't want me to come, because she didn't
trust that, 1 mean, how can a black person come and make an gffer to her on her
farm? He must be a con man or something flaughs]. I had to get a white lawyer who
worked for ne to do all the negotlatiors on my behalf. So, it was only when the
lawyer cleared me that she was prepared to accept me and say "pop in". (38)
When black managers fail or make mistakes, they say that they are not judged on an
individual basis, as white managers would be, but as a reprasentative of their race. This leads
to feelings of frustration and disillusionment on the part of black managers, expressed as
follows:
They [whites] look on you like * Once you fail they've all like that’. When you succeed
then you're the exception. (14)

The problem for black managers Is that you not only have to perform well in your
work, you become .. a sort of custodian of black aspirations, There Iy a tremendous
psychological burden thar {f you fail, it Isn't just a mistake you made ... you are
diminishing all black managers. (38)

There is this feeling that you can't do anyching wrong ... or they [white colleagues
and supervisovs] will be angry. It stifies your risk-taking ability, your creativity and
innovation, (19)

Howevet, it should be noted that several participanis in the study found support from senior
[white] managers when their authority or dignity was threatened in a work situation:

My appoinimeni...was resisted by my white subordinates [w}io} tried o sabotage me
by thelr lack of cooperation. They did not succeed because semior management
empowered [stood by] me, (38}

Weakness or indecision on the part of senior managers in dealing with subordinates' racist

behaviour was perceived by black managers as a willingness to supnort the status quo.

Waning interest and support on the part of senior management

The respondents believed that top management was sincere about affirmative action, and did
not deliberately block black managers in the way that middle managers did, But while seaior
management may have its heart in the right place, its energies are focused elsewhere:

Affirmative action Is not treated seriously by senior maragement. If there was
commitment, it would be demonstrated in empinyee profiles. (13)
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Patronizing uttitudes towards black managers
In addition to experiencing active resistance on the part of their white colleagues and
subordirates, black managers reported that they often felt patrorized and stersotyped:

The attitude fof white managers] has been * You blacks have not been in management,
you don't know and understand the culture of business, and it will take time to learn
the ropes. But take it easy, it comes slowly ...’ It is irritating because some [whites]
become patronising ... like [they are] sitting high up on o pedestal, and patting
[blacks] on the head, saying *you an 0t doing badly'. (24)

White managers have habitually considered themselves management material, and
blacks not. You will have to break a psychological barrier for [black managers] to be
accepted. (13)

All respondents rejected the notion that they were affirmative action appointees. Some
expressed their resentment vehemently, They felt the phrase denigrated their hard work and
achievements, <8 expressed below:

There Is a stigma attached to qffirmasive action appointees. They are labelled
‘protecied person'. They are “disabled"" and need special provision. 1 don't need it
I resent it. (19}

Negative attitudes to affirmative action may be linked to insidious stereotypes about bilack
people, including the assumption that Africans are unable to manage themselves and others.
This is the reason advanced for the phenomenon that black managers' performance is often
supervised more closely than white managers' would be, and for questioning their credentials
repeatedly. Two incidents which illustrate the latter are described graphically below:

I had problems when 1 started ..., The customers used to have problems with me. 1
used to deal with property developers [when] a filling statior was to be built next to
a shopping centré. When it was stll on the drawing board I would get involved in the
planning and so forth, The property developers are used (o dealing with whites ...
they're talking big bucks, nothing less than a milllon and a haif Rands. Now people
don't expect that vou as a black could be sitting there deciding those things. Every
time 1 was In a meeting, the first five minutes of the meeting was basically a
discussion of my credentials, You know, initially my business card never had my
qualifications qfter my name, But I realized that when we start the meeting, 1 have {0
explain my academic qualifications, my background, my history, And I finally decided
not to waste the first ten minwes of every meeting, I had better just put all my
qualiications on my business card straightaway. So it says *[name and surname],
Bse, ACD Maths, HDE, MAP (Wits Business School}', And when the guy takes my
business card, he looks at it, and those questions are answered. And thereafier we can
have q decent meeting,
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In future, it is planned to publicize ADP beneficiaries through the inclusion of profiles of
thetn In the popular inhouse journal, But the problem of communicating programme objectives
and activities in a meaningful way to all members of staff remains,

Consuitation with ali constituencies

The experience of the initial planning group and the cross-functional management team
emphasizes the importance of consulting with a wide range of individuals and constituencies
on policy formulation and implementation, Yet despite efforts to consult individuals from a
range of occupational and racial groups, few employees outside the ADP team thought that
the process had been sufficiently participatory or consultative. The most obvious omission in
this respect is the trade union, SACCAWU,

Initlally the ADP team focused on the development of salaried staff, since these were the
people who responded to ... siotice advertising the programme. The extension of affirmative
action to the shop floor (In the sense of providing access to higher level training and
devetopment, and promotion beyond supervisory positions) was not promoted vigorously. A
significant change in this position took place in 1994, due to several interrelated events, The
initial failure to attract candidates to the ADP fro1- all levels of the organization resulted in
the unintended exclus’ on of members of the shop floor, At the same time, workers' rights to
lifelong learning opportunifies, and particularly to adult basic education, were becoming more
prominent issues in Inbour affairs at national level, Shop stewards at the Copglomerate began
to ask why they had not been consulted about the ADP, and requested a hearing. Meanwhile,
ar: vxperienced person receptive to trade union concerns had been appointed through the ADP
to a managerial post in the human resources department, In a serles of meetings held with
shop stewards, the ADP was recognized as the company's major vehicle of occup donal
advancement, and it was agreed that access to the ADP was to be extended to wo.cers
through the provision of comypensatory edusation at Standards Eight and Ten levels.

Of course, if shop floor staff are to be recruited for salaried posts and targeted for
management development, further steps will be required, as indicated in Chapter Three of this
study. Existing staff will have to be assessed for pote. i+ and given appropriate training; now
recruits to shop floor jobs will have to reach higher educational requirements than in the post:
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helping them develop technical skills needed in their career, but point out that most valuable
learning opportunities are informal, arising from the demands of the work situation.
Ubserving others, particularly during negotiations with stppliers and customers, was a
frequently employed strategy.

In this connection, the informal, volunfary mentoring relationships cultivated at the
Conglomerate were percelved as valuable. Mentors reporfedly provided role models to more
junior staff, and performed a humber of other functions, such as advising protegees about job
openings, explaining company protocols, providing feedback on performance and acting as
sounding boards for problems.

In contrast with the experience of black managers st the Bank, black managers at the
Conglomerate are appointed to ‘real' jobs with real responsibilities, They are not shielded
from decision-making by white managers who believe they do not have the capacity for it.
Graduated decision-making, with responsibility for the consequences of decisions, is a
management development strategy favoured at the Congiomerate, In addition (and in contrast
to the experlence of black managers in the Oil Company) the Conglomerate's black managers
are well briefed on their duties and career paths:

During the imerview [for a new position] we spoke a lot and 1 asked a lot of
questions, What would be expected of me? What are my riew responsibilities? What
autheriey goes with the position? How far can I go? [My future boss] spelt it out quite
clearly to me and sald: "It's yours, You've got full responsibility. (21)

Timely and clear commuuications

The Jaunch of the ADP within the company led the managers concerned to believe that timely
and clear communications with all employees on issues related to affirmative action were
vital. Lack of communication, or failed communications, threaten the credibility of the
programme by giving the appearance that Httle or nothing is happening:

We registered our names [for the ADP] last year [1993]. Six months later there was
a neeting and we were brigfed on what the ADP was all about. And three months
later 1 gor a communication saying,  We apologlze for being a bit late'. But we can't
keep on being late. We can't qfford 1o be late, or o apologize for being late, (22}



A Tavourabie environment for affirmative action

The ADE §s set In an organizational environment which is favourable for affirmative action,
In shasp contrast wits - Bank and the %] Company, supportive features of the environment
inelide senior management commitment to the process of black leadership development and
empawerment within the organization and in the broader community; support systems, such
as cross functional manapement teams and mentors to facilitate social interaction and the
exchange of views; and enthuslastic and committed people to manage the programme,

Sipnificantly, (he orpanizational culture is ong which affirms the dignity, confidence and
competence of emplayces, When asked abeut race relations, white and Asian respondents in
the study described the company as ‘liberal', due mainly to the Influence of the parent
company which promotes equal apportunity ideology and practices in its American factories
and monitors those of the South African aperation. Most of the black managers interviewed
in this study opreed with an Aslan manager who said that

1 have never folt different' it our organization. I was never made to feel aware of
iy ackpround or enlture or anvthing tike that ... We just never think about that, (9)

But of courss, Bot everyone in the organization shares the same positive view, One African
manag.r observed that

There Is still that feeling from the white guys that black peaple can only perform up
to a certin level, they can't go beyowd It, (26)

In contrast with the rather formal and exclusive sporting and soelal activities sponsored by
many other companies for their salaried employeas (membership in golf clubs; dinner dances
at hotels), the empiwasis at the Conglomerate is on inclusive, popular and competitive activities
suelt s road running, snceer and volleyball. This makes it casler for employees to intoract
seross burriers of rave, class, gender amd rank in the organization, and facilitates the
development of social networks.

in Chapter Six of this study we saw that black managers rely strongly on academic
qualifications for placement and advancement, At the Conglomerate, an additional strategy
to pronote career development was observed, A number of manapers deseribed themselves
as "lifelong learniery™, as people eomnitted 1o acquiring the skills - and power - to shape their
own positions, and thase of ethers. These manapers eredit inhouse education and teaining for
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agpirations (leaping from the shop floor to the managing director's office, or wanting to frain
in a field completely unrelated to the current carcer path) provided grounds for carecr
counselling for a small number of applicants,

For those who passed through the scresning process successfully, a personal study programme
was developed, The company pays registration and tuition fees as well as other expenses,
such as travel, accommodation and books.

In addition to the ADP, an informal policy exists of allocating 50% of openings and
promotions to black staff members, Efforts are being made to identify black employees with
potential by using standardized tests of literacy and numeracy, appraisals by an industrial
psychologist, and discussions with the staff of the human resources department about the
prospects and avenues for advancement in the company, In future all new recruits to the
company will be required to have at least a matric, a8 such employees are believed to b
more productive, to have better relationships with colleagues and management, and to have
the potential to be trained for management positions.

The ADP has been given & period of five to seven years to prove its worth to the company.
At the end of this period it is antlcipated that there will be no further need for affirmative
action measures.

9.8 AN ANALYSIS OF THE CONGLOMERATE'S APPROACH TQ
AFFIRMATIVE ACTION

A study of employees’ perceptions of the ADP, its progress and ovtcomes to the end of 1994,
reveals several factors which may have a bearing on the programme's longet term success
in the organization, as well as iis capacity to serve as an example to other organizations
engaged In affirmetive action, Once again, these factors are presented in a sequence which
indicates the convictions of participants in the study, starting with the most strongly and
widely held views.
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trying to co-opt them; thus potentlal candidates might nc. come forward in the numbers
antlcipated, A third explanation was suggested by the * greying' of the workforce, The average
age of the company's bive collar workers is 47,2, Many of these employess have benefited
from the custom of personal referrals in the hiring process and the relatively high wages paid
by the company in terms of equal opportunity measures instituted in the Sullivan Code. The
rate of attrition is low and the company is noi growing, therefore there are unlikely to be
many openings in management in the short term, Management's perception, then, was that
the company's long-term, blue-collar workers did not have the educational background, nor
ihe youthful vigour and motivation, to engape in further study for the purposes of career
adlvancement,

Recognizing that the programme had not been widely communicated to employees, and had
not succeaded In engaging their enthusiastic support, the new cross-functional management
team decided to run question and answer sesstons for & wider cross section of staff membess,
Again due mainly to the interest shown by white-collar workers, the programme atiracted 64
persons in 1994, of whom 50 were black, and 10 were women.

Members of the ADP team then set about structuring and implementing the programme,
Working in pairs or triads with practitioners in the firm's human resources department, ADP
tea members began to counsel epplicants concerning their occupational aspirations, and
appraise their aptitudes, attitudes, and achievements, Personnel recotds were scrutinized for
candidates’ educational background and indicators of good performance.” An assessment was
then nade of each candidate's suitability for the programme, Candidates were rated in three
ways: automatically accepted; temporarily declined (may reapply in six months); or needing
further ussessment from human resources professionals, One of the interesting byproducts of
this assessment process was that it aletted members of the ADP feam to the weak
communicavlons skills of several potential candidates, The human resources department was
notified in furn about a widespread need for remedial education,” "Unreasonable" career

1 Porformance nppraisals, rtes of nhsenteeism and reconds of debt are roviewed,
" In 1994 the Conglomerate registored as mn adult educntion contre, and employs 2 nine teachers to run a

pilot progenmme for 25 Jearners in Standasd Bight ond 23 lenmers in Stondnrd Ten, Classes are held after hours,
on compiny promises, at no finaneial vost to lewemers,
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the existing workforce. Calculations were made of the niumber of managers neaded each year,
and the number of black appointments which should be made to meet hiring and promotion
targets, ranging from 40% to 60%. In line with the company's tradition of inhouse
recruitment and development, it was decided to draw up a list of potential candidates for
supervisory and managenient positions, based on team members' perceptions of individuals'
aptitudes, experience and educational or trade qualifications, The number of candidates listed
in this way was sufficient to meet the targets which had been set, but it was decided to open
the search more widely so as to recruit a larger pool of potential managers from within the
firm. A discreet announcement was made outlining the company's equal opportunity aims,
and a notice was posted inviting appucants to join the * Accelerated Development Programme'
(ADP) - billed as a company-sponsored education and training initiative,

The specific aim of the programme is to develop a pool of qualified psople who may be
advaneed into management positions as these becoms available in the process of attrition. To
this end, the supnert offered i3 not mited to job specific training, but is oriented to various
management functions (for example administration, sales, accounting) represented in the firm,
Requirements for short-term, job-specific training (for exaniple In sales and marketing) will
be met inhouse, whil  quirciments for longer-term professional education will be met by
registering  staff men. .rs as students with accredited educational institutions and
organizationa,

Initially, the response from blue-collar workers to the announcement of the ADP was
disappointing, aithough the response from white-collar workers was enthustastic, Several
explanations were offered for this by human resources managers. First, it was believed that
many blue~coi'ar workers who had read the notice would not see themselves as the potential
managers invited to apply for a place in the programme. Secondly, leaders of the trade unton
(SACCAWU)," locked into oppositional relations with management and preoccupied with
wage disputes, had in the past discouraged potential candidates (particularly shop stewards)
from applying for management development programmes by insinuating that management was

UThet. -th African Commercinl, Catering and Allied Workers Union, SACCAWU was not consulted about
the ADD pric: to the anmouncement,
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to manage the company's large vehicle flest. The appointee was soon revealed to be
unsuitable for the job; he was unable to control the flest financiaily and made questionable
degls for the purchase and service of vehicles. A committee had to be appointed to oversee
his decisions and effectively do his work, making his position a mere ‘window dressing'
dppointment, His appointment was terminated when his mentor, the managing director, left
the firm a few years later, The incident contributed to a conviction widely held by the firm's
present management that tokenism is to be avolded at all costs, The company has now
reverted to its earlier policy of internal recruitment, training and development, and
intentionally dispels links between its human resources policies and affirmative action. The
use of blander American terminology and euphemisms (equal opportunity’, *managing
diversity') is preferred, Putting the case bluntly, one senior manaper declared:

We don't have an qffirmative action campaign, we have an obfective to pive gur
stackiolders the best return on their investment in the short, medium and long term.
We could achieve the short and medium term obfectives with no qffirmative actlon, but
we would fall in the long term, (45)

94 CURRENT STRATEGY: THE ACCELERATED DEVELOPMENT
PROGRAMME
In 1992 a series of meetings was held by sentor staff of the human resources department in
which an ‘accelerated programme' was conceived for the dual purposes of spurring
management development and black occupational advancement in the firm, The concept was
not communicated snccessfully to others in the company, so the original design was set aside
in favour of a more participative, consultative management process. A thirteen-member,
cross-functional team™ was drawn from different levels and areas of the organization, across
racial and gender lines, to investigate the development of staff and the management of equal
opportunity in the company, The team first set fargets for the racial coraposition of
management up to the year 2003 (based on projections of the company's growth and sales,
and taking irto account recommendations made by NAFCOC and the BMF) then surveyed

¥ Cross-functional tams consist of people from different functions in the erganization, for example, ssles,
humon resources, (inancs nad manufacturing, who meet rogulnely to set targets and dovelop strategies for chiange
int the orgunization, Cross fusctional teamy are net uniquo te the Accelerated Development Progrmme, They
hvwss been used wuceessfully to address problems of customer service, and for other tasks in the organization,
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(a black woman) a failure because of her "unrealistic expectations” of the company.® This
employes left the company at the end of 1993, Of the three bursars who completed their
studies in 1993, one has been employed.

In 1992, following an audit of the workforce and & projection of human resources
requirernents to the end of the century, management concluded that further action was needed
to develop a management force (particularly at middle and upper management levels) which
reflected the diversity of South Africa’s population, *Diversity' was understood to refer to
race. Gender, ethnicity and disability were not considered to be sipnificant issues in the
company at the time,

A backdrop to the company's current affirmative action aims is a certain wariness of using
the term *affirmative action' at all. The term is perceived by many to have connotations of
conflict and failure, Here it Is important to note that the Conglomerate has atways steered
clear of public pronouncements and high profile actions on issues of social responsibility.’
With respect to affirmative action, one senior manager reflected the views of many others
when he said:

Affirn, itive action has failed, or has been scen 1o full, everywhere, including the USA,
It's just not a good term, not a successful word, The term s not used much in the
carporation globally, (45)

An examination of the American and Zimbabwean experience of affirmative action in the
1980s created misgivings amongst human resources managers in the South African contpany
about the effects of vigorous affirmative action on pro uctivity and organizational
effectiveness, In addition, some managers at the Conglomerate had scquired jaundiced views
of affirmative action resulting from an incident in the company's recent history, Traditionally
the company's management corps had always been drawn from its own staff, but in the early
1980s the managing divector at the time appotnted his black chauffeur, a former golf caddy,

¥ Thiy bursur requested finanelal support for an additiona) year of fulltime study to completo a Masters
degres,

¥ In the late 19805, in the period of economic sanstions and disiavastment in South Africa, thy benefia of

such a position ware clear: the ...apaay could continue o operats, albent discreetly, Tha relative merity and
demerits of persisting with such a position will need to be carofully weighed up in the 1990
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The Sullivan Code was used by most American companies as a point scoring
mechanism, [The Conglomerate] is no exception in that ... We have seen genuine
attempts at social responsibility, but not within the organization. Ouiside the
organization, ves. The company did a lot for communities out there, A lot, They set
up schools, they bullt old age homes, they have given thousands of vands away in
projects ... but not enough was done inside, (?7)
Swainson (1991) remarks that it is difficult to assess the pverall impact of private sector
investment in education and training., But it iy worth noting that in 1987 Rev Sullivan
withdrew from the Sullivan Code Signatory Association, observing that it had failed to
introduce ‘real' change. Another critic of the signatories, Mafuna, commented that
They [American multinationals] have failed to mea.ure up to the expectations of the
black community because they have been too engrossed in perfecting the ratings

system, Their motive was to score points,
(Business Day, 28 October 1988)

Generally, social programmes motivated by the Sulllvan Code seem to have improved
working conditions, but to bave done little to inicrease the supply of skilled black workers and
professionals in the econamy. At the Conglomerate, education and training expenditure was
designated for developing potential managers from the ranks of salarled black employees, In
the 1980s the company sponsored the further education of several employees on the Joint
Management Development Programme, a demanding and innovative three year programme
for the development of young managers of all races.® In 1992 a bursary scheme was
introduced to fund graduate studies in business administration st the University of the
Witwatersrand and the University of Cape Town.” Under this scheme individuals are
supported financlally for one year of full time study, They sign a two-year indemnity to the
comy .y, and on graduation are deliberately placed at the lower end of the management scale
for which they qualify, so that they may rise, and be seen to rise, on the basis of merit,
Mentors, chosen for their expertise and communicativeness, are assigned to bursars, and
monitor their progress, In 1992 there were three participants in the scheme, one of whom was
considered by senior human resources managers to be "successful", one "average”, and one

¥ The programune was supported by the French Chamber of Commerce, the Blnck Maningoment Porum, and
o number of multinationn companies, such as the French o1l comptny Total, which had remuined in South
Afrion despite sanctlons and disinvestment cumpoigne in the 19808, The programme was i by Clive Acton
Assoeinted, and onjoyed ligh prestlge in business and education circles.

7 The Postgraduate Dipiomn in Manugement is currently favoured.
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9.3 THE HISTORICAL CONTEXT OF AFFIRMATIVE ACTION IN THE
COMPANY

In 1977, at the insistence of its parent organization, the company became a signatory of the
Sullivan Code,* and began to implement ‘equal opportunity’ measures modelled on those in
place in its American parent organization, The Sullivan Code stipulated hiring practices, rates
of pay, and the provision of equal facilities and services for ail race groups. Signatories of
the code were cbliged to budget a certain percentage of the payroll for social responsibility,
and of this sum, a certain percentage was to be spent on education and training,

Throughout the 1970s and 19805 the Conglomerate routinely exceeded the targets for hiring
and promotion of black people prescribed by the code, and received top ranking on the
Sullivan Principles, The company first concentrated on desegregating and upgrading facilities
at the plant, then on improving living conditions for employees and the'r families outside the
work environment. Bducation grants, housing subsidies and medijcal care for black staff were
introduced,’ Over time, greater weight was given to involving black employees in the
identification, development, implementation and evaluation of social programmes, Towards
the end of the 1980s, in a gesture of solidarity with the efforts [ black South Africans to
overfurn apartheid, the company pledged to pay full wages to workers who had been detained
without trial by the authorities for demonstratiig against apartheid, or for breaking apartheid
laws,

While these activities may give a glowing picture of the Conglomerate's social consclence and
actlon, a different light is cast on the Sullivan Code and the company by one of the black
managers interviewed in this study:

* The Sullivan Cude is named for Rev Leon Sullivan, a prominent African American congressman who
devised a code of conduct for Amorican-owned businesses operating in South Africn under the apartheid regime.
In 1987 Sullivan stated in a press conferance that adherence to his cade in 127 of soms 200 American companies
in South Afriea liad "failed to undermine apartheid", He called for both disinvestment and a trade embargo
(cited In Beaty and Harari, 1987),

% In 1994 the company spent 12% of its payroll on socist progrummes, and one million Rands was budgeted

for inhouse education and trafning, This sum inoludes the salares of three full-tite staff members, overhemds
such 5 training rooms mid equipwent, and training materisls,
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who were present, and fielded questions and comments from them. She checked her
interpretations, and was assured that they were generally accurate.

At the meeting, team members coniplained that affirmative action was moving "at a snail's
pace”, and that the project was in danger of losing credibility in the company. While
conslderable strides had been made in communicating policy, and in opening access to
education and training programmes, lack of commitment to the project was evident on the
part of some managers, Relucrance to appoint black people to senjor positions in the company
was evident. Furthermore, vacancies were being filled by recruits drawn from outside the
company, rather than from the pool of people whose skills and potential had been identified
by the team in 1993, The commitment of senior managers to black occupational advancement
in the organization was beginning to be questioned, apparently for the first time,

In the meeting it was proposed that clear targets be set to guide line managers as well as the
management team itsel® about progress in affirmative action. Mechanisms for evaluating
individual progress {for example the insertion of items on affirmative action into managers'
performance appraisal forms) were mooted. It was also suggested that the company's informal
mentoring system be extendled to others in the compan+ and that both mentors and protegees
should receive an orientation to their roles from staff of the human rescirees department,

The researcher was left with the imypression that some managers' high hopes of rapid progress
in affirmative action had been trimmedu to more modest levels, but that team members were
prepared to press for changes to strengthen and support the process which they had initiated.
As was the case in the Bank and the Oil Company, the draft case study acted as a catalyst for
reflection and action, and assisted those responsible for affirmative action to address the
problems identified by particlpants i1 the resgarch,
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no blacks in senior management or on the company's board of directors, making the
company's public profile as an ‘equal opportunity organization' somewhat low key. The
American parent company has indicated that it wishes to see at least one black p< rson and a
woman on the board within two years,

92 NOTES ON THE RESEARCH PROCESS

The procedure followed in the Conglomerate was nearly identical to that observed in the Oil
Company and the Bank. In the case of the Conglomerate, the General Manager of Human
Resources and Branch Operations had been an acquaintance of the researcher for many years.
She contacted him, and the Manager of Corporate Affairs (whose porifolio included
affirmative action) in December 1993 concerning the feasibility of conducting research at the
Conglomerate. These two managers approved the project and agreed to be Interviewed
themselves. They also provided the researcher with documentation and general information
about the company. The Manager of Corporate Affairs put the researcher i contact with five
rolleagues who met the selection criteria for interviews (see Chapter Two). This first set of
respondents suggested further contacts within the company, leading to an intentional sample
of thirteen managers.

interviews were conducted between January and September 1994, both before and after South
Aftica's first democratic elections. Interviews were conducted on the company's Bast Rand
premises, either in respondents’ offices, or in breakaway rooms adjoining tl.: -eception area,
As was the case in the Bank and the Oil Company, respondents were asked to provide
biographical information, and to correct summary notes made by the researcher, drawing on
her notes and interview transeripts.

On 26 January 1995 members of the Conglomerate's management team for affirmative action
met at Idlewilds, a resort on the outskirts of Johannesburg, to discuss, among other things,
a draft version of this case study which had been circulated to participants in the study in the
last quatter of 1994, In February 1995 the researcher was invited to make minor corrections
to her report, and w0 joln the management team for its second meedng of the year, At that
meeting the researcher presented a summary of her report to the nine members of the team
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senior management and on the company board of directors; white men and women dominated

middie management.

Targets set for the retail group by the year 2001 were that blacks should comprise 80% of
the total workforce, and hold 20% of senior management pests. By March 1996 each chain
in the retail group should have a black non-executive director.

10.2 NOTES ON THE RESEARCH PROCESS

The research process followed the pattern already established in the Bank, the Oil Company
and the Conglomerate. This time the researcher was referred by a personal friend and former
employee of the Retailer to senior staff in the company's personnel division. The Personnel
Manager and Personnel Director were approached in February 1995 concerning the feasibility
of the project, They welcomed the researcher and put forward the names of several colleagues
within the retail chain and the wider retail group who met the criteria fc ¢ selection. They also
set aside time to be interviewed themselves, and provided the researcher with general
information about the company. The first set of people interviewed suggested further contacts
within the company, and so an intentional sample of thirteen respondents was built, The
researcher acknowledges that the sample is heavily skewed towards employees at the
company's head office in Johanneshurg. Although potential respondents from the company's
many stores and geographical regions were snggested by emnployees at head office, it proved
extremely difficult to establish contect with these people on the telephone so as to set
appointments for interviews, Interviews were conducted in the first quarter of 1993, in private
offices or breakaway rooms at the Retailer's premises in Johannesburg,

A draft version of this case study was given to respondents in June 1995, Three respondents
comnpleted the response form attached to the case study and returned it to the researcher, In
August, the researcher telephoned a further four respondents and asked them for their
comments on the report. All seven respondents agreed that the draft case study gave a
detailed and accurate picture of the Retailer and its affirmative action policy. Asked how the
rescarch results might best be used by the company, one manages suggested that participants’
perceptions and views of affirmative action should be aired more widely in a company-wide
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justified in the compuny (and the industry) as a need for *fresh blood’ to stimulate creativity
and productivity,

The corporate culture, strongly influenced by the American model of customer-driven policy,
was deserib-d by respondents as "entrepreneurial, profit-driven, professional and competitive"
(31); and "cosmopolitan, competitive, fast-paced and demanding" (34). It emphasizes
"empowerment, participative management, open communication and effectiveness" (07). Or
as one resporident described it: "You have to swim; we don't hand out life jackets" (34),

The Retaiter has a wide range of training programmes aimed at developing manageriai,
technical and professional skills, The *Merchant Development Programme', a flagship
programmie, is a one-year course which aims to instil in newcomers to the Retailer a sound
base in retailing as well as a > merchant mentality' (Supplement to the Annual Report, 1994:
4}, Thirty candidaies are selected twice yearly {rom 500 to 600 applicants. On completion,
trainges may enter tie Merchandise Division as assistant planners or buyers, jobs which
identify them as ‘fast trackers' for middle and senior management positions,

Other programmes have been designed to address the developmental needs of middle to senior
management. In these programmes, participants from across the retail group are engaged in
both theoretical and experiential learning exercises, syndicate work and workshops.
Particlpants are put under pressure of time, and are expected to deliver public presentations
on individual and group activities. Such programmes go beyond technical skills training to
expose participants to other people and functions in the organisation.

In 1994, in the retail group as a whole, 67% of the workforce was black (ie African, Aslan
and Coloured) and 70% of employees were female. Management, from supervisory to senfor
levels (graded on the Hay Ansyl system) was 34% black, with Africans holding slightly fewer
than 10% of senior management posts, There was one black non-executive director on the
company's Board of Directors, In the first quarter of 1993, in the retail chain which is the
focus of this study, the workforce was 42% white, 31% African, 21% Coloured and 6%
Asian, Women made up 75% of the workforce, White men were heavily over-represented in
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The reasons for moving from a centralized and hierarchical style of management to a more
participative approach were deszribed by one respondent as follows:

There is a changing reality in the world ... being driven on various fronts, It is
resulting in a greater democratization of almost everything, so, If you want to do
something it is no longer possible and meaningful to do it in an autocratic way, So,
in fact, if you don’t give [people] a say and allow them to participate, you probably
are not going to achleve the results that you want, So ... we have re .ognized the need
Jor a high level of participation at all levels in order to get the best out of the peaple
who work in the busingss, (23}
Interactive management, the third management approach to which the company subscribes,
means seeing the organization as a series of cells, or functions, intéracting with one another
at various stages. Productive work should no longer be seen as a linear process, in which
individuals and groups perform a diserete function and then pazs the activity on to the next
individual, Instead they interact with one another simultaneously, and in so doing, they create
interdependence and synergy. Disagteements are supposed to be eliminated, and a uniform
focus or direction achieved. The business itself funetions as a system, which is constantly
refined and streamlined through re-engineering and the application of information technology.
The business, as a system, interacts with its immediate external environment (another system)

which, in turn, is part of a greater global system.

But corporate philosophy and corporate style are not necessarily the same thing, The premise
of cooperation and mutual trust implicit in participative management is undermined by the
aggressive individualism and competition fostered in the internal and external environment,
The external environment is characterized by intense rivalry with other retailers over markets
and profits, Internally, the flat organisational structure means that there are few job openings
on 8 veriical axis, particulatly at head office, The increasing use of information technology
means that the m mber of peaple needed to run the business is shrinking, Lung-serving staff
members ar. locked into positions at the top (directors and divisional managers) or the bottorn
(service staff) of the organisation. Between these levels there is intense competition for
advancement among staff selected for their youth, ambition and determination. While some
new jobs are created through the opening of new stores, the expansion of existing ones, and
the strategic thrust into hew markets, siaff often seek advancement in rival retail chains, often
refurning fo the Retaller some years later at a higher level, This high turnover of staff is often
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drawn from Million-Rand-A-Month competition entries was spent over three years on 250
schools (Annual Report, 1994: 20). A Saturday school, named after a chain in the same stable
which targels black consumers, provides classes in English and mathematics to the children
of staff members, However, pressure to increase social investment is growing:

The expectation of the man in the street is that the legacy of apartheld i« going to be
soried out quite quickly ... If the government can't provide, then vusiness musi
provide, We have had a major increase in applications for educational assistance quite
recently. (44)

- Although this report emphasizes human resources functions and issues, the company is led
by its buying and marketing functions.® According to the Retailer's 1994 Annual Report,
decision making is relegated to operating levels of the business whenever possible, Strategic,
participative and interactive management philosopities lie at the heart of this approach, which
“relies on the building of employee partnerships at every level to fostar mutual trust and to
encourage people to think always about how they can do things better” (Annual Report,
1994; 2.

In the 1980s, following a period in which authority, responsibility and strategic thinking were
vested i a fow individuals employed in leadership capacities (notably a series of charismatie
and visionary CEQs) a process of devolution began, aided by advances in information
technology and business process re-eiigineering (noted in Chapter Three), One consequence
of this has been that strategic thinking and planning have been decentralized and shifted to
lower levels of management, A related process has been a flattening of the organizational
structure, At head office, a handful of top exceutives exercise group responsibility for
finance, personnel, marketing and so on, and liaise with divisional managers to control policy
directives, Bach store, or *operation', functions as an Independent cost centre and carries out
its own accounting and warehousing, Most stores employ their own personnel manager and
carry out their own personnel selection. The stores function in a network rather than a
hierarchy. The network consists of divisional operations managers, store managers or area
managers, together with the infrastructure of each store.

* Five of the fourteen direotors in the Retailer's Contenl Management Committee represent merchandise
functions and two of them are responsible for marketing,
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subscribe to the Retailer's *Club'!, Subscribers receive a glossy monthly magazine which
advertises fashion and beauty products and promotes consumer lifestyles, They are
encouraged to take part in demonstrations and promotion.r. They receive special offers, prizes,
vouchers and discounts on certain goods, The main incentive to join the Club is the chance
to win cash prizes in the “Million-Rand-A-Month Challenpe'.’ To ameliorate the gross
commercialism of the competition somewhat, R250 000 s donated every month to schools
selected by the top five prize-winners, On the face of it, schools are co-beneficiaries of the
competition. * However, the Retailer profits enormously from Club subscriptions, taking in
five or six times the prize money disbursed in inonthly competitions and grants,

Aside from itg public association with cash donations to schools, the chain, and indeed the
retail group as & whole, has a low profile in social investment, in striking contrast to its
parent company, SAB. According to 2 senior manager interviewed in this study,

We belleve our responsibilities centre around our employees and their families. (44)

The 1994 Annual Report explains that the group's major contribution to soclety is the creation
of job opportunities and training people for those jobs.* A significant financial contribution
to the education of individuals, billed as "a serious commitment to education” in the Annual
Report (1994: 20), may be seen in a RS million burgary scheme assoclated with another chaln

in the retail group, But support for institutlons and communities is much weaker: R4 million

I"Fhere wara 1 500 000 members of the Club in 1994, most of whom held aetive accounts with the Retaller,
About 500 members were not account holders,

* The first prize Is R250 000, the second ls RS0 0U0, the third Is R25 000, the fourth is R15 000 and the
fifth is R10 000, Titere are 550 oash prizes of R1000 each, Rifty Club mambars have their account balance paid
in full every month,

3 A recent felevision advertisement by the Retailer suggests that donations are made to needy sehools in
black comumnities, but in fact prize-winners may seleot any school at all 13 a beneficiary, and donntions have
been made to well-heeled private schools which sorve priviloged sectors of the population, as well as to schools
in poorer communities

* An additional contribution may be sean in tho reinil group'’s participntion In the Textile and Clothing
Industry Task Group, set up by the pew govemment to formulate stmiegies to improve the industry's
internationnt competitivences as well as its effoctivenssy in supplying the domestic market with textiles and
clothing at affordable prices. The task group is composed of representatives from business, organised Inbonr
and government. It heg hald discussions on the GATT requirements and productivity lssues such an skills
devel. piment and technology. A Textile and Clothing Authority hes besn establishe to enhance the intsmational
competitiveness of the industry,
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10% (Annual Report, 1994: 25). These rates are considered to be low in relation to the
profits recorded by tival chains in 1994, but satisfactory in view of the chain's expansion
(three new stores were opened in 1994), its extensive refurbishment programme, and its
investment in electronic systems (automatic merchandise replenishment systemr and electronic
points of sale equipment were installed in many stores),

Trading conditions in South Africa in the early 1990s have not been favourable to retailers.
Disposable incomes and employment levels in the general popuiation have been depressed.
Consumer and investor confidence were affected negatively by violence and political
uncertainty, constraining retail growth, However, there were indications in late 1994 that the
~ountry was emerging from its longest recesssion since World War I, Lower rates of
corporate taxation boosted post-tax income, offsetting the price incteases incurred through the
introduction of VAT and the poor international exchange rate of the Rand.

The chiain faces stiff competition from other retailers, threatening its historically dominant
position in womenr's fashion, Its top priorities are to retain market leadership and build
profits. It planned, therefore, now to open new stores in 1993, but to focus instead on the
revitalization of trading areas through relocations and refurbishments.

In keeping with South Africa's historical segregation along lines of race and class, each of
the chains in the retail group has had its own distinet target market. The traditional market
of the Retailer has been middle income whites, but the growth of the black middle class and
the expansion of the lower income market in the 1980s has meant that black consumers have
overtaken whites in terms of market share and buying power, This has important implications
for the future prosperity of the chain, and indeed the entire retail group, It is a fundamental
principle of marketing that the people who can best interpret congumer needs and interests
are those who share the same population group and class position, This means learning about
black consumer demands and lifestyles so that merchandise, marketing and service can be
appropriately pitched, As one respondent interviewed in the course of this study put it:

If we don't find out lots more about black consumers fast, we are going to lose our

competitive advantage. (31)

Aside from the retail trade, a substantial source of income derives from customers who
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CHAPTER TEN
AFFIRMATIVE ACTION AT THE RETAILER

10.1 INTRODUCTION TO THE RETAILER

The retail chain which is the focus of this study began as a single basement shop in Joubert
Street, dowatown Johannesburg, in 1929, The shop sold women's fashions, and a system of
allowing customers to pay for their purchases over a period of six months became the
halimark of its success. During the 1930s, further stores were opened on the Reef, then in
Cape Town, Durban and Port Blizabeth, until in 1946 there were ten stores in the chain, and
a public company was floated on the Johannesburg Stock Exchange, The company prospered
and a period of growth and diversification followed. Stores were opened in the major cities
and towns of South Africa, Namibia and Zimbabwe. The growing prosperity of the white
population of South Africa in the 1960s led to a market of increasing size and sophistication,
but also brought increased competition from rival chains. In the 1970s, the principle of
*eustomer sovereignty' became enshrined in the company's philosophy. The advent of store
credit cards and the use of information technology to manage stocks and credit contributed
significantly to the company's financial growth in the fate 1980s and early 1990s.

The Retailer is today a leading fashion chain in southern Africa, providing middle to upper
income customers with clothing, footwear, household textiles and accessories, In 1994 the
chain had 166 stores in South Africa and Namibia, and employed err 8300 employees. The
chain is the largest of three chains in a retail group which operates 541 stores in Southern
Africa. In 1994 the Retailer contributed 66% of the retail group's sales and 79% of its
attributable earnings (Annual Report, 1994: 15). The retail group as a whole employs over
15 000 people and administers more than three million active charge accounts, of which 1 800
000 are held by the Retafler. Group manufacturing, distribution and printing operations
support the resail trade carried out by the three chains,

The retail group was described by several of the managers interviewed in this study (23, 31,
44) a5 a “blue chip' company, meaning that it is well established and profitable. The group
became a subsidiary of South African Breweries (SAB) in 1982, The chain which is the focus
of this study achieved a 13% sales growth in 1994, which translated into a trading profit of
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promotion in the organization do not validate this proposition, then the credibility of the
ADP, the hur.an resources department and ultimately the management of the company will
be at risk.

The purpose of the ADP is, as its name suggests, the accelerated participation of previously
disadvantaged groups within existing structures and cuitures in the organization. The ADP
promotes education and training as the main route to occupational advancement in the
organtzation, Other avenues to advancement, such as job creation, job fragmentation, and job
sharing, which imply changes to the way work is structured in an organization, are
unaccepiable to those in positions of power in the company.

So far, the Conglomerate's approach to afficmative action has not been seriously challenged,
either from within or outside the organization. For example, the company has not been much
affected by the ‘entitlement' and *job-hopping' syndromes, precipitated by corporate head-
hunting and poaching, which have been reported by many larger companies (noted in the case
studies of the Bank and the Ofl Company). There are several possible explanations for this.
First, the company kept a low profile as an equal opportunity organization when it remained
in South Africa during the period of sanctions and disinvestment in the 1980s, At a time when
other multinational ecompanies were publicly proclaiming their affirmative action programmes
and appointing black staff to highly visible positions, the Conglomerate went through a
process of downsizing, which meant that it did not recruit or hire many new people at all.
The company's culture mirtures loyalty and teamwork; it rewards individual performance; and
it favours innovation and change, The traditional pattern of advancement in the company has
been one of starting low on the organizational hierarchy, proving onessif and working ong's
way up. So the company's recent history, existing structures and culture all support the
implementation of affirmative action ag a consensus-based, participative, medium-to-long term
process of strategic change and development.

The company's culture is one which is open to change. The Accelerated Development
Programme, initiaily almed at *:forming employment and promotion patterns in the company,
will inevitably influence wider human resources policies and practices, and thus contribute
to an ongoing process of change and development in the company.
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management team have contributed to the skills development and commitment of team
members, and also enhanced the poiitical climate surrounding affirmative action in the
company. The team offers a broad base of opinion and experience, reducing the tendency for
affirmative action to be seen as an exclusively pro-black {or anti-white) issue, and enhancing
the perception that it is a holistic, as well as strategic, approach to development. The initial
exclusion of the trade union from consuitations has been rectified, encouraging company-wide

participation in the programme.

The company acknowledges an ethical and moral responsibility to develop its black
employees, and be"'2ves that it has a good record as a socially responsible, equal opportunity
employer. This sense of responsibility was inculcated during the period in which the
Conglomerate was a gignatory of the Sullivan Code, which obliged the company to provide
equitable structures for its workforce and to contribute to the development of disadvantaged
communities. But how enduring is this sense of moral rectitude, now that the strictures of the
Sullivan Code have fallen away? In mid 1994 there was a sense among senior managers that
the rising tide of public interest in affirmative action would again recede, particularly if the
expense of implementing affirmative action measures negatively affected profitability, levels
of foreign investment in Jocal companies, or the entry of *new’ foreign companies to South
Africa. But two other forces militate agalnst any waning commitment to affirmative action.
First of all, the povernment's draft Equal Oppormnities Bill, if legislated, will provide a legal
imperative to implement affirmative action, effectively replacing the coercive function of the
Sullivan Code, Perhaps more significantly, the company's past and current initiatives in
affirmative action have already taken a grip on individuals and groups in the organization,
Employees' values, expectations and demands have all increased with the social changes
introduced to the company through the Sullivan Code and the ADP. Not only this, but
employees' senses of solidarity and power have been subtly increased by the insertion into
negotiations between management and the union of the issue of blue collar access to the ADP,
Thus a significant outcome of affirmative action at the Conglomerate, even in ths early stages
of implementation, is heightened awareness and aspirations among employees with regard to
social change in the organization. It can be expected that there will be a sustained demand for
education and training opportunities at all levels, as these are being proposed as the vehicles
for economic and social mobility in the organization, If futue patterns of employment and
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It's not something self-perpetuating, it's got to be driven all the time. {45)

The difficulty is not deciding on the targets, but actually doing the recruiting,
identifying, training and developing [to meei] the targats, One of the biggest obstacles
is time. It takes two 1o three years for someone from the shap floor to get matric. (17)

But what outcomes do employees who are not members of the ADP management team report?
Feelings of pride and cwnership jostle with doubts about the task ahead:
It's not Utopia, but it's a start, (41)
[The ADP} should have come about a long time ago. Had it come about five, six years
ago it could have been a much more influential programme, Changes would have been

quite significant. Now it seems we are pressed for time, we are trying for so much in
so ilttle time. (21)

We expect so much of them [the ADP team] because in a way they represent the whole
black population. If they fail it could be said "Look at black people, they are failing
again®, (22)

| I am not looking at the ADP programme to give me the go ahead to be what I want
to become. I have got my own goals to achleve. (3)

These respondents also warned mbout the dangers of complacency. They noted that many
members of the ADP management team are themselves beneficiaries of the programme, and
they may be inclined to assess the programme favourably becausc they are personally invested
in it, It was pointed out that for the ADP to sustain credibility and support as a company~-wide
initiative, it must benefit - and be seen to benefl. - others in the oombany within a reasonable
period of time.

2.6 CONCLUSION

The experience of the Conglomerate shows that affirmative action is a proces: which demands
significant time, attention, participation and communication throughout an organization. In
launching the Accelerated Development Programme the Conglomeraie is devoting more
energy and resources to affirmative aciion now than previously, and it is beginning to pay off.
The programme has been generally well received 1 the company, and promisss to deliver on
its objectives,

The processes of consultation and participation encapsulated in the ADP's cross-functional
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previously the case, Will this move pave the way for Africans to advance in greater numbers
to middle and senior management positions, or i8 it simply a slight reordering of the
traditional racial hierarchy which reserves positions of power and authority for white men?
Only time will tell.

Women mane jers expressed a degree of vulnerability in the face of black managers' advance:

Guys who are coming in [to the compary] from the bottom - qffirmative action guys -
are very highly qualified. I mean, they've got degrees and everything else. I need to
make myself more marketable, that's how they put It ... I can't leave myself open to
an attack that *She's got nothing, why must I report to her?', (33)

In this connection, the training department foresees a strengthened role in providing informal
education to support the process of change:
The biggest barriers to qffirmative action are FUD - fegr, uncertainty and doubt - on
the part of everyone in the organization. One has to recognize these in oneself and in
others, Talking abous them helps, and in this respect, the counselling aspects of
training and development are useful, (41}
Several members of the ADP team expressed the view that a positive spinoff of the
programme was that it
o WHI bring management and the union together on issues that union people have
been raising for some thme ... not necessarlly race issues. (27)
ADP team members are themaelves visible beneficiaries of the programme, not only in terms
of opportunities for promotion and access to education any training, As one team member
summed it up:

There's an opportunity to develop a higher profile for individuals in the company, to
gain more undersianding of other people, to increase one's own career opportynities,
fo increase involvement in the company and to gain a volce through which they may
be heard. (45)

Sustainability of the project
Although there may be rewards for their work, it seems that everyone on the ADP team
wrestles with the complexity of their tasks:

It's not easy, not obvious, It's taken time for people to realize that we are serious
about it. (40)
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greater attention will have to be paid to training supervisors to recognize potential and talent
amongst their staff; the trade union, and shop floor workers generally, will have to be
consulted in a more comprehensive way. Human Resources managers at the Conglomerate
foresaw no problems with this,

Assessing the impact of the ADP

At the time of conducting this research, the ADP lacked mechanisms to review and evaluate
progress in affirmative action at all levels of the company on a regular basis, Line managers
were not held accountable for affirmative action in performance appraisals, nor were benefits
to be won in the company's bonus incentive scheme for mentoring and iraining black
managers. Although realistic targets for affirmative action had been set within manpower and
succession plans, there was no means to ensure line managers’ compliance with them.
Because of the loose, organic, planning process, the ADP team had no benchmarks from
which to measure its own effectiveness, These are serious shortcomings of the pi-.yramme
whici1 could affect its longer term viability in the company, Lack of detailed planning often
reflects an incoherent vision of where a programme is going and how it will benefit
participaris, Without a focused orientation, the programme may be seen as a peripheral
activity which is expensive and difficolt to justify.

Nevertheless, respondents commented favourably on a range of outcomes of the programme,
some of which were unanticipated. For instance, members of the training department
observed that during the process of interviewing ADP candidaies they had learned a great deal
about the variety of study programmes on which candidates had embarked prior to the
anncuncement of the ADP, even without financial assistance from the firm. This helped both
candidates and members of the ADP team to identify personal interests and goals, and
informed the training department about particular training and developmental needs which
were not catered for in the current palette of inhouse training programmes,

An interesting outcome of affirmative action in the Conglomerate, which may be underlined
by the ADP in the future, i+ .. promotion of Asians and women into the middle ranks of
management, particvlarly in financial and service sectors of the organization. This means that
the ‘glags ceiling' on minority appointments has been raised to a higher level than was
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Several different explanations for this were offered, The first explanation was a pragmatic
one, suggesting that head office lacked measures of accountability in affirmative action, unlike
the stores, whose staff are increasingly required to service the needs of black customers.
Another explanation refers to the reluctance of the predominantly white mal.. management
corps at head office to hire and develop people of different race groups:

We have to wrestle with the legacy of Apartheld where people have been educated to
believe certain things about people of colour ... White men huive been used to getting
the jobs, getting the promotions, as a matter of coursé. A reasonable education was
enough. They are struggling to come o tenns with the fact that there are a lot more
people competing in the race. (44)
A third explanation was that white managers cooperated with affirmative action to the extent
that black people were brought into the organisation, but then they sabotaged the process:

They often don't manage people well, they play ‘divide and rule' (18)

Respondents suggested a range of methods which were used by white managers, consciously
or unconsciously, to undermine affirmative action. Some of these are described in the
following sections, which desl with problems of implementation, race relations in the
company and the nature of work and decision-making.

Problems with Implemer:tation

Many of the managers interviewed in this study, both black and white, indicated that the
company had experienced ongoing problems with recruiting experienced black candidates for
more senior posts, and qualified black people for creative posts. The latter difficulty wes
attributed mainly to the poor quality of general education for blacks in South Africa, and to
lack of career guidance in black secondary schools, At first, the company relied too heavily
on academic qualifications in selection procedures:

We burned our fingers with graduates ... very often these people would come in with
a certificate to hang on the wall and really they thought that all they had to do was
sit behind a desk and receive a salary ... It was hard to get people to recognise that
academic qualification is v % necessarlly a passport to anything, that you have to work
and produce results, (23)

Caudidates appointed in this way often had expectations of rapid advancement in the company
- gxpectations which did not relate to historical patterns ¢” promotion:
A fast track in retail is 14 years, and that's for whites. (30)
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It is apparent that participants perceive company policy on affirmative action as tightly
focused, even uncomprowmising, People in the organization undersiand the policy and the
reasons for its existence.

Commitment to Affirmative Action

One of the benefits of having a written policy decument on afficmative action is that it is seen
as publicly committing the Retailer to a set of principles and actions. As one of the senior
managers interviewed in thig study explained:

It ties us down to a certain extent and confirms our values and belief§ in respect of
affirmative getion ... We can say * That's what we stand for, those are the principles
and values to which we subscribe and [towards which] we are striving', It formalises
the argument, makes It a little bit morve rangible .., gives it more substance, In a more
informmal environment we fimight] be inclined to duck and dive and say * Well, no, we
did that last year, and this year it's not applicable’, (44)
Most staff members interviewed in this study believed that the company was sincere in its
commitment to affirmative action, and cited the Retailer's past record in affirmative action,
ity policy document and the production of the affirmative action video as evidence of intant
to act vigorously on affirmative action, Only one interviewee, d young woman with
managerial experience of affirmative action and organizational development outside the
Retailer, expressed raservations on this score:

[Affinmative action] geis mensioned by senlor managers at conferences ... in a reom
Jull of 3000 peaple ... so we know they are talking about it, But we don’t know {f they
aqre talking about it In the boardroom when they are by themselves, (25)

Most people agreed that,

A,ﬁ‘g:g)mive action has unqualified support and commitment from senjor management
It was pointed out to the researcher repeatedly that success in affirmative aciion depended on
the cooperation and commitment of line managers, and that levels of commitment (or *buy-in')
were variable within the Retailer, So, for example, the operations {stores) sidg of the business
was making rapid and visible progress, both in terms of the number of black people
employed, and the training and development of black staff for higher level jobs. The situation
at head office, however, was more ambiguous, In the eyes of one respondent,

[At head office] qffirmatlve actlon is felt at junior management levels, but middle and

senlor management are still 90% white, (18)
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The changing political situation, pressure from its more progressive parent organization, and
anticipation of legislation which could introduce penalties for non-compliance were further
grounds for pursuing affirmative action:

As g leading retailer, the company must not be seen to lag behind others in matters

of social policy. (07)

There has been a sharper focus on qffirmative action since the elections. {25)

There 1s more pressure from SAB than from [the Retailer's] management itself to
actually do something about affirmative action, (01)

The notion that affirmative action initiatives were driven by a sense of moral or social
responsibility to disadvantaged groups was proposed by only a few interviewees, The general
consensus, as expressed by a senior manager, was as follows:

The company will pain in moral and social stature, but first and foremost we are
doing it for business reasons. (44)

Beneficiaries of affirmative action were understood by all participants to be " Afriean blacks",
as defined in the group policy document. There is scant support for the view that regional
variations in the country's demography should determine constituencies, or that women have
been disadvantaged by past natlonal or organizational policies and practices. The following
remarks Indicate an awareness of the broader dimensions of affirmative action and its impact
on groups in the company other than Africans;

v O the moment we are wrestling with Asian and so-called coloured peaple fwho]
Jeel that they didn't qualify under apartheid and they don't qualify now under
affirmative action .., They ave feeling left vut again. (44)

the questions asked at qffirmative acrion presentations show that whites, followed by
Asians and coloureds fear thelr marginalization in the compuny. They worry about
their children’s prospecis here, too. (30)

I work with quite a few white females who belleve .., that they are not part of the
qffirmarive action policy .., in the company. (25)

[White] people ... feel thelr jobs are on the line, If you've hit fifty, that's it - you're
gone, They are replacing you with a black male. (31)



they have not been helpful in identifylng substantial numbers of people with potential for
development, although they have highlighted unsatisfactory levels of literacy, numeracy and
language development, even among graduates from tertiary education institutions, The
company is experimenting with new ways of screening candidates for training and
development, including experiential models of assessment.™

Staff of the personnel department also hold discussions with functional directors to identify
appropriate positions at middle and senior management levels to which black people may be
appointed. Positions may be existing posts or newly created ones, with the proviso that the
posts are meaningful, with real responsibility and accountability, The company has had some
success with job splitting,

10.5 AN ANALYSIS OF TIE RETAILER'S APPROACH TO AFFIRMATIVE
ACTION

How do staff members perceive the Retailer's affirmative action policy and implementation

strategy? An analysis of their views in presented under headings below, as in the previous

case studies,

The driving furee behind polley development

As was pointed out in the previous section, the desision to embark on affirmative action was

A Strategic one, prompted by changing patterns in the Retailer's customer base. These changes

called for greater congruance between the company's staff and its customer bage in terms of

race, language and lifestyle, This driving force behind affirmative action was understood by

all participants in this study, and was particularly well expressed by two of them:
[Affirmative uction] is a matter of enlightened self-interest, (30)

It's a question of business survival. (31)

® For oxample, one intake of nurketing traineed was shown o numbor of rotail advertisoments and videos
and agked w identify the one thoy considered most effective, then to wrile a mtionale for their choice,
Contidutes were also nsked to speak and weite shout themselves and their carcer ambitions, The test thus
agsasded eandidates’ capneity for solf=reflection, as well o their ability to critically evalunte texty and write in
English.
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skills oriented. This rather technicist approach to education is now giving way to a more
developmental approach, & ‘needs-based' strategy to education and training - a stalwart
principle of adult education (Knowles, 1980) - has long been in practice at more senior levels
of the organisation and is now being extended to the junior ranks, Instead of routinely sending
management candidates on a host of inhiouse kaiaing programmes, the intention is to assess
an individual's present capacities and back~roun: and interpret them in relation toa * functional
screen' of the qualities and skills which are known to contribute to success in a certain job
or field of work. An individual's dominant and secondary traits are picked out And a profile
is drawn up indicating possible career directions and areas in which education and training
would be veneficial, The profile is drawn up by the relevant personnel officer and discussed
with the candidate's line manager, then the candidate, who may agree, modify or dispute the
interpretation. The approach hag at least twn advantages: it increases transparency in the
career path process, ensuring that all parties share judgements, aims and expectations; and
it increases the chances that the candidate will be an active stakeltolder in the assessment and
planning processes, rather than a passive vietim, This boosts motivation, An additional benefit
of the process is that a pool of candidates with potential for supervisory and management
development {s identified, informing senior management about where to expend its resources,

As & more person-centred, needs-based approach is implemented, curricular adjustments are
being made. Training and development programmes were previously focused on improving
learners' techmical knowledge and skills, But recent experience with black graduates of
inhouse management development programimes has pointed out weaknesses in candidates' *soft
skills', the qualities of assertiveness, decislveness, vision, initiative and creativity, So the
emphasis in management training Iy about to shift from management to leadership
development, Incorporated in this is the concept of working in teams and managing change,

The intention to provide opportunities for development and advancement to existing staff
requires the identification of candidates with high potential, At present all staff af supervisory
leve!l undergo psychometric tests designed by the Human Sciences Research Council to
identify thelr potential for further training and development, However, concerns were
expressed by members of the personnel department about the reliability and validity of these
tosts. They were developed twenty to thirty years ago, and are very culture bound. So far
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will be appointed to a post, while a white applicant with more experience or a better academic
record may be turned down. Notwithstanding this position, there have been difficulties finding
qualified black people for more creative and senior posis in the company. This is attributed
by members of the Personnel department to the poor quality of education generally available
to black people in South Africa, the limitations placed on black people's career aspirations
under the job reservation system, lack of career guidance in black schools, and the difficulty
of accessing places at historically white educational institutions.

The Retailer has long made use of agencies which speciatize in placing black people, but it
is now turning to other recruitment sources, The unbanning of th- WC and the return of
exiles to South Africa has meant an influx of talented people whe nave received a better
education overseas than was generally available to black people in South Africa. Such people
may have received education in creative or technical fields (such as graphic arts or fabric
design) which was not available to black South Africans educated under Bantu Education. In
addition, the company has employed a number of black people who were educated at private
schools in the wake of the 1976 Soweto uprising. Such candidates are perceived to be more
confident than graduates of DET schools, and they have superior English language skills,
enabling them to "fit in" well. A matriculation certificate has become a basic reguirement for
employment in the firm:

We don't employ an unpacker to be an unpacker, we eniploy an unpacker and make
sure [fhe has] at least a matric of some kind, We sce [f [he has] potential to go to
somerhing more senior In the business. That's beginning to pay off nicely .., We don't
say what kind of maric it has to be, but we do look for matrle, because there are
enough people out there with it. 5o we don't spend a lot of time on literacy classes,
we don't do any of that kind of work, The people we have are syfficiently literate to
be able to cope [with thelr Jobs and with further education and training]. (23)

Training and development are ragarded as essential conditions for the company to meet its
affirmative action targets while retaining lts competitive edge. Trainiug programmes ure
increasingly used as affirmative action tools, Half of the 30 places on the 1995 Merchant
Development Programme were reserved for black candidates, and ten out of twelve trainees
on the 1994 programme were black, A similar pattern may be found in other training and
development courses. In the past, inhouse training programmes tended to be job specific and

250



AFFIRMATIVE ACTION VIDEO

A 15-minute video, created by a local, blacksmanaged production company,” is the centrepiece of a
two-hiour training session™! on affirmative nction, The aims of the programme are to access staff
interpratations of affismative action, provide an explanation of the Retailer's affirmative action poliey,
and raise awarencss of the implications of the policy for staff members. The video lg sereened fwice
during the training session, Brainstorming, semall geoup discussion, and an explanation of key policy
principles support (fio teaching of the video,

The video us2s the metaphor of the Comrades Marathon racs to put across 8 message about affirmative
action {n the Retailer, The central figure is a young African man who ig in training for the marathon.
We gee him starting his mn in "the new dawn in our country” - & dawn which is concerned with
"rectifying previous imbslances rather than reverse discrimination®, The runner speaks of "the
challenges Iin the road ahead" aud his hopes of winning the race. We see him dtewing on his iraining to
"averooms obstaeles” and "compete on an equal level” with other runners, He speaks about the need for
commitment and discipline, He proiscs "people who are more hungry to prove themselves ... people
who fight to ackiove their gouls and to get somsthing”.

The firat perdon narration provides the sudience with & sence of intimngy and authenticity, The runner's
porspective is endorsed, mmplified and legitimated by observations nbout affiemative actlon made by
vatious wembery of the Retailer's staff. A white woman speake gbout {he ‘ sipact of affiemative action
on motivation and parformance: "You cannot be average any more, You have to try harder, You cannot
const any longer, There are too muny aspiring black people out thera”, An interview with the Chief
Exeeutive Officer is interwoven with scenes of the runrer and the race, and with staff observations. He
addresses some of the tssues and coneerns raised by stnff members, He acknowledges the sensitivity of
affirmative sction for white muales in the company, but is unequivacal about the policy: *Thers will be
equal opportunities for Asinng and Colourede, and there will continus to be opportunities for white
people, But we will foeus our sttention on the biack, underprivileged sector of our population®, The
woy for white people to resolve the dilemna is to be *better than [black] competitors”, The CEO places
affirmative action in the context of wider social change in South Afrien: "Management hog changed so.
much that we all have to keep reinventing ourselves, No one will over be comfortable again in
buginess”, And, "We will all bs insecure if we do not adapt end changa",

Finnlly, there iy an appeal to white employees to support blucks to develop the knowledge md skills
needed to thrivs in the buginess, Staff, and the trads union, are exhorted by ths CEQ to *pull in the
same direetion”, to demonstrate their commitment and cooperation to the company, The video ends with
4 flow of praise for the Retailer's "fabulous repuiation .., harmiony ... belonging ... togetherness”,

e s e

Recruiting black staff has become an important objective to the retaiter, In the light of
organizational needs, being black secures a place in the hierarchy of qualifications, while
being white is increasingly a disqualification (Jordaan, 1995). So it may occur that a black
applicant with less experience, but meeting a pre-determined minimum level of qualification

% The Retailor understands Its responsibility to the RDP as contracting work to small scalo black business
when possible,

Y Alternatively, three 45-minute sesslons may be offered to cover the sames ground, Traiting sessions are
often held in employees’ lunch breaks.
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Responsibility for the programme is spread over three levels. At the most senior level, the
Centra! Executive Forum, which consists of the managing directors of each of the chains and
business units in the retail group, is responsible for measuring the success of the programme
on a quarterly basis, Managing directors may devise affirmative action targets and strategies
to reflect their particular business needs and circumstances® within the framework of group
policy. They report quarterly on progress achieved in their area of acco:. ntability, At the
operational level, staff of the human resources division aidvise line managers on the targets
to set as part of their business goals, Staff members play a supportive role in communicating
and monitoring the affirmative action programme, and in ensuring that adequate recruitment
and development procedures are in place to support affirmative action, Finally, the onus is
placed on the individual to “take responsibility for your career, and make full use of the
opportunities available”,

The company's affirmative action aims are to be achieved by several methods, including
recruitment and selection, career path planning, training, mentoring and assessment of
potential, Funds have been allocated from the group and individual chaing for these purposes.
A Group Affirmative Action Manager was employed in 1994 to communicate the policy to
all stakeholders and to monitor the implementation of affirmative action, As part of the
Retailer's business strategy, affirmative action has become a *key performance area' and all
managers are assessed on their progress during annual performance appraisals, The criteria
used to assess managers' performance are presently under review. A revised performance
appraisal system will place greater emphasis on a manager's preparedness to change, and
ability to implement change, Managers will increasingly be theasured on their performance
in teams, rather than their individual performance, Their ability to support and develop junior
staff members, particularly black staff, will be increasingly important (31).

¥ There is some flexibility around setting targets which reflect demographic vatiations in South Africa's
geographic regions, The customer buse of a particular company and the present racial complement of a
company’s management are alse be token Into aceount,

248



To achieve this vision, we need to take deliberate action to ensure that everyone is
equipped to compete on an equal basis and ensure that our "employee mix“‘ is
representative of the community it serves. This is what we call Affirmative Action
{1993: 2).

The dovument outlines four guiding principles for affirmative action:

T e Affirmative Action programme will form part of the company's strategic business
pah,

The programme will avoid the lowering of standards or activities that will render the
business less competitive, however, new and more appropriate ways of operating may
well result in changing standards. There should be no tokenism, paternalism or
window dressing.

Implementation of the programme should not lead to unfair discrimination within the
company, although Blacks will be pro-actively appointed to positions on an accelerated
basis.

The programme will be implemented on two levels:
- Internal development of employees identified as high potential candidates
- Bxterntal recruitinent of suitable employees (1993 1),

The policy document addresses several controversial aspects of affirmative action head on,
For example, on the issue of tokenism, the document states:

Tokenism implies advancing people because of their race rather than their abilities.
Obviously, the placement of people into unsuitable positions is unacceptable, The main
criterion for appointing anyone into a job is the ability to perform the tasks that the
position requires. There may be mistakes made, as there have been in the past, but
we must make every effort to train and develop our peopls so that, when they are
appointed, they will succeed (1993: 2).

Concerning the impact of affirmative action on white employees' caresr progress, the
document takes a tough line:

There is no doubt that Black people have not had the same opportunities as White
people have had in the past. Qur Affirmative Action strategy means that there will be
many moré people competing for the same jobs, However, the criteria for promotion
are willingness, abillty and potential. This means that there are opportunities for
everyone who performs (1993; 3).
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10.4 CURRENT AFFIRMATIVE ACTION STRATEGY

In 1993, in response to a directive from the parent company, SAB, affirmative action policy
g8 formalized and made uniform throughout the retail group. The group training and
development manager investigated previous practices in the organisation, and reviewed
contemporary policy, procedures and pract!<cs nationally and internationally. He analyzed
future group requirements, drafted a policy document, discussed it with various stakeholders,
and presented it to the managing directors of eack of the group's companies in August 1993
for their approval. Soon thereafter the policy was published in the form of a paniphlet, and
a video was created as the centrepiece of a training programme on affirmative action (see box
later in this section).

The policy document defines affirmative action as

. the active appointment of Black people, with the relevant skills, qualifications,
knowledge, experience and potential into management and specialist positions up to
Board level, in order to reflect the demographic realities of South Africa (1993:3),

Later in the document, black people are defined as "Black, Asian and Coloured people", and
“people who have been historically diseriminated against and denied opportunities because of
apartheid legislation" (1993: 2), The document acknowledges that "women and disabled
people have traditionally been discriminated against, [but] priority is given fo people who
have been disadvantaged by law”, More specifically, "priority will be given to African
Blacks, then Coloureds and Asians" {1993: 2). Seriousness of intent is indicated by the
following statement:

[The Retailer] is an equal opportunity employer and will not tolerate activities or
practices that undermine this principle. We will make and sustain specific additional
efforts including the required resource investment to assist disadvantaged groups
(1993: 1).

The meaning of ‘equal opportunity’ is elaborated thus:

Equal opportunity means that every employee has the opportunity to grow and develop
within the organisation, for example, equal access to training, development and
promotion. This is our vision,
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African 1aen® were placed in existing training programmes to prepare them for positions as
supervisors, floor managers, and ultimately store managers, Despite resistance from some
white staff, particularly in the Cape and the Natal Midlands, the company increasingly
appointed and trained black staff, and the ratio of black to white employees in the lower
manageria! ranks changed significantly. By the mid 1980s, pressure from the trade unions’
and from the personnel department® saw increasing numbers of women, Coloured and Asian
candidates join African and white men on training and develogment programmes. By the late
1980s, the Retailer saw many of its mid4le ranking black managers being ‘poached' by
competitors, who had delayed their own affirmative action programmes:

Prior to Nelson Mandela's release [from prison] the ANC had been unbanned and
there were a lot of things starting to happen that made peoplie realise that South Africa
wasn't always going to remain the way it had been ,.. Companies were beginning 1o
panic and realise there is the potential for a black government to impose quotas. In
Jact everybody anticipated the worst, and in order to make themselves look good ...
they wanted to get blacks, and {f they could find some that had some training in
retailing, so much the better, because the pool is very small, (23}

Success in black advancement was uneven in the 1980s. Stores tended to perform well, but
the head office division was less successful, One reason offered for this was that posts are
generally more specialised at head office, and it was difficult to recruit blacl: staff for such
posts. At head office, black staff tended to be relegated to clerical positions, and generally
failed to rise through the ranks, Althongh a few black individuals were successful in higher
level managerial posts in the company, on the whole little thought was given to identifying
and developing the potential of black employees in the company in this peri. -

S As in other industries, trade union cofficials (whose work demonstrates taeir leadership abilities and
potential for further learning) were often co-opted into junior management positions. Indians and Coloured
people were not specifically targeted under black advencement,

7 Thres unions are represented in the company: the South African Commereial, Catering and Allied Workers
Union (SACCAWU); the Fedsral Couneil of Retail and Allied Workers (FEDCAW); and the National Union
of Distribution and Allied Workees (NUDAW). All three unions apply pressure on the company to devalop staff
internally rather than recruit externally,

¥ Jromcally, the personne! department has been traditionally a white female stronghold, and although the

company's black advancethent programme was administered by personnel officers, there were few sppointments
of peaple of ¢olour, or of men, to the department until the 1990s,
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campaign, Others expressed interest in 2 comparative study of progress in affirmative actinn
among South African retailers, using both quantitative and qualitative measures,

10,3 THE HISTORICAL CONTEXT OF AFFIRMATIVE ACTION IN THE
COMPANY

The Retailer's first formal affirmative action policy was published in 1993. Prior to that, the

retail group had made inroads into biack advancement, particularly in the store networks

which service black consumers. The difficulty of navigating apartheid legislation in the 1970s

is recounted in the following incident:

It was In 1976, when I was with [another retail chain in the same group], The
Department of Manpower was Julte ker) that we conduct management training
programmes and they were givi., .. concessions for training ... At that stage we
embarked quite actively on gffirmative action, and we had a lot of black trainee
managers .., I was an area manager in Pretoria, and I was actually training those
guys ... One I recall specifically fwas] appointed as a maneger of a small store in
Bosman Street in Pretoria, which is up near the station. We had a large [chain store]
there and next to it a store called Fair Deal. And I took this guy in as a manager.
And the cops came and charged me for having a black manage a store in a white
area, for which I was duly taken to court and given a two year suspended sentence ...
So the company was in a dilemma becouse the ong governmens department was giving
tax concessions for developing these people, and the other one was taking us to court
Jor appointing them. It was a contravention of the Group Areas Act.

JC: What happened to the manager?

We had to take him oui. We made him a supervisor in another store reporting to a
white manager... There was a spate of this at that time round Johannesburg. They
went round from store to store seeing where there were blacks managing stores, and
I think they used our case as a 1est case (o see if they could win the day. And we took
it to the Appeals Court In Bloemfontein, but we still lost. Then the whole thing fizzled
out ... it was shortly after the Soweto riots, In the early Eighties it wasn't a problem
putting blacks in management positions, We got away with it, nobody did anyrhing
acout it. But I think it did set back the qffirmative action programme that we were
embarking on already then, If we had been able to pursue it as aggressively then as
we wanted to, it would have made a hell of a difference today. (23)

In the early 1980s, targets were set to promote the movement of black workers into
supervisory positions in the operating divisions (the stores). Increasing numbers of mainly
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The black managers interviewed in this study viewed affirmative action as modest
compensation for the long period of raclal oppression which they and their parents had
suffered. They understood affirmative action as a form of broad social justice, akin to the
*transformative’ concept of affirmative action analyzed in Chapter Three, This concept
emphasizes the need to redress the historieal injustices and imbalances perpetrated against
black people, and to develop measures to bring about the redistribution of wealth and power
needed for the reconstruction and development of society. It calls for the mobilization and
participation of black people in the process of their own development, as highlighted by the
BMF (1993}, Qunta (1995) and Ramphele (1993).

This research showed that black managers viewed corporate standards of productivity and
efficiency, and claims of meritocracy, with some scepticism, recognizing the greater
resonance of personal associations and networks in job advancement. These managers
appreciated the political, contestable nature of “standards' and ‘merit'. In contrast to the
planners of affirmative action programmes, they saw these as malleable concepts, determined
not by pre-existing criteria but rather by the perceived needs of domdinant groups in the
organization and in society.

Black managers do not see their attainments as tainted or undeserved, but they know that
many of their white colleagues associate affirmative action with black inferiority. The effect
of this on black managers is that they invariably reject any personal identification with
affirmative action, while at the same time they uphold it as a strategy for black
empowerment. Black managers in all four companies studied here believed that they had been
appointed because of their superior qualities and skills. They resisted the notion that they had
been appointed in terms of affirmative action ‘just to get the demographics right’. They
remarked that affirmative actionlabelled them *disabled', * stigmatized', *inferior’ or ‘token',
qualities inimicable o their self-concept as capabie and successful achievers,

The disjuncture between their own self concept and the way they may be perceived by others
often gave rise to emotions of anger, frustration and resentment, Many managers expressed
feelings of displacement and disillusionment, a sense of being on thelr own, of being under
observation, of being perceived as a representative of their race, rather than as individuals,
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These men have devised affirmative action progrnmes which suit their purposes and reflect
their values, The knowledge which informs their programme designs is born out of their
particular social circomstances and historical conditions, In practice, most white male
managers work and confer only with one another, which means that they miss out on
alternative perspectives, and tend to pass off their own world view as one which encapsulates
all human experience. Meanwhile, the ‘reciplents' of affirmative action programmes - the
black managers who form both the target and the context of white managers' plans - are
people whose social circumstance: and historical condition are quite different from those of
the planners.

There is much that is sociologically interesting in the life stories of these black managers,
aspects of which are discussad in Chapter Six and portrayed in Appentdix Two of this study,
In many respects their social background and experience of education represeat a narrow
profile of the broader injustices of South Africa's apartheid past, itself the subject of review
in Chapter Four, Historical inequalities and injustices itave had & major impact on their
education, training, freedom of movement, choice of oceupation, and place in occupationat
hierarchies (Mkwanazi and Rall, 1994), While their biographies showed variations in socio-
economic background, and in the resources availabie to niale and female managers (and to
older and younger generations of manapers), many African male managers shared certaln
simflarities. They had been brought up In South Africa’s urban townships, and cften came
from homes displaced by forced removals, in which the father, the chief breadwinner, was
absent or incapacitated. As children, these managers were forced to grow up early, and to
assume responsibility for themsslves and others, Most passed through the inferior Bantu
education’ system and struggled to complete their schooling and tertiary education in the
turbulent 1970s and 1980s, The value orientations of their homes and the strict behavioural
codes of their parents countributed to their devcloping the persistence and resourcefulness
needed to stay in school and to seek professional careers. A range of ideological influences,
including the black conscionsness movement and the trade union movement, helped them rise
through the oppressive struciures of the apartheid state, They learned to manipulate
hegemonic structures, such as the education system, and to become gnents of their own
destinies. It therefore comes as no surprise that they consider themselves to be striving, hard-
working, aetive and effective *achievers',
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'That was the reason for investigating the perceptions of both the *planners’ and *recipients' of
such programmes. Jordzan (1995) has noted that the positioning of some employees as
planners or givers, and others as receivers or beneficiaries, may be perceived as affirmation
of the superiority of some and the inferiority of others. Preferential treatment, according to
Jordaan, implies inferjority, which in turn has an undermining effect on black managers’
development. But as Jordaan also notes. soclety needs to invest in the black sector of the
population; institutions need blacks on their staff to survive and prosper in South Africa’s new
multicultural democracy. Thus the appointer and appointes become both benefactor and

beneficiary.

The “planners' of affirmative action programmes are the managers who rally and adriinister
organizational efforts to fulfil a particular mandate - in this case, & mandate to hire and
advance increasing numbers of black people in their organizations, In this study, the planners
were all white, middle class men,' human resources managers who viewed their task as one
of ﬁnding strategic, pragmatic solutions to persistent probiems of *skills shortages’. While
eccupying senior positions in their companies, these managers operated in varying degrees
of professional and political isolation from the mainstream of their companies' business
interests, They support the ‘human resources development' concept of affirmative action
elaborated in Chapter Three of this study, a concept which places emphasis on providing
equal opportunity for promotion on merit; upholding existing standards of performance and
efficiency; anticipating and coordinating organizational needs through manpower planning;
and investing in the *human capital' of the organization. In most cases thege planners believed
that affirmative action, like education and training and business, was separate from political
constderations. They tended to deny (the Bank) or suppress (the Qi Company, the
Conglomerate) the ideological aspects of affirmative action, assuming that the frameworks of
competltive individualism and equal opportunity were neither political nor ideological, Their
focus was firmly on population ratlos and targets (for hiring, promotion and training), a focus
which reduces the complexities of affirmative action to a * manageable’ problem which can be
solved in statistical form,

' Black men and women wers emploged ag affiemative zetion managery at the Bank, the Ol Company and
the Retailer, but their duties wers to implement and monitor the programmes, rather than concelve and design
them,
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Corporate affirmative action programmes have been put forward as an important vehicle for
advancing black people into leadership positions in South African society, especially in the
business sector, where fewer than five percent of all managers are black, Such programmes
aim to recruit, train and advance black employees, in preference to white ones, into skillted
technical, professional and managerial positions. Clearly, these programmes have educational
aims, such as the development of black managers' leadership and technjcal skills and thelr
assimilation into western business culture. However, they have not received the same attention
from educationists as they have from writers in tlie flelds of organizational development and
management development. This study attempts to reverse this state of affairs by bringing the
concerns of adult education to bear on affirmative action programmes in the workplace, These
concems include the iraportance of assessing and building on adults' personal experience,
self-concept, aspirations and expectations as a resource and constraint in learning,

In keeping with the critical education paradigm and her own pragmatic philosophy, the
researcher developed a qualitative research design for this study. A series of interviews was
cohducted with 46 managers employed in four South African business organizations. First
individuals' personal histories were investigated as a background to thelr perceptions of
affirmative action, then the experience and attitudes of managers in each of the four
companies were examined.

This final chapter of the thesis discusses the major findings of the research, focusing first on
participants' personal experience of affirmmive action, then on corporate policies and
strategies. Ways of developing a more informed approach to affirmative action in corporate
settings are proposed. Then the foous shifts to a consideration of affirmative action as an
agent of social change. Finally, the implications of the research for the changing field of adult
education and training in South Africa are explored.

112 MANAGERS' PERSONAL EXPERIENCE OF AFFIRMATIVE ACTION
FROGRAMMES

This study staried with the premise that affirmative action programmes are shaped not only

by interventions from abovz, but simuitaneously by efforts to grapple with them from below,
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CHAPTER ELEVEN
PARTICIPANTS! PERCEPTIONS OF AFFIRMATIVE ACTION PROGRAMMES:
DISCUSSION, CONCLUSIONS AND RECOMMENDATIONS

11.1 INTRODUCTION

The term *affirmative action’ appeals to many because it suggests that someone or something
is going to act, in a positive, approving manner, on someone, or something, else, But a closer
look at the term shows that both the agent and the object of action are unnamed. The
construction implies that the action carried out by the agent is positive and explicit
(" affirmative'), while the objects of action are cast in a passive role. In this way, the objest's
own scofal agency and points of reference go unnoticed; they are obscured, even
overwhelmed, by the positive force attributed to the actor.

This study does not accept the tacit understanding of affirmative action presented in the
paragraph above. Instead it opens up an endquiry into the meaning and impact of corporate
affirmative actlon programmes from the point of view of people who are both the subject and
objeat of them; those who develop and administer policies and those who undergo them,
Among othe  things, this study asks whether affirmative action programmes are as positive
and approving as the term implies, and whether beneficiaries are locked into a role of passive
acceptance. It agks whether affirmative action programmes may be consi..ered meaningful and
effective, and if so, by whom, and for what purposes. It enquires inio the consequences of
affirmative action programmes for individuals, for business organizations, for the field of
adult education and for broader society in South Africa.

Such an enquiry is consistent with a criticel theoretical approach to adult education, such as
that embraced by Brookfield (1991; 1985), Mezirow (1991; 1983) and Freie (1985), The
emphasis In & critical approach is on questioning familiar relationships and practices
(including reified power relationships and ideologies), considering alternative ways of thinking
and living, and proposing new ones. It s the task of critical adult edu .tors to help adults free
themselves from dependency roles and relationships, so that they may become more self-
directed, empowered and pro-active mndividuals, able to contribute effectively to the
transformation of society.
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concerns about their jobs and prospects in the company. A clearly articulated policy has been
transiated into procedures which are tightly focused as to aims, but are open to adaptation,

At the Retailer, affirmative action is being inteprated into the ongoing life and human
resources practices of ihe company. Attention is being given to transfr ming organizational
practices in response to needs which apply not only to black people entering or advancing in
the company, but to other groups as well, An obvious example of this are efforts to change
the recruitment, selection and performance appraisal systems, Training and development
programmes, as well as mentoring arrangements, are also being altered to provide the job
enrichment opportunities which will allow some candidates to gain the skills, experience and
contacts to make them eligible for further advancement.

A weakness in current activities is that targets are not always differentiated by occupation or
job grade, making it possible for the company's divisions and business units to achieve
general percentage increases without having to analyze them in relation to over- and under-
represented groups at different levels in the organization. In eddition, human resources
procedures tend to favour young black people who are well quulified academicaily, often
educated in private or overseas schools, Affivmative action is not opening many doors for
black people who have been with the company for some time, and who are employed at lower
levels of the organization, A major challenge to the company, then, is to develop human
resources internally rather than recruit externally:

1 believe the great challenge Is not to find the black director of the future ... [but] to
v+ @ddress the desires of junior peaple [in the company]., the ones who will say
*What about me? Why de you bring in aliens from overseas schools with an MBA
degree? They are privileged - those guys have never been disadvantaged through the
apartheid system, I have ven loyal for twenty years, but I am stlll an unpacker, What
are you going to do about me?' (25)

An associated challer e at management level is to find ways to regenerate creativity and
productivity of staff in the company, rather than endure the high turnover of employees in
whom the company has made a considerable investment in terms of tralning and development,
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Interim goais, but not too prescriptive, would be a good idea. Okay, by the year 2000
we know this is the way we would like to be, hut whar should it be like in the year
1998? (07)

10.6 CONCLUSION
In the words of one senior manager interviewed in the course of this study:

215 single most important benefit of qffirmative action is that we will stay in business.
The Retailer has embarked on affirmative action as a strategic business imperative: the
company needs capable black people on its staff to prepare for growing black consumer
markets, Not only are consumer markets changing, but labour markets are also undergoing
change. One feature of this change is the recognition that the *skills shortage' in South Africa
will have to be addressed through the development of black people and women for
management responsibilities:

We can't compete globally, or even nasionally, with a very restricted number of people
Srom whom to choose. At the end of the day there aren't enough white males to go
around, (44}

Affirmative action is being refined and implemented in the company at a time when the nature
of work is changing, due to advances in information technology and changes in socio-
economic patterns nationally and globally, Success in the retail business is measured by the
ability to respond flexibly and rapidly to changing markets and opportunities. In this context,
affirmative action is a factor which highlights and contributes to the company's capacity to
change,

A consistent finding of this research was that employees understood the company's affirmative
action policy and accepted the strategic business reasons which drive it, The company has
communicated the policy effectively by distributing its policy document, creating an inhouse
video on affirmative action, and holding workshops and briefing sessions for employees at
all levels and locations in the organization, Senior executives have debated the issues at
length, are committed to the policy and are seen to be so. Consultations have been held with
the unions, Channels of communication have been opened which allow staff to air their
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consumer patterns generally, as well as deploying staff of a particular ethnic group in stores
situated where that group is strongly represented in the local population,
My being sent to Mmabatho, for instance. [They thought] I understand the Tswanas
better than anybody, forgerting that I grew up in Johannesburg, and don't understand
a thing abour country life. (23) .
Stereotypes surrounding black people and generalizations about *the black market' are still
common, The respondent cited above, a single woman who lived and was educated overseas
for several years, describes her experience at the Retailer in the early 1990s:

It has been expected of me to know more about what babies would be wearing, about
what the mothers and [nannies] are doing. But now they 've known me for two years
« and nobody expects me to know what [black] people wear to church, I mean Idon't
80 to church with those people, how would I know? ... I spent four years in Britain.
How would 1 know what teenagers do in Soweto? ... It's becoming more normal now,
but 1 stll find that when we get new people - new black people - they expect them to
know more. You feel as {f this is what is expected of me, this is why they employed me
o But I think the country will wake up to this slowly and start to think of [us] as
indl:"duals. They won't say you should know something ahout blacks hecause you are
blaci, (25)

Suggestions for Changes to £olicy and its Implementation in the Company
Interviewees generally agreed that the group's affirmative action policy was necessary and
important, and that it had been stated clearly and communicated effectively throughout the
organization, Suggestions for improvements centred around implementation, The following
points propose refinements to procedures for recruitment and selection:

The company needs a system for identifying potential rather than achievement, This
would be usefil for existing staff, particularly, bur would also accompany standard
entry interviews and tests, (31)

The company should forge stronger links to the schools it supports through the Club,
It should recruit people from these high schools, give them bursaries through high
school, and actually train them [for positions in the company]. (01)
Some interviewees felt that affirmative action required stricter monitoring and wider
communication than is presently the case.
The company needs to give the person [who runs qffirmative action] a stick, (18)

People on the shop floor need to get involved., Nothing will happen without their
involvement and commitment, (16)
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He said, ‘Oh shit, what am I going to do now? I don't have another coloured
personnel manager to put in there'.

1 thoughs, *Gee, Is it that they only appoint me purely because I'm coloured?'... It
offended me terribly. (34)

1 would like to be promoted and appointed to a positlon of strength if they belleve in
my ability, irrespective of colour. I wish people would see past colour. Colour isn't
the issue. (35)

However, not everyone experiences the uncertainties described above, A different view was
represented equally strongly:

Iwas put in a management position, and I'm expected to deliver on my job, If I don',
it's got nothing to do with my colour. (01}

The Nature of Work and Decision Making
All the managers {nterviewed in the study were conscious that heavy demands were made on
them in terms of the volume and pace of work. As one manager put it,

I work almost non-stop here. It's one man’s job, but it should be three. (18)

The fact that everyone in the company is under pressure to work and deliver implies & kind
of non-racialism;
I haven't felt like I'm under pressure to perform because I'm black.... There is so
much pressure on people that they have no time to spend worrying about what this
black girl has done, (01)
But black managers are not uncritical of the assumptions which underlie work, or the manner
in which decisions are taken:

In black culture decisions take longer, but they are collective, and when we've finished
with it, no one will stop it. But unfortunately, In a Western way of thinking, I've got
to lobby this and lobby that, Peaple go into corners and mutter, (18)

Everybody Is an operatlonal manager, even directors do training and things like that,
Divisional managers do opertional work, which is a problem to a certain extent,
Strategic thinking does not happen ar the level it should happen, There is not enough
- Jooking ourward, looking forward, (01)

The practice of *Bantustan trading’ was criticized by several black respondents in the study

(01, 25, 35). Bantustan trading means expecting black employees to be informed about black
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Some individuals are confident of their ability to deal with racism:
1 expect to encounter subtle racism from time to time, 1 know how to deal with it. (30)

Others feel that
We are [not] adequately prepared to overcome those social, cultural barriers (between
the racesj, (34)
It is particularly difficuli for new recruits to the company to adjust to the *white' corporate
culture;

White people, especially youngsiers, are dynamic, even aggressive. Black youngsters
are easily overwhelmed when they enter [the company]. They are made to feel that
they don't belong. (10)

All participants in the study agreed that overt racism was unacceptable in the company, and
that racial incidents would be dealt with fairly by senior managers:
[If someone made an offensive racist or sexist remark] I don't think it would be just
left ... something would be done ... the issue would be addressed. (01)
Yet some black managers speak of an implicit resistance on the part of whites to their
assuming greater status and power in the company:

Black people are willing to come and learn ... you've sort of been a back room boy,
row your're coming out of that cocoon, you want to be seen and to act. You're on the
stage. And [white] people say ‘Don’t give him that much stage [sweeping gesture].
Give him just that much' [forefinger and thumb an inch apart]. (18)
Subtle resistance may also be expressed by whites in the form of cynical remarls about
affirmative action appointments, such as those described by two black managers:

When you come into a position it's being seent as “they had to get thelr affirmative
action figures right'. I must say I've had endless concerns because .., my [boss] is an
Indign and I am coloured, and everybody was ... making jokes to the manager: * You
are going to get a good appraisal, hey, you've got AAs’ (34).

It makes you feel very uncomyortable when people start speaking about affirmative
action. You start feeling like you are a fraud, you know? (35).
Affirmative action tends to unjustly polarize race and ability, Race becomes the overriding
criterion for placement and advancement, suggesting that ability and performance are lacking.
This perception works to the detriment of managers' self confidence:

I was a coloured person in a coloured store in @ coloured area, and what was
alarming, when I broke the news to my boss that I'm leaving because 1 got a
promationt up here, was his first words, (I'm still so annoyed with this manl).
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mentors and protegees about the purpose and process of mentoring. Suitable mentors are
suggested to protegees, but there remains an element of choice.

Race relations in the company
As several interviewees observed,

Having an affirmative action policy is one thing, but it takes a : mg time to change
social relations. (16)

Well, you don't make years of wrongs right overnight. (34)

The company has considerable experience in affirmative action, and staff members are
confident that management will "get it right" (35), The emphasis placed on individual
performance and work in small teams reduces the tendency to generalize about race:

[The Rexailer] .., has been into qffirmative action longer than aity other retailer ...
There is room for improvement, but it's noy bad. As long as we don't fall into the trap
of generalising and saying, you know, each black person must love ManJela or
Winnie, then-we'll be fine. We must look ot everybody as an individual and we'll be

fine. (25)

The people in the building, irrespective of race, get on very well. 1 wouldn't say that
[the company is doing anything] to encourage mixing, I think it is something that just
happens, When you go to the canteen you will find a white sitting with a coloured or
a white sitting with ¢ black. I think &t's going on very well, (10)

According to members of the personnel department, white resistance to black ocoupational
advancement is dying fast, for a number of reasons:

On a natlonal level ... we have a black government and we have people with charisma
and leadership qualities who are giviv= 2ason for confidence, especially Mandela
himself. That's one level where I 1, happening. The other reason is I think
there are now successfui role mogels . - [in the company] that have credibility.
They are there because they deserve to be there and they have earned their stripes.
They are not there as tokens. The thire reason is that we have done a lot of work to
sensitise [staff members] amd to air concerrs, We have had endless meetings in the
divisions, we have allowed people from the stores to come together, to say what their
concerns ave. Whites get up and talk abowt the loss of jobs and positions for their kids
and their potentially being disadvantaged ... I think a lot of the heat has been taken
out of the system. (23)

While white people in the company may feel less heated about affirmative action today,
blacks still feel the chill of racial barriers:
It's like cutting through thick cold butter. (18}
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White managers believed that some of their prejudices towards black people were confirmed:

... like blacks don't have good negotiating skills and therefore will never make good
buyers, or thetr creativity is very limited and therefore they will never be able to put
merchandise assorimenis together. They are not very confident and conversent with
information technology s we can't really use them in the systemis areqa. ~. Those
were the typical prejudices ... of the early 1990s. (23)

While the company's selection and performance appraisal procedures have undergone
substantial change (see previous section), prejudices have not disappeared completely, Instead,
they have been channelled into a more constructive, but still discriminatory, way of thinking,
It is widely believed that blacks in the company need substantial education and training to
compete with whites on an equal footing. It is assumed that all black people need training
before they can assume responsibility, or exercise power and control, in their particular
fields., Several black respondents (16, 18, 30) disputed the need for lengthy training,
particularly in fields such as marketing, where experience and contacts play an important role,
observing thai
Black people can remain trainees forever. (30}

These respondents claim that while black recruits are required to do a full year's training
before they become an assistant buyer or planner, their white counterparts are placed and
promoted much more rapidly by mainly white line managers.

An attempt to start a black managers’ forum within the retail group, inspired by the success
of ESKOM’s black managers’ caucus, received stronger support from other chains in the
retail group than from the Retailer itself, Two factor + 2m to have contributed to its poor
reception, First, the fact that the forum was preoccupied initlally with internal shopfioor
grievances did not appeal to the Retailer's managers:

They [black managers in the retail group] were becoming a union. They were now
going to become spokespeople for black supervisors and managers and sales
assistants, black anything. They were going to go to managemen: and argue on
grievances. ... Our feeling was ... If you just want to tell us about how your boss
treats you, quite frankly we are not interested (25).
Secondly, staff of the personnel department, concerned that black managers were rallying
around racial identity rather than their professional roles and duties, moved quickly to develop
a mentoring programme to encourage supportive professional relationships between managers,

thus pre-empting possible demands by black managers. The mentoring programme frains both
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policy's becoming increasingly defensive and reactive.

Of the four companies studied in this research, only one, the Retailer, conducted any sort of
audit of corporate values and practices, despite the fact (noted in Chapter Thres) that writers
in the field consider this an essential part of affirmative action planning (Human, 1992, 1993;
Rosmarin, 19092; McGregor, 1993; Fuhr, 1992), The emphasis in the other three companies
was on numerical targets and operational aspects of the programme, often at the expense of
socio-cultural aspects, It is clear that to Serve the needs of black managers in South Africa’s
business community, affirmative action requires an expanded vision which surpasses most
present conceptualizations and resource allocations,

Ramphele (1995b), writing about the difficulties of implementing an affirmative action
programme in an academic context, observes that the problem is not the exister  f an
organizational culture which is dominated by the customs, rituals and preference Hite
men, but rather the need to acknowledge it, examine it, and change those aspects of it that
are harmful or obstructive to others:

A lot of what constitutes institutional culture is ofien not articulaied and
acknowledged, It could be argued that the power and mystique of institutional cultures
lie in the fact of their being interred in habit and beyond normal discourse, Discourse
may, and does, strip it of the veil of mysticism which makes it intangible and beyond

reach of any potential pollutants or detractors.
(Ramphele, 1995b: 15)
A reluctance or inability to address this problem lies at the heart of many unsuccessful
affirmative action programmes. It is assumed that in order to gain their participation,
*outsiders' have to be inducted into the mainsiream culture without questioning whether that
mainstream is a desirable social framework, or whether adaptations and alternatives exist,
Such is the problematic principle behind black advancement, recognized with particular

poignancy in this study by biack mandgers at the Bank,
Ramphele (1995b) goes on to say that the people who are *outsiders' in broader society are

not well placed to negotiate the mystique of institutions in which they find themselves. In this
study, however, black managers were certainly aware of the subtle barriers imposed by this
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Ownership and Status

Related to the previous point about identifying the aims of affirmative action programmes is
the necessity o integrate the programme into strategic planning, Unless the affirmative action
programme clearly fits into the company's plans and priorities, it is condemned to
marginalization, For example, the Oil Company dealt a near-fatal blow to its affirmative
action programme by retrenching many of the black people who had been hired or traitied in
the years prior to its Business Process Restructuring programme, Black staff became
demoralized and looked for work elsewhere, perceiving the programme to have low priority
in the company.

Affirmative action programmes which are incorporated in a holistic human resources strategy,
which is in turn part of a company's business development plan, are more likely to succeed,
1n the absence of this integration, and lacking a focused, future orientation, affirmative action
programmes ars likely to become a peripheral activity which is expensive and difficult to
Justify,

Because affirmative action programmes have fended to exist ontside the company's main
buginess, hov~ring somewhere between social responsibility and human resources
development, they have not begn subject to the same planming, monitoring and evaluation
processes which govern other functions in a company, When insufficient recognition and
resources are given to the management and administration of a programme, these functions
may be overlooked (as was the case in the Conglomerate) or performed poorly (as in the
Bank and the Qil Company),

Cultural and Ideologieal Bases of Affirmative Action Programmes

As observed at the Bank, and to 4 lesser extent at the Oil Company and the Conglomerate,
purely technological, operational solutions, lacking social perspective, may simply erode the
socio-cultural resources which might have transformed plans into meaningful social action.
At the Bank, in particular, the cultural and ideological bases for action was incongruent with
the transformative mission behind the * Strategic Plan for Equity*. This, combined with weak
leadership on the part of senior executives, a poor communication strategy, and a lack of
mechanisms to build responsibility and accountability for affirmative action, led to the
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the eyes of its employees and the public, improve employess' sense of commitment and
loyalty to the company and enhance their motivation to work., They may also expect the
programme to contribute to improved communication in the company, especially between
managers and workers,

This agenda is often quite differant to that of black managers themselves, As noted above and
in Chapter Six, black managers may have expectations of jub mobility and advancement, of
increased salaries and benefits, and of enhanced power, status and visibility within the
organization, They may see their contribution to the company in terms of developing new
markets, or moving towards alternative management styles, Obviously this can lead to
misunderstandings about the programme, and to a credibility gap on both sides, It is clear
from this that programme aims need to be discussed and communicated both more widely and
more explicitly, otherwise they are doomed to fail. White managers often accuse black
managers of having *unrealistic expectations' of affirmative action, expectations which cannot
be met, Yet they, too, have unrealistic expectations,

The challenge is not to reduce expectations to the point where the programme offers little
significant benefit to any of the stakeholders. It is rather to describe aims in a way that is
explicit and meaningful to all stakeholders (including managers, supervisors, the trade union
and other interest groups), In other words, the affirmative action programme needs to be
situated within the broader framework of the company's plans, but it must reflect the values
and interests of all stakeholders. This type of detailed and specific planning will assist greatly
in clarifying the role and objectives of the affirmative action programme, which in turn will
inform an appropriate implementation and evaluation strategy, An adult edueation approach
(Knowles, 1975; Brookfield, 1986) could assist in clarifyiny taken-for-granted hopes,
expectations and assumptions held by individuals and groups involved in the programme, and
point a way forwards which Is acceptable to all parties. Adult education has experience in
linking individual learning with collaborative, collective efforts. It can help to bring divided
or polarized groups closer together in joint tasks (Finger, 1995),
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The company case studies show an emphasis on the first of these forces, with a trend
(especially strong in the Retailer)* towards viewing affirmative action as part of a human
resources strategy aimed at improving the competitiveness of the company and its products
locally and internationally, This shift in emphasis has important implications for company-
based affirmative action programmes. As long as affirmative action is seen as tangential o
the business, functioning outside its core concerns, it has the lowly status of a social
responsibility endeavour, as seen in the Bank. Perceived in this way, affirmative action
programmes are vulnerable to failure, first because they fall low on the company's scale of
priorities and are at risk of being adversely affected by fluctuations in the market performance
of the company (as in the Oil Company). Secondly, they fail to aitract the interest and
commitment of top management, which, as we have seen above, is nesded to drive the
programme in the company, Thirdly, such programmes tend not to be planned and managed
as systematically as other projects of the company, which leads to problems of defining,
achieving and demonstrating desirable outcomes, The latter problem was evident historically
at the Bank, and is evident curreatly at the Oil Company and the Conglomerate.

This does not mean that companies have totally abandoned their social responsibility agendas.
In each of the companies studied, affirmative action still contributes to social commitments,
Rather, affirmative action is undergoing more intense scrutiny in Suuth African cornpanies
owing to contemporary trends towards reducing the size of the labour force while raising the
callbre of human resources through education and training, as described in Chapter Three,

Unexamingd Aims and Expectations

Companies tend to embark on affirmative action programmes with ambitions and multifarious
aims. Their explicit aims are to correct the raclal (and to a lesser extent the pender)
imbalances in the workforce. Their hopes, sometimes concealed under buzzwords such as
*value added programmes*, are to eliminate raclsm, prepare recruits to {ake on management
positions, eliminate the skills deficit of the workforce, enhance the image of the company in

*The Bruk's equity programme paid iip sscvice to this trend, but the programme wis handled discrestly
and not as part of n holistle human rasouvees strategy. Many white managers were reportedly dubious about the
necd for any reorlentation arlsing from trends indieating a shift towerds black account holders,
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The principles outlined above are logical and straightforward - perhaps deceptively so. By
way of contrast, this research showed that in three of the four organizations studied,
affirmative action programmes were being implemented without a clear policy framework to
guide them, or a coherent vision of where they were going and how they would ultimately
benefit participants. Not surprisingly, the success rate of these programmes was uneven, The
following section discusses factors which contributed to success or failure in affirmative action
in the four companies studied.

Leadership and Commitment

Strong and public commitment from the top leve.s of management i8 one of the most
commonly cited prerequisites for affirmative action programmes (IDASA, 1995; McGregor,
1993; Wingrove 1993). Firm leadership not only affects the allocation of resources, but also
influences organizational norms which subtly guide interpersonal behaviour, It may reduce
the incidence of discriminatory behaviour by people whose prejudice is embedded in a set of
beliefs and values which includes deference to authority, Senior managers in both the
Conglomerate and the Retailer were aware of, and exercised, this power, Furthermore, the
menaging director of the Retailer publicly commitied himself to treating violation of
affirmative action policy as seriously as he would any other company policy, By way of
contrast, top managers ‘n the Bank and the Qil Company were perceived to support principles
of equal opportunity und equal treatment, but not to exercise the vigorous leadership needed
to translate principles into action,

Policy Frameworks

In Chapter Three, it wes proposed tnat companies in South Africa's private ssctor generally
supported practices associated with a *human resources development' concapt of affirmative
action vecause they perceived this to be the most effective way of addressing the “skills
shortage' of managers and skilled technical employeses, and of developing a black middle class
to bolster social stability and strengthen black people’s allegiance to a capitalist economy,
They could also express a sense of moral and soclal responsibility to recress past inequalities,
partienlarly with regard to black people's aceess to work and education,

275



of inhouse training, or by tertiary education institutions, would do well to build managers'
experiential skills and capacity o develop soclal infrastructure within organizations (Finger,
1995), a challenge which is clearly not limited o black managers. As Dovey (1995: 43)
points out, "one's survival, sense of community, identity, and sense of purpose can never be
puaranteed but must be constantly negotiated and renegotiated within a changing social
context", Experience in South Africa and elsewhere suggests that adult education programmes
are often successful in helping individuals face up to challenges that threaten their confidence
and ability (Deshler and Hagan, 198%; Brookfield, 1986).

These issues will be taken up again in a later section of this chapter. We turn our attention
now from the impact of affirmative action at the micro level to the way it impacts at
organizational level,

11.3 CORPORATE AFFIRMATIVE ACTION FROGRAMMES

In Chapter Three, models of affirmative action programmes were reviewed which
recommended that employers discover the barriers to the employment and advancement of
those underrepresented in the wokforce. This was seen by various write;s (Human, 1993,
1992; McGregor, 1993; Rosmarin, 1992} as the first and most crucial step in developing
effective action plans, The nex: step is to ren.ove those barriers, and to communicate to all
parties concerned the intention of constructing and implementing policies and programmies for
the benefit of targeted groups (TDASA, 1995). Strong and public commitment to affirmative
getion from top levels of management is required, The participation of various stakeholder
groups, both inside and vutside the organization, {s also needed (Hefmeyr, 1993). Equally
important is an onentativ. iowards creating the conditions under which targeted groups cun
thrive at all lovels o' the organizatlon (Thomas, 1990). Finalty, it is necessary to implement,
monitor 1nid evalu e these programmes. -

sitnationy (Dovey, 1995; Brooklield, 1985). For this reason, tuch adult education practice is aimed at
facilitating this shift by promoting shurcd responaibility for teaching/learsing, and relationships which ore
charnctorized hy mutual regpect and shared commitment - o relntionship desoribed by Freire (1976) as dislogue,
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They complain that black managers exhibit an ‘entitlement syndrome', that they lack
commitment to their employers, and do not exhibit the initiative or perseverance needed to
climb up corporate hierarchies, Such white managers seem to be trapped in a paradigm which
accepts the existence of only one social reality and which upholds a rigid set of values and
principles as universal truths, In this respect many black and white managers diverge, But if
it is accepted that the conditions of a modern, urban, democratic society will prevail in the
South African political economy, and that paternalistic, authoritarian and bureaucratic
traditions of management are increasingly inappropriate, the position adopted by black
managers offers better chances of developing appropriate models and working relationships
for the future,

While several black writers (Madi, 1993; Khosa, 1993) have been critical of the arrangements
made in corporate affirmative action programy . :, Qunta (1995) speaks directly to black
managers, offering them proctical advice based on her own and others' experience of
affirmative action in corporate settings, She stresess the need to build self-esteem, confidence
and assertiveness “to fend off the various overt and ¢overt acts and attitudes by which being
Black is demeaned and being White elevated” (1995: 97). One way to do this is to increase
understanding of African history and the psychological effects of discrimination. Another is
fo cultivate allies in "games of corporate polides” and to relieve social isolation by joining
forces with others in pressure groups and forums which negotiate change with management,
Finally, she supgests that managers find ways to deal with the inevitable stress of their
situation.

With respect to promoting cultural and racial awareness at individual level, developing
confidence and assertivencss in soclal situations and building good human relations at
organizational level, the field of adult education has much to offer, These are traditional areas
of concern in adult education, stemming from the humanist vision of fully functioning, self-
actualizing individuals (Rogers, 1969; Knowles, 1972; Tough, 1971) with an internal *locus
of control',* In addition, management development programmes offered by companies as part

4 This concept refers to the individunl‘s perception that responsibility for life success rests with herself,
rather than with others (parents, tenchers, the government, ste). There is rosearch to support the notion that a
shift towards an inte;nnl locus of conirol is accompaniedl by greater success in educational and vocational
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career paths to open up as new patterns of selection, promotion and performance appraisal
were developed,

The Conundrum of Expectations

Feelings of empowerment, whether they arise from personal endeavours, such as learning and
decision-making, or from wider social events, such as South Africa's first democratic
elections, bring with thein enthusiasm and high expectations. Black managers have serious
expectations, not only of government, but of their organizations and of themselves. Their
accounts of their experience suggest that they wish to contribute to the success of their
companies through their work, that they wish to be given real responsibilities:

[About an employer who gave this manager a fancy desk and job title, but no real
responsibility] 1 said to him *This is Insulting me. I know I've got to deliver. I'm a
worker, a runner, That's how I trained myself’. When I came to fthe Retailer] I said
to my new boss, *Never bring me I -e because of gffirmative action, Please don't do
that to me, don't frustrate me with it, It's going to demoralize me', (18)

A lot of black people want to work for fthe Bank] because they know there is a lot to

gésn, and they want to be associated with this organization which is doing so well ...
They are keen to take part in group problem-solving and decision~-making processes - a desire
compatible with the strategic and interactive management approaches gaining currency in
South Africa. Black managers are just beginning to demand from employers the opportunities,
resources and support they need to play more active, responsible and legitimate roles in their
organizations, They want a real say over such areas as investment, technology, research and
development, training, job creation, levels of pay and profits:

If you join a bank you have to be assertive from the outset. You have to hit really
hard, I used to think fwhite] people would be charitable, that we would work together
harmoniously, that we would not make assumptions abous each other. I was wrong.
(43)

I need to earn a position by pe,,  'ng a duty rather than being appointed on the
basis of race, The appointment should have a dual purpose; it showld be a learning
process for the appointee and value adding for the employer. (32)

Unfortunately, many white managers see this as a problem rather than as an opportunity,

returning to the Retailer after & number of years to positions of higher rank,
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It should be easy to interpret *empowerment' through affirmative action in terms of individual
succeess and mobility, But the case studies of the Bank and the Oil Company suggest that some
corporate efforts are unproductive even at the individual level, As te ** -ony to this, we saw
that black managers employed in these companies perceived themselves to be excluded from
social networks in their companies and denied opportunities for informal learning from more
senior white colleagues. They had little access to knowledge about strategic planning in the
organization and played no part in decision-making; their accomplishments and skills were
gither unrecognized or denigrated. Demanding assignments and real responsibilities were
withhe! ! from them; their performa ce was sabotaged by colleagues and subordinates. Black
managers in these companies were expected to take responsibility for their own work and to
make the right decisions to further their careers, while at the same time they were dependent
on conditions which they did not determnine, Finally, they were forced to defend their
appointments in the context of opposition from their white colleagues and subordinates,
ambiguous standards of performance and obscure career paths.

It should not be surprising that some of the managers at the Bank and the Oil Company
turned to the one of the few levers of power available to them - the power of the ¢ynic. These
managers consciously manipulated the growing demand for black managers by using their
mobility to extract high sataries and premiums, prestigious jobs and perks - the *revolving
door syndrome'. More than half of all black managers employed by the Bank had left the
company within two years of thelr appointment, In the Oil Company, the drift of black
managers to other companies was only slightly less dramatic, Black managers employed by
the Conglomerate and the Retailer had a much stronger sense than managers at the Bank and
the Qil Company that they contributed through their work to the business sticcess of their
companies, They were given real and challenging tasks to undertake - tasks for which they
were specially selected, trained and supported. These managers had z clear understanding of
the career opportunities in their organization or industry, a sense of their eligibility for
promotion, and a grasp of the performance outcomes required for advancement. This
contributed to their staying with the same employer for lengthier periods of time,” aliowing

3 At the Conplomerate, black managers hnd become *stayers' in kesping with the compnny's traditional
palterns of employment, Thelr career paths entailed both lateral and vertical moves within the company, At the
Retailer, black and white managers frequently left the company to seek advancement in other retail companies,
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Another way in which the majority of black managers in this study attempted to dispel their
sense of displacement and disillusionment was by advocating a general mixing of races and
cultures, emphasizing the common experience of humanity and the need for integration. This
appeal for “non-racialism' and multi-culturalism appeared frequently in African managers'
comments, and is not surprising when we consider the oppression and institutionalized
segregation which has been an ongoing part of their experience, One manifestation of this lay
in calls for their white colleagunes to be rendered more tolerant and aware of discriminatory
values and practices, perhaps through exposuse to *diversity' programmes.

Participants in early black advancement programmes described a daily experience of
insecurity, isolation, hostility and depersonalization which were symptomatic of the much
wider social failures of the apartheid era, In the later 19808 and early 1990s, despite
recessionary pressures, there has been more extensive hiring of black managers in business
than was the case in previons years, owing to a demand for specialists in the fields of
industrial relations and human resources development, and to the availability of black
managers well versed in these areas through their work in the trade union movement and in
non-governmental organizations. This, taken with the new visibility of black leaders in
government and civil society in the 1990s, may begin to dissolve and reshape monolithic
group identities and the practices identified with them. The younger generation of black
managers in this study were concered to improve and consolidate their personal positions
in the corporate world, and were less concerned than their older counterparts with reversing
the stereotypical and negative i 1ages of black managers held by many whites, These younger
managers were prepared to adapt to and accommodate the dominant mode, but not to
compromise themselves or to assimilate;

The way that I've been treaied has made me strong. Now I take nothing for granted,
(39)

The strategies which managers devised to deal with everyday problems at work often reflect
their personal and social values, In this connection, several themes emerged from the
company case studies: the value of collective and cooperative approaches to problem solving;
the value of social networks; the importance of lifelong learning; and an increasing sense of
empowerment,
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township life, their early identification with biack consciousness goals, even the portfolios to
which they were first assigned (industrial relations, social investment, training and
development, public relations) heightened rather than reduced their political awareness.

Although black managers are able to root their identity in family, and derive a sense of
comemunity from thei. early years in the township, their intellectual, economic and social
ambitions, as well as their educationa! achievements, set them apart from fellow South
Africans living in the townships. In a sense they are *double aliens', being outside the white
soclety which dominated their education and life chances, as well as outside the residually
traditional societies in which they grew up.

Generally, affirmative action programmes have failed to provide these managers with a voice
or sense of community within the organization. Instead, they have had to rely on their own
belief in and definitions of themselves. Many managers described multiple states of alienation
arising from an nncongenial or hostile work environment. Their responses to this alienation
were varied, While some took refuge in pessimisin and despair, the majority sought to
overcome alienation by establishing new forms of connectedness to the people around them.
So, for example, some managers in each of the four companies studied attempted to start
forums for black managers within their organizations, with a view to identifying common
interests and prievances, and strategies for dealing with them.? Others expressed interest in
issues of transformation and indigenization of business culture in South Africa, embracing the
concept of *Ubuntu-Botho', which stresses interpersonal and intergroup relationships, respect
and interdependency (Christie, 1993). Still others channelled their anxiety into a search for
altemative employment, or for further education. In this way they sought 10 turn an
experienice of closure and exclusion into one of connection and renewal, and to reinstate a
sense of personal agency.

* The fate of these forums was different in ench of the compenies, Generally speaking, thoy met with a
degres of resistance and suspicion on the part of white managers, who discouraged their formation by denying
the resources needed for their establisiment. White maneagers, and some bluck managers, distrusted the
overtones of trade unionism in such forums,
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Such feelings were particularly strong among managers at the Bank and the Oil Company,
and were recounted in critical incidents described in Chapters Seven and Eight, The following
comments illustrate the point:

I am a statistic, you know, and it puts a hell of a lot more pressure on you .., I have
to work twice as hard to prove to you I got my job on merit and not on the fact that
I'm black. (34)

My boss actually sald to me that I don't deserve the position I have, that I've only
been appointed because of affirmative action. And I thought, *I've been here for five
yeats, how cui this lady come around and tell me that this is qffirmative actlon?’ 1
mean, she doesn't even know mel (19)

These experiences confirm the results of other studies (Shaw and Human, 1989; Hofmeyr,
1988) which show that biack managers frequently encounter resistance, paternalistic attitudes
and lack of support from their white subordinates, colleagues and supervisors,

All of these factors influence black managers’ attitudes towards and decisions about
themseives and their role in the organization, Their attitudes also affect how seriously
company policies are taken and the personal resources committed to them. In this way the
managers wield some infiuence over the success or failure of corporate affirmative action
programmes, as we shail see,

Responses to Feelings of Alienation _

Black managers hired by white companies in the 1960s and 1970s were few in number, Their
promotion and success depended on their ability to assimilate into white corporate culture and
hierarchy, The demands piaced on then in this process were significant and unilateral, as
expressed in the following account of one black manager's first appointment in a mining
company in the mid-1970s:

You are going to a certain group of people and you're trying to break in ... and
there's a certain way they do things which nobody prepared you for. Not your father,
or even the university ... If you can drink hard, olay hard and work hard, it helps. If
you're a more academic type of person, you won't suit very well, You have tv help
yourself over the barriers [of language, authoritarian management styles and
striiciures] which exist ... or you leave. {38)

Whatever adaptations these managers made, or were forced to make, they did not accept the
dominant ethos in the corporate world that business was apolitical, Their daily experience of

268



1L.7 CONCLUSION

As South Africa moves deeper into political, social and economic reconstruction, affirmative
action and adult education will become increasingly important as initiatives to address legacies
of exclusion and repression. Institutionalized affirmative action is becoming necessary if
saclety is to function. This need derives in large part from demands leadi-g from the political
empowerment of black people, These demands encompass the right to full participation in the
privileges, opportunities and responsibilities of citizenship, including the right to play leading
roles in business organizations, The overarching goal of affirmative action is thus to ensure
that black people participate fully, and at all levels, of organizations from which they once
were barred,

At the same time, South African companies face varying degrees of preswire as their internal
and external environments undergo change in response to glaval shifts in nyarkets, technology,
resources and work organization, In the short term, affirmative action brings additional
pressures to bear on companies becauss it impacts on organizational values, practices and
culture 1. ways which may be read as threats to customary standards of performance and
productivity, In the medium to long term, however, affirmative action will be sustained by
political conslderations as well as business survival factors, Work organization and workplace
culture in South African companies will change as a practical necessity.

This research has shown that affirmative actior programmes, in the organizations studied,
have failed to provide black managers with a velce or sense of community in their
organizations, They do not “empower' black managers, either as individuals or as a group
within the organization. Nor do they address the paternalistic attitudes, opposition and lack
of support exhibited by white colleagues and supervisors to black managers, In response 0
the exclusion and alienation they often expedence fu white-run companies, black manageis
take refuge in their own strong sense of identity and control. They may attempt to re-establish
& sense of connevtion and community in their organization, for example, by joining other
black maaagers in interest or pressure groups for change; or they may opt instead to seek
further education or alternative employment, In the latter case they ¢onsciously manipulate
the growing demand for black manapers in business  y extracting high salarles and
prestigious titles.
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contribution to social reform, The RDP commits the government to consult significant
stakehntders in adult basic education and training and to address the problem of illiteracy. Yet
thete is no ¢lear strategy for such large-seale provisicn in South Africa, either in the domain
of publie education or in workplace learning, New national policy in adult education is
dominated by concerns surrounding the establishment and regulation of stand: s and
equivalencies between education and training, not with the expansion of provision in the
workplace and in schools, Instead the rhetoric of *voluntarism' and * market forces' is invoked
a3 a spur to generating educational activity outside the school system, In the absence of 4
budget allocation and of clear plans to promote adult education, it appears that practical
developments will continue to depend primarily on the attitudes and perspectives of individual
stakeholders, For adult educators, this means working with specific individuals, groups or
organizations, including employers, officials, community agencies, advocacy groups and
deprived groups, in fact, wherever education can contribute to a solution, As this research
has shown, the pursult of purely technological, political, economic, or even educational
sofutions will not be sufficient to deal with the challenges ahead. Jollective work will be
needed to develop new approaches and practices,

This research has helped to clear familiar paths and identify some new directions for adult
education to pursue in partnership with others, Some of these paths have their roots in the
‘grand tradition' of adult education described in Chapter One, but they are not just a
conunuation of the old forms; they reflect a new orientation to addressing both equality and
efficlency in the social context of work. Given the consequences of past social policies in
South Affrica, it is not appropriate for adult educators and business organizations to wait for
the new governmient to bring about a better society, Individuals and organizations must make
a concerted effort to assure that their practices lead to a more equitable and efficient society,
A poliey of affirmative gction, supported by vigorous adult education, can potentially
contribute a great deal to developing such a society,
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11,6 IMPLICATIONS FOR ADULT EDUCATION

Up to thiz point in the thesis, adult education has been treated as a set of ideas and practices
which could inform the processes of designing and implementing corporate affirmative action
programmes, In this penultimate section of the study, this perspective is reversed, and the
implications of affirmative actlon programmes for the field of adult education are considered,

It & period of transition in South Africa, it is important to reflect on the critical and creative
functions of adult education for individuals and for society. In the 1990s, sharp divisions in
the orientation of adult educators® ~ a legacy of the 1970s and 1980s - are beginning to fade,
facilitating a perlod of reorientation and regencration. A re-orientation is needed to adapt the
theory and practice of the field to address the issues of equality and justice, which stand in
the foreground of South Africa's moves to reconstruction and development, as well ag the
issues of efficiency and productivity, which relate to the crucial tagk of expanding the
national economy to provide the resources and context for reconstruction and development,

The research findings, along with interrelated developments traced in Chapters Three and
Four of this study, indicate that a consensus paradigm is becoming more influential in South
African adult education. There is the increased importance of human capital theory in the
planning of education, training and development generaily; the growing demand for aduit
education and training as a vehicle for economic and soclal mobility; the increased enrolment
of adults in education opportunities provided by employers and educational institutions; and
the endorsement by trade unions of tralning programmes to increase worker productivity and
efficiency. The already weak counterhegemonic adult education structures, represented by
progressive NGOs of the 1980s, are barely visible in the mid-1990s.

The ideological constructs of the new government emphasize reconstruction and
redistribution, These are to be achieved through the Reconstruction and Development
Programtme, which cails on the general education system and atfirmativ~ actlon to make a

® On the one hand thero ara those whe fulfilled functions, such s trining in industry and compansatory
sdtucation in stato night schools, whivh were (and sre still) * astrumenta! to the dominant institutions of modern,
industrinl society, On the other hand, there are those wha took sides with disadvantuged sroups and worked in
the direetions of sueial awurenaay anct politics] advocacy,
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strengthened by the publicity and controversy which continue to surround affirmat:ve action
and the demand that greater numbers of black people be appointed to positions of
responsibility and power in the private and public sectors.

The research results pointed to several trends which enable us to describe affirmative action
as an agent of *reform within the system', In general, affirmative action programmes increase
the number of black employees within existing organization structures and cultures; they tend
to push Asians and women into the middle ranks of financial and service sector management,
creating spaces for appointments above and below them, In addition, they seem to heighten
the awareness and aspirations of participants with regard to social and cultural change within
companies, They do this by focusing attention to problematic systems and practices in existing
arrangements which demand adjustment, For example, problems of recruiting, developing and
retaining biack staff call attention to the poor quality of general education at all levels for all
races, requiring companies to act increusingly as designers and providers of educational
programmes, Finally, lack of success in affirmative action may force companies to re-examine
standards (and measures) of efficiency and service, often falsely assumed to be high,

Sociologically speaking, these trends may have several effects, First, the increasing number
of black managers in business organizations challenges the dualism of the oppressed and the
oppressor, and the enduring stereotype of the powerful, omniscient white capitalists who
conspire to keep the mass of black people in a culture of silence. As the black middie class
grows, so will its influence over social values and practices, and its capacity, and
responsibility, to introduce change. Secondly, it is widely accepted, at leas¢ at senlor
management levels, that the upward mobility of blacks is important to the future development
of Soutit Africa, This makes it necessary to understand and address the forces which oppose
black occupational advancement, leading to a process of examining the assumptions
underlying workplace organization and workplace culture, This in turn paves the way for the
development of alternative practices which are less culture and gender bound; which are more
transparent than was previously the case; which are based on wider consultation and
consensus than previously; and which have the potential to create and improve standards
rather than simply sustain existing ones.
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previously denied, Affirmative action attracts a degree of respect by recruiting academically
qualified employees and providing opportunities for their personal development. However,
maintaining participation in affirmative action is problematic because there is ambivalence
about the desirabiliy of the reforms on the part of planners, and doubts about their
effectiveness on the part of reciplents. Many companies institute affirmative action
programmes just as they introduce new technologies and managemem techniques - all the
while striving to preserve the structures and cultures traditionally assoclated with Western
business, As Kraak (1995) and Foley (1994) point out, capital is often trapped in a mindset
which seeks to maintain control over libour, and over the pace and direction of change, This
research has shown that many black people will leave such companies because they sense that
there i8 no real commitment fo equity or to change.*

White managers’ control over structure and culture is challenged when a substantial number
of black employees is employed and when a sense of solidarity and power is achieved by
them, as individoals or as a group within the company, Whether they acknowledge it or not,
companies have resisted or undermined such pressures, using a wide range of stratepies. They
may retrench black staff, place limits on new appointments, select and support only those
applicants who conform to prevailing images of good managers, impose a ceiling on
advancement up the ranks, withhold significant responsibilities and powers, deny recognition
for achievements, turn a *blind eye’ to blatant and more subtle racist attitudes and behaviours,
refuse to cooperate in (raining and developing black colieagues, neglect to develop and
enforce measures of accountability in affirmative action, and so on, What is so remarkable
sbout affirmative action is that so modest a reform elicits such powerful resistance.

So what are the changes associated with affirmative action which would allow it to be
considered a reform initiative? Notwithstanding the resistance described above, affirmative
action has demonstrated a eapacity to modify organizational structures and culture, and has
the potential to bring more substantial changes in the future. This potential is considerably

* An exception tv this mny be seen in the mobility of black manugers employed by the Retailer. In this case,
employess were not dissatisficd with the company's orientation to change, but sought job advencement
opportunities in rival compasles, often with the intentlon of returning to the Retiler at o later stage. This
appeared to bo n genern] pattern in the retail sector and not a consequence of affirmative netion,
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The experience of these . . vountries raises difficult issues for South Africa, How can
society undo the legacy of racial discrimination in its institutions without engaging in reverse
discrimination? How, in a country with limited resources, can some be compensated without
incurring unacceptable costs to others? One of the hazards of affirmative action in the
countries studied is the perpetuation of group classifications, ironically in the name of ending
them, Inequalities between racial or ethnic groups were more easily addressed than those
within the same group. The study showed that laws aimed at social change are not self-
enforcing, Their success or failure depends on political climate, public opinion and adequate
enforcement, Basic requirements for effective affirmative action at pational level are threefold:
linking affirmative action to an ideological base of moral renewal and discipline in a unitary,
non-racial state; finding ways to mediate new entitlements and vested ini ests which avoid
the establishment of a large and unwieldy bureaucracy to regulate them; and promoting
interrelated avenues for development which nurture self-reliance and resourcefulness rather
than dependence on state subsidies,

How can the contribution made by corporate affirmative action programmes to social change
in South Africa be assessed in the light of this broad international and historical experience?
First of all, this research sugpests that as presently constituted, affirmative action is not an
effective tool for trnnsformative soclal change. In corporate settings affirmative action
programmes do not - and perhaps o nnot - address the national need for redistribution,
reconstruction and development of 1. warees (Including human resources), Indeed, they tend
to zun counter to these aims by monopolizing expenditure and momentum at the top of the
system, denying attention io the bottom, Affirmative action in South African companies may
have the effect of perpstuating existing social arrangements rather than changing them, Its
emphasis is on rearranging the elite, so much so that the imperative for general reconstruction
and development is sidelined and avoided,

Whiie not transformative, affirmative action in company settings may be viewed as a mild
reforin initiative within the system, Intentionally or not, it defuses the bomb of race and class
conflict by regulating and controlling differences of interest and power in society. It does this
vy minimizing resistance from the historically disadvantaged and excluded by providing
limited access to opportunitlies for occupational advancement - opportunities which were
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Many of the diseriminatory laws and practices which contributed to the oppression of black
people were not the creation of the apartheid state, but had their origins in the pre-colonial
and colonial periods, Measures which contributed to racial inequality were of three types:
those which were directed to moving Africans off their land and into the white-owned
factories and farms; laws which regulated conditions of service once blacks were employed;
and measures which protected white workers from competition with blacks. The inequitable
and inadequate provision of education for black people has contributed significantly to the
social problems which are now to be addressed in affirmative action, It will take some
decades to dismantle the structures which have so relentlessly put Africans at a disadvantage
to other groups in South Africa. Social policies introduced by the new Government of
National Unity, such as the Reconstruction and Development Programme, and statutory
interventions such as the Land Reform Act, the Labour Relations Bill, and the Equal
Opportunities Bill, provide a framework to begin correcting these historical imbalances. These
policies aim to redistribute the resources and power which have been monopolized by v
South Africans, and are consistent with the ‘transformative' concept of affirmative acuu.
discussed in Chapter Three. Their emphasis 15 mainly on reducing the wmequalities between
racial groups, rather than on inequalities within groups, At the time of writing in late 1995,
practical strategivs to redress class, gender and regional imbalances remained on the outskirts
of national policy.

A study of affirmative action in thres developing countrics - Zimbabwe, Namibia and
Malaysia - in which discrimination affects the majority of the populatios, as in South Africa,
revealed clear links between ideology, state planning and affirmative action, The study
showed that affirmative action policies often start out broad and temporary, but wind up
narrow and permanent, The benefits of preferments go disproportionably to those at the top,
while those at the bottom - the rural poor and women -~ are usually left behind. Interim
measures become entrenched by the elite group which benefits most from them. A high
degree of state intervention in people's lives is required. Ethnic conflicts may be heightened
as a government struggles to strike a balance between national unity, state integrity and the
rights of individuals and ethnic or pressure groups.
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national level. Locally, the development of a black managers' caucus to address issues of
discrimination and advancement should be encouraged within companies and perhaps across
industries,

There are aspects of black managers' status in business organizations which cannot be
addressed by policy alone. What is required here is active participation by black people in
challenging racist practices and hegemonic assumptions in their organizations, and more
widely in society. As Bethlehem (1993: 226) has noted in relation to gender discrimination
at universities, changes in these spheres are reliant on personal and social engagement.
Companies can easily hide behind the promise of *equal opportunity’ policies, They must be
challenged, and assisted, to live up to their pledges.

11.5 AFFIRMATIVE ACTION AND SOCIAL, CHANGE

By now it must be clear that affirmative action is a complex, contextual phenomenon,
Furthermore, it cannot be considered a politically neutral process, but is rather the result of
thie political will of the power structure involved to initiate change, This understanding leads
to questions about the extent to which affirmative action is & tool for achieving individual and
social justice, and the extent to which it legitimates, and even enhances, existing social and
economic inequalities, The following section attempts addresses these questions, drawing first
on insights from the historical and international experience of affirmative action, then turning
to an analysis of the social change brought about by corporate affirmative action programmes.

Chapter Four of this study traced the historical development of South Africa's characteristic
imbalances and inequalities, including the period of Afrikaner nationalism in the middle
decades of this century - a perlod which is sometimes referred to as South Africa's *affirmative
action for whites'. What began as an elite-led, socio-cultural movement to address the *poor
white problem' grew into far-reaching programmes of job reservation, job creation and sociat
welfare, Political mobilization and state intervention were crucial to the development of
powerful institutions to protect, support and entrench Afrikaners’ interests, While the National
Party’s social policies elaborated & prosperous state for whites, black people's access to jobs,
housing, education and social services was severely curtailed.
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commitinent to equalizing opportunities for employment and advancement, particularly for
those already in the company's employ, This would be greatly facilitated if organizations
¢clarify and make explicit their model(s) of competency and good performance, communicate
them widely in the organization and hold them up for scrutiny and debate. Such a process
may lead to the development of alternativ; models which actually enhance, rather than simply
reproduce, standards of performance. In addition, the motivation and commiitment of staff
members may be raised as they make a contribution to the *rules' governing appointments and
promotions.

It is equally important to employ black people and women in sufficiently large numbers to
prevent token status and feelings of isolation in the company. It is necessary to win support
for affirmative action so that black people feel that they belong in the company, and are
encouraged, indeed assisted, to develop their full potential, This may involve an overhaul of
informal customs and practices which have been comfortable for white men, but which
require a rethink as the composition of the workforee changes. Examples of such practices
are company-sponsored sporting events and social gatherings. Alternative support systems
may include the provision of transport, housing, daycare and bursaries for higher education.
In this way, institutional as well as individual responsibility for affirmative action would be
demonstrated.

With respect to the formal and informal training and development which are necessary for
career advancement, it seetns that many current line rmanagers' people management skiils
require more rigorous evaluation and development, especially in the areas of identifying talent
and potential, providing feedback, career path planning, and conducting induction and
performance appraisals, Little progress will be made unless these managers understand that
advancing black colleagues is an essential (and therefore rewarded) part of their job and that
a considerable amount of time must be devoted to mentoring and coaching.

It is unlikely that the above proposals will oceur, or will prove successful, without a group
of people to drive the process forward and hold company officials to account. In the absence
of a state legislative programme including the establishment of a monitoring agency, the BMF
and NAFCOC have a cantinued role to play as pressure groups for affirmative action at
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work by white managers. None of these strategies, however, should be seen as a substitute
for appointments to high level positions of power,

One policy advocated by Hoffman (1985) and implemented successfully by the Retailer is
rotating supervisory positions. This exposes new employees to different management styles
and tasks while they develop a breadth of skills and experience which enhance their
opportunities for advancement. The process also benefits supervisors who are exposed to a
range of employee skills and concerns, and are taught to provide encouragement, training and
support. In another departure from conventional practice, the Retailer drveloped selection
techniques based on experiential methods, reducing dependency on unreliable academic
qualifications,

Another important feature of successful affirmative action programmes is the availability of
credible and effective grievance procedures for handling individual instances of
discrimination. These were notably absent in the Bank® and present in the Retailer, Regular
audits of the incidence and nature of grievances serve two functions: they alert the
organization to patterns of discrimination and, along with statistics about the composition of
the workforce, they provide a m.asure of success in affirmative action,

11,4 STEPS TOWARDS MORE INFORMED AFFIRMATIVE  ACTION
PROGRAMMES
Affirmative action is still a young policy in South Africa, There is space for much innovation
in policy and procedures. Although a coherent set of proposals has been put forward recently
for structuring affirmative action programmes (reviewed in Chapter Three), this research
suggests that a number of serlous problems still exist, especially in relation to the structures
and power imbalances which sustain discrimination. Additional work will need to be
undertaken by companies to ensure that affirmative action programmes attract, develop and
retain substantial numbers of black managers, Chief amorng these tasks is an unequivocal

7 The probiem with the Bank’s grievance procedurss lry In their implausibility, Procedures existed to
vncover complaints of diserimination reported by individuals, but not to resolve them in a way which seamed
to black mandgers to be fair and expeditious.
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programme; and it creates hostility and distrust between ‘newcomers' and longstanding
employees. It contributes to the *revolving door syndrome' in which black managers remain
with a company for short periods of time only before seeking promotion and premiums
elsewhere, Relying on external recruitment escalates the *diploma disease' (Dore, 1976) int
which candidates seek ever higher academic qualifications in the comnetition for scarce jobs.
It undermines the developmental principle of human capital theory and exposes bogus
corporate *commitments' to equal opportunities,

Orientation to Change

The failure of the Bank's affirmative action programme to atiract and develop a black
managerial corps may be interpreted as local resistance to fundamental organizational change.
White managers' interests ran counter to the new corporate objective of equity. An effective
affirmative action programme which incorporated advanced managerial education and training
and merit-based promotion would inevitably undermine entrenched white privilege. The
weakness of the affirmative action programme may therefore be attributable not only to
deliborate white opposition, but to the recaleitrant nature of organizational culture in banks
which have historically maintained white manager privilege.

A more receptive orie’ . ton to change was found at the Conglomerate and the Retailer, both
of which have a greater diversity of ) roducts and markets than the Bank and the Oil

Company.

Strategies for Affirmative Action

Affirmative action programmes which adopt a range of strategies for * fast-tracking' and *high
profiling' black managers with potential are more likely to succeed in advancing, and
retaining, their staff than those which stick to the rigid job structures of the past, Methods
which may be used include joby creation, job fragmentation and job rotation; mentoring;
substitutions; guidew short term ‘apprenticeships'; and ‘clustering' of new employees
throughout the levels and parts of the organization. Clustering may be a particularly
promising stretegy since, according to Blanchard (1985), it contributes favourably to the work
conditions of underrepresented groups by reducing the incidence of conscious and unconscious
discriminatory behaviour. It also interrupts the exaggerated scrutiny and evaluation of their
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mystique,® referring to them as “codes’ and *protocols' which they learned over time. Their
difficulty lay in efforts to impact on it jointly, for example by establishing discussion forums
and pressure groups - efforts which were largely unsuccessful, for a variety of reasons.

It is not easy to disentangle culture-bound loyalties and understandings. Fuhr (1992) points
out that white managers tend to downplay the problem of racism in their organizations,
preferring to lay the blame on the past gu/ernments’ apartheid policies. Rather than conduct
a cnltural audit to locate problematic attitudes and behaviours, some compames propose to
remedy racial discrimination and segregation with * diversity programmes vhich aim to bring
people together and treat them equally. An example of such a programme was presented in
the case study of the Bank, Unfortunately, what often happens in such programmes is that the
structural and power imbalances through which discrimination operates are not explored,
Attention is diverted from social and political imbalances to cultural diversity, Differences in
cultural values and attitudes are highlighted, but the root causes of racisms and sexism are not
addressed. Such programmes may he good psychotherapy for the organization, but they are
not enough to create an empowering process in affirmative action. In effect they may operate
as a smokescreen to prevent people from addressing fundamental, structural issues, such as
education and training, and career and progression paths. Changes in “deep' management
values and structures are needed,

The Enviromment Surrounding Affirmative Action Programmes

The failure of many affirmative action programmes has a lot to do with the environment in
which they operate, as observed by Humai. 1992a), Human and Horwitz (1992), Madi
(1993) and others, A culture of production, profitability and cost-cutting prevailed in all four
companijes studied in this research, When this culture is combined with a hostility to .vards
long term investment in human resources, as at the Bank and the Oil Company, internal
training and development programmes are soon abandoned or downgraded and the company
comes to rely on external recruitiment. This has several negative effects: it undermines the
morale and commitment of the existing workforce, who see no prospects of personal
development or occupational advancement arising from the company's affirmative action

¢ Perhaps the mystigue attachoed to business organizutions is more easily identifisble than that in academic
organizations.

280



