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ABSTRACT

The research exposes a d_eveloping African Management model; Within a case sudy
framework, and deals with its management approach, structures and processes,

- Through the qualitative research methodology employed sufficient evidence was

found to suggest that African Managemeht |s (1) eclectic. in nature, embracing:
Lessem's (1990a, (990b, 1993a, [993b) - constructs of "Weastern' empiricism,
"Northern’ rationalism, "Eastern’ idealism and 'Southern’ humanism in a dynamic
wholg! (2) that the natural inclination of organisations and/or sections thereof

-operating within an environment of collective consciousness is toward a ‘Southern’
* humanistic orientation as opposed to a ‘Western' primal, "Northern’ rational, or

'Eastern’ developmental bias; (3) that such 'Southerness’ is pre-eminently
concerned with themes of voluntary subordination of self-in'tei'est to communal
objectives, rights and obligations, ralationships bullt on  trust, communlty
ownership, inclusive and transparent arrangementa., deimorratic decnsron maj‘ung
pro- usses, celobration, humanistic values, primacy of langrage and African humility;

furthes to which {4) the pathologmal down side of over developed ‘Southern’

numanism - at the expense of 'Western' empiricism, 'Morthern’ ratienalism and
'Eastern’ idealism « i$ heightened expectation, proienged censu!tatlon, favouritism,

patronage, and nepotism
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 CHAPTER | - INTRODUCTION

I.1. Research Framework

The Research Report to follow “3rms part of the "South African Management
Project” initiated by the University of the W:twatersrand's Faculty of Management.
The aim of which is to provide impetus to the study ¢! African Management
philosophies, concepts and applications in the pursuit of finding indigenous solutions
to local.organisationai problems. Te which end benchmark organisations practising
African Management were identified for research purposes. This Research Report
details a single unit of study within a mi.lltiple case study fratnework involving other
researchérs. Replication of the Research Findings, arising out of the single unit of
analysis, is beyond the scope of this Research Report and forms part of the

research cbjective of the "South African Management Project”,

I.l._ Research |ustiﬁcatid_n

At the outset it is with regret that one has ta acknowledge Khoza's (1993)
assertion that while there has been much talk of the economic triad, involving the
United States, the Pacific Rim and Europe over the past decade, crucial debates
about Africa have invariably been off screen, as if the entire continent does not

exist. Reason for which lies in the continent's negligible contribution to the world

economy, Given this bleak scenario the question is asked whether a case can be

made for : . Afrocentric management approach. To which Khoza (1993, pl17)
answers philosophically, "No, because there is no real management track record to
blow our trump . about Tanzania's yamaa and Zambia's African humanism have
delivered very fittle, ostensibly because of socialist embroidery. Yes, because this
continent has an economic date with destiny, Africa is essentially .an

underdeveloped geo-economic, socio-political entity with potential.”

Tt e .
el e
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Vhile Khoza (1993) answers the question philosophically, Human (1993) sees the

development of African Management theory as an economic imperative.

Human (1993, p206), in an assessment of the socio-economic and political
.tr'ansformation taking place in South Affica at the moment, forwards the motion
that, "The need for a theory of the firm and a sound understanding of its essential
features is, moreaver, ¢rucial since South Africa; and the world in fact, are entering
perhaps the most dramatic period of punctuated change in history, The
consequences of such change for the business firm are, as yet, not fuily
appreciated. The importance of the business sector, as the wealth creation element
in the equation for the successful outcome of a transforming South Africa, cannot

be underestimated.”

- 1.3, Strategic Human Resource Managemeric

Theorles of Strategic Human Resource Management which call for congruency -

between organisational strategies, structures and processes are acknowledged as

being in-separable to the development of an African Management theory.

This main stream thazory is however well reported and readily accessible. As a

cansequence it is not the intention of this Research Report to paraphrase over

 prescribed definitions of Strategic Human Resourte Management. Instead the

Research Report offers a practical illustration of how these cbncepts of

organisational fit, congruence and integration find application in a transcuitural

. management setting.

LT
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1.4. Transcultural Management

The term transcultural management is used throughout this Research Report to

definie philosophies, structures and processes needed in the management of an

eclectic or multi-cultural worldorce.

£.5. Contemporary Studies

It is noted that, while published papers and journai articles on the topic 'African
Management’ abound, very little research has been conducted to substantiate a
host of identifiable abstractions. As a consequence the study of African

Management is restricted by the need to avoid:

© [pappropriate Assumptions About the Functioning of £~rmal Organisations:
Blunt ( 1983, puxi) argués that,. " .. management text books used by lecturers
and students in Africa have up to now been mostly British or American in
- origin, written by Western academics for a readership in the West, and
taking as a starting point a Waestern business environment. Very few bocks
indeed have been written which deal with a third werld or African
environment, or provide an alternative perspective relevant to issues . 1

probiems faced by managers in our developing societies."

© Sweeping Generalisations About African Management: Khoza (I9'§3, pl18)
cautions that, "Afrocentricity remains a2 broad concept, a content-wide -
challenge with attendant vexing. questions : s .the continent sufficiently
culturally homogeneous from Cape Town to Cairo, East to West Africa? Are
there values that are characteristically African, transcending African

boundaries?” An answer to this can be found in Blunt and Jones' (1992, pl)
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assertio.n that, "Even where empiﬁml studies exist it is unrealistic to s‘uppose
that we can say anything about the coﬁﬁexts of African organisations which
wil.l have équal validity across the whole vast continent, even if we confine
our analysis to those. nations generalfly referred to as the south of the

Sahara."

A Tendency Amoeng Manqg%menr Researchers to Focus Marrowly on

Internal Otganisatfpné! Processes; Blunt and Jones {1992, pl) warn that
among African Manage .. ** researchers, " ... there is a tendency to focus
heavily on internal 'organisﬁtional processes at the eicpense of developing a
maore coﬁplefe understanding of the enviranment i Which_ formal
organisations operate. Orie serious effect of this is that whereas African
organisations may find théy can apply Western management concepts and
practices to their technicé.l core with few modifications, these imported ideas
and practices are generally found to be inadequate and / or inappropriate for

the organisations’ reiationships with their environment.”
g P

Normative Presmiotfans: Human (1993, p205) points out that, “There is a
paucity of serious scientific studies of the South African business firm. Most of
the books and published articles on management and the business firm in
South Africa tend to be normative prescriptions about what management
should do and what the business sector should become. Our researchers and

writers on organisations appear to be exclusively interested in idealistic

futures and exotic answers and would seem to find the very important

project of explaining reality for what it Is, distinctively unattractive. The past

‘and the present are perhaps less attractive than the simplistic and idealistic

end states so passionately offered to us by the 'corporate crusaders’.”
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o Ourdated Research Material The problem with dated research is that it
reflects the bias of various subjective forces which include amongst others
the bias of a predominantly white sample. Human (1993, pilB) draws our
attertion to a societal parﬁdox inherent in certain dated management
research, "The diversity in business organiSatidns found in this society is far _
less than the diversity found in society as 2 whole. The environment in which

business organisations nperate has been specifi~ to the needs of the elite. The
majority of the populafi_nﬁ. who were viewed as 'visitors', had little significant
impact on the nature of the specific and relevant environments served by the
business organisat}_on. The environment of business i:o_uld_ be seen as
protected and isolated enclaves in the broader South African. EnQironment.
Apartheid structures and racist attitudes created small white islands only
vaguely conscious of thn African sea surrounding its shores.” Unfortunately,
up until very recently it is within these skewed istands of homogeneity that

sampies of management research were drawn,

For all the reasons stated above this Research Report should be viewed as a

contemporary study without a reliable framework for theoretical triangulation.

1.6. Layout

The organisation of the Research Report follows logical format to denote the

research methodology employed.

Chapter Two serves to identify and contextualise the Research Problem, which
at times is seemingly obvious but difficult to isolate, ta which end Beck and
Linscotts’ (1993) metaphor of a human crucible is referred to, to describe the
socio-political environment within which South African management operate.

Further to which a brief synopsis of Graves' "Double Helix Model of
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Biopsychosocial Systems Development Model", as reported by Beck and Linscott

{1993}, is given to isolate the Research Probiem,

- Chapter Three, a detailed Literature Review, unpacks the Research Problem and
serves to integrate i:he teachings of various theorists and writers on the topic of
African Management. As a consequence the Literature Review s divided into two
sections, the first deals with broader theoretical ideas raised by Lessem (19903,
1990b, 19932, 1993b) and Koopman {1987, 1991, 1993), while the second section
 is confined to the identification of a number of conéepﬂlally formulated assertions
to support the mainstream theory. The literature review is narrow in the sense
that it deals primarily with emerging princibies on African Management at the

expense of more wideély accepted global management principles.

Chapter Four serves to summarise the Llcerature Review findings through the

coding of four Research Propositio'ns upon which the Research Report is Lased.

The Research Methodology employed is el=borated on in Chapter Five together
with a methodological appraisal to guide future researchers attempting to study a
contemporary phenomenon, such as African Management, within a case study

framework.

Chapters Sb¢, Seven and Eight, the crux of the Research Report, outline the
Research Findings with reference to three headings, namely : Exploratory,
Descriptive and Explanatory to reflect the method of data analysis employed,

The final chapter, Chapter Nine, concludes with a brief synopsis of the significance
of the research findings, key assumptions and limitations and ave tes for future

research.
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CHAPTER 2 - RESEARCH PROBLEM

2.1, Introduction to the Research Problem

Beck and Linscott (1993} describe South Africa as a dyﬁarhic crucible wﬁose
contents are - sometimes quite literally - exploding in the chaos of change. The
cruciple, as described by Beck and Linscott (1993), is seen as a vessel in which
disparate and often incompatible elements are forced by circumstance Into fusion
and transformation under intense heat, with high and focused energy. As an apt
metaphor for human development, the crucible is seen to meit down old systerris,
refine out impurities, form new alloys, create new entities, destroy old orders,

contain and re-focus energy and spark thresholds of change.

- Beck and Linscott (1993, p93) alert us to the fact that,. "Into the human crucible

of South Africa are being poured some of the most explosive elements and forces
to have plagﬁea‘ the planet itself through history - the legacy of colonial disposition,
war, bizarre racial theories, perceived historical sfights and Injustices, warped
raligious cults, and ideologies with pretensicns to transcend truth. All the value.
systems which have developed over ‘mankind's long psychologicaf ascent are
present in pristine form in South Africa, impinging orie on the other. Along with

this is the daily contrast between first-world and third-world life stytes.”

According to Beck and Linscott (1993) the manifestations of the above are all too
evident: South Africa’s relatively small and fragile first-world component is in
danger of being swamped by an emergent, demanding, yet under educated
third-world mass; literacy and numeracy deficiencies are alarming  many
organisations are still coloured by paternalistic or au'théritarian attitudes; and
heightened and altogether unrealistic expectations of affluence for all are

impetuous and naive.
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Echoing Beck and Linscotts' (1993) assertio_n van der Merwe (1993, p223)

concludes, "While the forces for a vicious downward cycle into chaos in this

~ amalgam are great, the potential for a virtuous upward spiral based on creative

synergy amongst this incredible diversity is equally great.”

The question to be asked is whether there can be order in human chaos and

whether South Africa has the abllity and c.ap.acity to forge a common language to

' escépe the confusion of changé!

2.2, Definition of Research Problem Parameters

In an attempt to isolate the nature of the challenge confronting South Africa
matiagement Beck and Linscott (1993) make reference to Graves' 'Ex‘herfgent, |
Cyclical, Double Helix Model of Biopsychosocial Sysi:ems.Develapmeht'. The main

features of which are captured in Table 2.1 below:

Integrated
thinking

Achlaveat
Drive

Global
Biological Order’

Survival

Tribakism

Egalitarian
Order

_ Table 2.1.
The Emergent, Cyclical, Double Helix Model of Biopsychosoclal Systems

Development.
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Source: Reprinted from Beck, D.E. and Linscott, G. (1993): “The African

Crucible - Uhity in Diversity", in African Management: Philosophies,

- Conceprs and Applications, Christie, Lessem and Mbegi (editors)

" Randburg: Knowledge Resources (Pty) Limited, p94.

Gravesian theory holds

that the thinking patterné of individuals, groups and

societles are the product of their response to challenges of existence in their

environment. As the challenges of existence and environment change, so do

thinking patterns and val‘ué_.é. As a result individuals and groups can and do move

along the beiix or spiral to levels of greater concepwual complexity In order to

cope with the rigours of their new environment.

The thinking pr "terns to emerge at each particular level are summarised in

‘advancing order of complexity in Figure 2.0 below:

I |Biclogical Survivai

Characteristic of hunter 1'_' gatherer lb.a;t;ds.

2 [Animist Tri_balism

A belief in spirlss and magu:, close identiication with tribal
order.

3  |Achievist Drive

A breaking away from mbal arder, strong personal
ambition, often accompanied by a ruthless urge for powear,

4 |Order

A concern for order, correctness, doing things the right
way, an intolerance of dissent.

5 |Entrepreneurial
Drive

A quest for materialism, the good things in life here and
now. Strategic thinking and the capacity to strike deals.

6 [Egalitarian Qrder

A reaction to level five, a concern for justice and

community.

7 |integrated Thinking

Integrated hofistic rhmkmg, a capacity for taklrlg e large
view, Interacts with leaders at all lavels without seeking to
manipulate, marginaiise or patronise them.

8 |Glotal Order

{Still emerging, a concern for globai issues and continued

humar: survival,

Figure 2.1
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Thinking Patterns at Each Particular Level of the Gravesian Double
- Helix Model. '

Source: Adapted from Beck, D.E. and Linscott, G. (1993): "The African
Crucible - Unity in Diversity", Afffcan Management: Phifas'ap):ies;
Concepts and Applications, m Christie, Lessem and Mbegi (editors)
" Randburg: Knowledge Resources (Pty) Limited, p95. |

Beck and Lindscott {1993) note that in a country of South Africa's heterogeneity,

where there is a flux from tribal to urban environments, the Gravesian 'Double
Helix Model of Develogment! has profound implications, the logic being that South
African's of diverse backgrounds are at different levels of development and by
inference perceive the world about them in different ways. The 'dyhaniic of which
leads Beck and Linscott (1993) to concludé_ that South African's are already
experiencing, In the workplace, the World to the Power of Seven, a level of
complexity which would confound their coﬁ'nterparts in virtd_ally any other

country.

2.3. Management Implications of the Gravesian [Double Helix Model_

The essential message of the Gravesian 'Double Halix Model of Development’ is
that problems of existence created by competition, interaction and conflict among
the value systems of the first six levels cannot be resolved by thinking exélusively
in terms of any one of the first six levels of thinking. Hence, Back and Linscotts'
(1993, p102) assertion that, "The Law of the Spiral dictates - as interpreted through
Level Seventh thinking - the importance of creating minageﬁal models that can

deal with ail the other levels both individually and collectively.”
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2.4, Resegrch Objective

The objective of the Research Report is therefore to expose a devejoping African
Management model, which is seen to be managing the entire litany of social

| problems Iisted above, both individually and collectiirely, and to offer not only a
- description of its structure and processes but an explanation of its' business

outicok, managerial orientation and leadership style,
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. CHAPTER 3 - LITERATURE REVIEW

3.1. Section Oune : Theoretical Framework

The section to follow covers a broad theoretical framework of emerging African

Management theory.a's outlined by Lessem (1990a, 1990b, 19932, 19935) and

- Koopman (1987, 1991, 1993).

The purpose of this section is ta provide a basis for classifying various abstractions -

and generalisations 1o follow In Section Two of this Literature Review.

3L Cuiltural Foundations of South Africa’s Businessphers .

In spite of a general paucity of contemporary research material inspiration upon
which this Research Report is based is found in the works of Lessem (19902,
1990b, 1993a, 1993b) and Koopman (1987, 199 l, 1993) who provide theoratical
frameworks against which  emerging theories on the. subject of African

Management can be classified.

Lessem's wofk (1990a, 1990b, 1993a, [993b) is similar in intent to that of the
Gravesian 'Double Helix Mode! of Development', presented by Beck and Linscott
(1993), in that it recognises and deals with the complexities of South Africa's

socio-political and economic heritage.

Lessem (1993a) posits the idea that South African management thinking has to a
greater or lesser extent been influenced by four world views, drawn from a

number of sources, namely:
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o Empiricism which is rooted in South Africa’s British or "Western' culture.
This Anglo-Saxon culture is seen to have given rise to an experiential or
primal manager who is concerned with free spirited individualism and the

need to be enterprising

o Rationalism which is grounded in South Africa's Frencﬁ HUguéﬁ_.*:t of
'Northern' European heritage. This nprfhern heritage is seen to havé'giQen
rise to the professional or rational manager who is .con'cer'néd with
rnerftocracy and conventional wisdom ‘associated with planning, -organising.

directing and controlling:

o Idealism or 'Eastern’ philosophy which is grounded in Séut_.h Africa’s Dutch
 philosophical tradition, This eastern philosophy is seen to have given rise to
what is termed the developmental manager who is -concerned with holistic _

thinking and co-operation; and

o Humanism which ‘is strongly rooted in 'Southern' and African solls. This
southern approach is seen to have given rise to the conviv:al manager who
relates to puople in terms of morals and emotions rather than in terms of

roles and functions.

The main tenets of these four world views, as developed by Lessem (19902, 1990b,
19933, I993b) and refined by the "South Afritan Management Project” (1994), are

tabulated in Figure 3.1 below.
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Empiricism Rationalism ' idealism Humanism
Cdmpetitive and Co-ordinated and .Co-cperative Communal
 personalised - - | managerial _
Primal management } Rationzl management | Developmental Humanistic
: management | management
Free enterprise ~ | Planned corporate | Industrial renewal | Socio-political
© |growth ' | reconstruction .
| Business leadership | Dirigisme, economic | Sustainable Spiritual
| planning development transformation
 Privatised Public/ Private Co-op’eraﬁng © | Networks of
competition co-ordination | clusters re-construction
Entrepreneurship Professional cadre, | "japan iInc.” | Commsurial
' ' elite - o enterprise
Process . Corporate planning | Kaizen, continuos | Ubuntu -
re-engineering o impi ovement cormmunity bui_lding
Empowering people, | Industrial democracy | Quality circles Story telling, value
customer ¢are sharing —
Improving work rate Undérmking work Enhancing work Building work:
study _ flow rhythm
| Adding value Allocating value Enhancing value Value sharing
Economy Technology Ecology ' Spirit
| Figure 3.1.

Four Management World Views

Unfort_:unateif, as Lessem {19933, p18) points out, "Business enterprise in Southern
Aftica has not emerged in a vacuum. In effect it has evolved out of one particular
cultural heritage and duly ignored its others. More specifically, it has drawn strongly

on its compstitive and personalised world (Western) and weakly on its
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co-ordinated and managerial world heritage (Morthern), wh:!e |gnormg its -

co-operative (Eastern) and communal worlds {Southern)."

3.1.2. Positive and Negative Pathologies of the Businesspheres

‘While Lessem argues (I993a) that African Management is a dynamic whole
representing the interplay between ali four wo‘rld.s he draws attention to the need
to engage and integrate the neglected dimension of the 'Southern’ approu ..« o
| managemeht fhinking. The premise being that only those organisations which can
harness the collective forces of 'Western' competition,' 'Fastern’ :i:o-operation,
'Northern' co-ordination and "Southern’ community will be able to comﬁete

successfully in the global market.

Lessem (1993a) cautions however the extent to which any one of these dimensions
is overdeveloped at the expense of the others, so the organi.sation will exhibit
distinct pathologles in the form of overdone "Western' materialism; 'Northern'

mechanism; "Eastern’ cartelism; or 'Southern’ nepotism.

In an affirmation of Lessem's (1993a) concern about ‘Southern' nepotism, Blunt
and Jones (1992, p37) caution, "It is clear that African managers are linked to

extensive networks of social obligation; and that values of reciprocity and social

exchange that characterise social systems still impinge directly on the working lives

of African managers." ' |

Hence, the need to view African Management as a dynamic whole of differentiated
yet integrated forces so as to alleviate the likelihood of any of the above

pathologies developing.
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3.1.3. Equal Esteern Between the Businesspheres

Alexander (1990, pl) in a philosophical paper tracing the historical and commercial
origins of business isolates the challenge identified by Lessem(I990a, 1990b, 19933, |
1990b), “ ... even big businesses are constellations of small clusters of discefnible
identity, in cousinship with other ciusters of equally discernible identity. What
makes the difference is the quﬁlity of the people in each cluster, and the affinity
they have with those in other clusters. No doubt some men and some clusters
spend great sums essential to the cofporati’on. Other men and some clusters spend
small sums ~ equally essential to the.limbs of the corporatiob. It is not easy, in the
face of their differences of sc_ale and function, . to achieve a condition of equal

esteem between the clusters,”
‘The essence of African Management is therefore to be found in the manner in
which it seeks to bring about a condition of equal esteem between people of

different world views, _

3.1.4. Pragmatic Humanism

Koopiman's (1987, 1991, 1993) seminal work in the area of transcultural
management is seen as a practical lllustration of how Lessem's (1990a, 1990b,
19932, 1993b) four world views can be elevated to a condition of equal esteem

through the promotion of pragmatic humanism,

Pragmatic humanism seelss to liberate the work ethic of transcuitural organisations
by finding congruency between structures of corporate governance and social
purpose, in which instance a distinction between the management of hard and soft .

variables is made.
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In a foreword to Koopman's (1991} book, Transcultural Management: How to
Unlock Global | Resources, Lessem summaﬁses | the notion of hard and soft
management variables, "In many ways the polarity between hard and soft is
- reflected in the stereotypical character differantiation between male and female,

business and soétef_,y. First World and Third World. Y’et. if we fol!ow the healthy ..
road to business and economic developmént, we find that the two forces of what

~ the Chinese have termed yang (hard) and yin (soft) need to be combined.”

Pragmat{; humanism might therefore be seen as an operness of heart and ming;
| combining individuality and community; Integrating people and tasks; balancing
human with economic growth; and finding symmetry between autocratic and

demaociatic controls.

Viewed differently, pragmatic humanism Is a simultanaous process of maintaining
control over the technical core of the organisation - strategic decision making - )

while issues related to quality-of-work-life and work rhythm are democratised.

Throug - democratisation of soft management variables emphasis is placed on
shared values, common citizenry and the reed to be enterprising. iCoopman {1993,
p35) argues that, ;'... the sense of social purpose thus achieved will, in turn enhance
the dignity, respect, pride and conscisusness of the worker, enabling him to give

exprassion to the work ethic.”

3.2, Section Two : Artificial versus Natural Management

In order to elaborate on the central themes of pragmatic humanism - the tool
through which the neglected Southern management approach can be engaged to
liberate the work ethic in transcultural organisations - reference is made to the

teachings Agha Hasan Abedi, as referred to and expanded upon by Lessem
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{1990a). - Abedi {1984) draws the distinction bétween artificial -management, which
is seen to be synonymous with &;é"oid order of the United States and Europe, and

natural management which focuses on interdepéndency rather *han on individuality.

Against this backd s artificial versus natural management a series of dimensions
is provided against which the extent of the 'Southern' management approach in

transcuitural -organisations can be assessed. Each of the dimensions will be

discussed In turp, albeit 'indiractly,_ to draw attention to a primary Afric'an'_

Management theme.

3.2.1. Individual versus Collective Consciousness

Lessem (§;993a, p20) ar-gués that, "For the first ﬂme in its'“histpr_y South Affica B

~ developing interdependently from within rather than its constituent parts battling

independently, each in a state of apartheid, At the same time work spirit rather
~ than physical labour, human as opp. 1 to financial capital, intangible information
vather than tangible resources, culture rather than the éton_omy, havc_e _becdmé the

primary resources.”

Unfortlinately, while =2 great deal is known about the visible aspects of

management in genefai very little is known about the invisible aspects of African -

Management, let alone its positive and negative manifestations in the workplace.

Figure 3.2. refers.
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‘For the artificial manager the process of| The natural manager searches for
management and organisatiomal planning| management truth that lies beyond
organising, staffing, directing and contral, ean conventional wisdom, both administrative
| each be precisely defined and analysed, | and behavioural. Real truth often lies in{
the unseen world behind everyday
perceptions, and this reflects the larger,
~cosmic truth that contains the smaller,

conventional managerial wisdom.

Figure 3.2.

Visible varsus Invisible Management

Source: Lessem, R, (1990): Developmental Maﬁagement: Principles of
Holistic Business, Great Britain: Basil Blackwell Limitad, p43.

In the quest of discovering the truth beyond that. of conventional wisdom van der
Post. {1955, p42) alerts our attention to the fact that, ... Euroﬁean man arrived in
Africa already despising Africa and African beings. He arrived there, not for Africa’s
sake, but for what he could get out of Africa onhis own behalf, He arrived as a
supericr person ready to impose himself and his way of living on Africa, not
dou’. ing for a second that his was a better way and that it was ali for Africa's goﬁd.
The same thing which made him despise the African made him despise the African's
social organisation, his goods and chattels, his agriculture, the way he tended his
crops as well as his cattle, Chiefs, tribal orgﬁnisatio_ns, witch dortors and ancient

rituals were abolished swiftly by the administrator with a pen.*

Van der Post (1955, p47) concludes, "No human being or society, however seif
sufficisnt and rational it may appear, can live without institutions which deal with

those aspects of lifa which cannot be explained rationally."
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Coldwell and Moerdyk (I98'l) argue that while questions may be raised as to
whether, after decades of christianisation, iﬁdustrialisation and urbanisation, there
remains much of anything that can be cailed tradit.ional' African culture, there is
something that may be termed transitional culture displaying many grades of

enculturation.

While not ignoring the role of supernatural forces - mysticat spirits and ancestors -
in African Management, socio-economic depravation Is seen to pervade both rural
and urban African life and it is within this adversity or life experience that the

- visible / invisible aspects of African Management find special meaning.

Kotze (1993) points out that in order to cope with socic-economic depravation

people are forced by circumstance into a collective interdependency. According to

iotze (1993, p4) the corollary of this is, "If widespread poverw s replaced by

widespread affluence, a different perceptual style will develop simply because

collective consciousness was not designed for affiluence.”

The interplay of a collective versus individual consciousness therefore is not so
much an issue of race, as It is an issue of affluence. Unfortunately, by the very
success of apartheid these perceptual styles, albeit black or white, have not been

fully explored or acknowledged,

Kotze (1993) points out that a collective consciousness would appear to be
incomprehensible If interpreted with the intellectual toals formed by individualistic

consciousness, and vice versa.

Kotze (1993, p.vii) argues further that, ” ... people do not adhere to a particular
perceptual style merely because of some romantic notion connected with

tradition, but because they are forced to do so, If we can accept this, and we need
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to do so for the sake of progress in human relationships In South Africa, whites will -

change their own perceptions about the perceptions of b_lacks'a_nd vice versa."

Hence, the importance of extending ones intellectual horizons to come to terms

~ with the invisible aspects of African Management aibeit within the reaim of values

and perceptions.

The manifestations of a collective versus an individual conselousness, as developed

by Kotze (1993, p8-20), are summarised:

4]

"People with a coli*ectwe consciousness are sm:sally open, whereas people

_ with individualistic consciousness are socially closed;

Communities characterised by collective consciousness of necessity require
collective democracy l.e., consensual procedure. People with individualistic

consciousness regularly demand their individual democratic rights;

In communities dominated by collective consciousness, adjudication is a

matter of reconciliation. The legal process in societies dominated by

individualistic consciousness is clinically geared to establish right or wrong,

innocence or gullt;

People with collectiva consciousness are forced to divide their loyalty
between the grotp / community and the workplace. Persons with

individualistic consciousness subordinate social loyalty to professional loyalty;

riollective consciousness creates an insatiable need for people and social

situations; individualistic conscicusness craates an acute need to escape from

people at times; and
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o Collective conscicusness defines time socially and in terms of the immediate
present; individualistic consciousness defines time in terms of economic

 surplus and the future,”

The central themes of collective versus individual consciousness, as developed by

- Kotze (1993), are elaborated on throughout the rest of this section and their

app!iéation in the workplace should become apparent.

- 3.2.2. Shared Values and Vision

Following South Africa's first democratic election on the 27¢h April, 1994 business
¢nterprises have not only been chéllenged to develop new business formulae but
to implement thé_se through well-harmonised policies in real time. Consequent
thereto, there is a need for a new guiding viston which goes beyond the bound of

Western and Northern thinking, Figure 3.3 refers.

The .artificial manager commits his| The natural manager commts his

thoughts and actions to a strategic plan.| thoughts, feelings  and actions to af
Such- a plan determines the icng-ﬁerm business vision. He sres the organisation
direction of a particular company within a| within a larger cosmic environment. ¢ is
compeutivé environment, and  the! unbounded, individually or geographicaily,
allocation of its physical human and} and unconstrained by physical or business
financial resources. | competition,

Figure 3.3.

Phn versus VYision

Source: lLessem, R. (1990): Developmental Management: Principles of
Holistic Business, Great Britain: Basil Blackwell Limited, p43.
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Beck and van Heerden (1982, p3), quoting from the late General J.C. Smut's book,
Holism and Evolution, contextuglises the challenge, "The old concepts and
formulas are no fonger adequate to express our modern outlook. The old bottles
will no longer hold the new wine. The spiritual temple of the future, while it will be
built largely of the old Well-pfoved materials, will require new and ampler
extensions of our intellectual horizons."

It might further be argued that African Management will not come into its pwn
* unti it is able to draw a distinction between the topsoil, subsoil, deepest roots and

bedrock foundations of org;inisatianél existence, as Hlustrated in Figure 3.4 below.

Topsoil The physical and material ménifestations of the organisation -

- | quallty circles, share schemes, _
| Subsoil Rational, logical and mental nature of the organisation - passion for

performance, personal accountabllity.

| Deepes.z roots Spiﬁtual integration of the arganisation - participative processes,
' corporate citizenship,

Bedro-k Soul and deepest expression of the organisation's existence -
shared values, trust.

Figure 3.4,

- Mother-Earth

Source: Adapted from Nel, C. (1993): "Value-centred Leadership", in
Aﬁ‘fcan.Management:' _Pﬁf!osopﬁ:’es, Concepts and Applications, Christie,
Lessem and Mbegi (editors), Randburg: Knowledge Resources (Pty)
Limited, p139. '

Nel (1993) contends that the cultural and structural changes called for in African

managefnent will not come about through an adherence to physical and material

immediacy or through individual endeavour. Nor is it to be found in the primacy of
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participative processes. It starts and ends at the bedrock of shared values and

vision.

Beck and van Heerden (1982, p3) illustrates the point, "New managerﬁeﬁt will
contain much of ﬁhat now exists but in a different for-m.. It is analogous with the
emergence of a df‘agon-ﬂy from the chrysalis, Until it rids itself of its old skin
compietely. that dragon—ﬂy is going nowhere. While the essential.parts have always
been present, or in the making, new arrangements and new em‘phasié have

produced z creature of beauty, highly effective, and in a new environment.”

" The secret of African Management is therefore seen to fie in its ability to create

shared values and vision without which transformation will not be possible.

3.2.3. Metaphysical Management

Further to the need to break the shackles of bounded VWestern and Northern

thinking there is a call for proponents of African Management to ancher

.ﬂ1erns_elvefs, in what Khoza (1993) calls their own continent, its histories, traditions,

cultures, mythology, creative motif, ethos and value systems which exemplify the

African collective will,
Mbigi {19932, 1993b, 1993c, 1994), while acknowledging the irhportance of
collective consciousness in African management as identified by Kotze (1993),

draws ours attention to undercurrents of Afrocentric religion.

Mbigi (1993c) contends that the Divine Will of Africa lies in ceremonies, rituals and

'symbols. More specifically traditional African culture, according to Kdopman

(1991), Is seen to find expression in:
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o The fact that wisdom’s are carried forward i the form of metaphors and
stories as opposed to the written word which preserves infdrmation" in

Woestern culture;

o The reverence paid to ancestors and other departed relatives who are

believed to be able to affect the living; and
o in the value accorded to ceremony and ritual in social life.

Mbigi (1993a, 1993b, 1993c) posits the motion that managers should start adopting

~ these traditional African practices and consciously integrate them with Western

- -management techniques and values, Hence, the concept of metaphysical

management' which represents the interaction be_t'ween the tangiblé and the

intangible in a dynamically charged system Figure 3.5 below refers.

The artificial manager lives in 2 world off The natural manager recognises the|
objective reality. The real world Is one| invisible forceé, or psychic energies,
which can be seen and heard, touched| governing the visible world, The natural|
feit - people, money, machines, materials. ‘world is the interaction of the seen and
the unseen in an Indivisible, fving system.

Figure 3.5.

Tangible versus Intangible

Source: Lessem, R (1.990): Developmental Management: Principles of
Holistic Business, Great Britain: Basil Blackwell Limited, p43.

In order to come to grips with the tangible and the _intangible aspects of
Metaphysical management one has to have a clear understanding of what Mbigi
(1994) calls Nhorowondo.
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Nhorowondo, a management tool traces the roots of a concept namely: the
evolution of the concept, the history of the concept, the key actors and their

agenda's, environmental circumstances, and relevant themes.

~ The caution is that while certain customs, rites and rituals are no doubt important

not ail have application or relevance in an organisational setting.

In keeping with African cufture Mbigi {1993c) calls on organisatibns to free the
enterprising spirit therein through the creation of their own distinctive myths and

rituals, including stories of its creation, so as to turn vision into action,
3.2.4, Holism

As pointed out by Lessem (1993a) African Management, as a dynamic whole, is
repre;er-iited in the interplay between thé four world views of empiricism,
rationalism, idealism and humanism. The extent to which .any one of _thése
dimensions is overdeveloped at the expense of ‘the others leads to distinct _
pat_ﬁé!;sgies in the form of overdone "Western' materialism; "Northern' rnechaﬁisrh;
'Eastern’ cartelism; or 'Southertt' nepotism. Hence, the need to view African
managemeﬁt holistically in order to avoid the development of any of these negative

manifestations, Figure 3.6 refers.
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The artificial manager sees the] The natural manager conceives of the|
fanagement process in  parts, in{ fmanagement process as a whole. He
principles, in separate entities, as are| believes that the managerial essence is
management anud workforce, or skilled] lost in. pursuit of the parts. He sees
and unskifled workers. | himself managing the whole process and
' | the whole person. He integrates
{ individual and organisation, business and
| envi onment, people and things into a

management eco-system.

. Figure 3.6,

Part versus Whole

Source: Lessem, R. {i9%0): '-Deve!opménzal Manégémené Principles of
Molistic Business, Great Britain: Basil Blackwell Limited, p43. -

To illustrate the concept of holistic thinking, Nel {1993, p136) draws our attentidn
to the fact that, "It is impossible to conduct even the simplest process in a rho_dern
organisation without utilising the skills of a variety of people, Imagine for instance, 2
soccer team consisting of the eleven best goalkeepers in the world! Their individual
and collective skills Would be undoubtedly great, but their Jack of diversity would

ensure a goalless game!"

In an organisational setting a similar lack of diversity is a virtual guarantee that
certain essential points of view, attitudes and approaches will be ignored or not

allocated the importance that they deserve,

Beck and van Heerden (1982, p5) argue, "In terms of the orgénisatioh‘s people and

their brain power, the whole becomes greater than the sum of its parts. Instead of
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destroying people it puts them back together as individuals and teams, Whe.re_ver

- they are at every level of existence.”

n support of the above assertion Co_ldwe’ll and Moerdyk (1981, p191) alert our
- attention to the fact that, "It is easier to restructure a role than to restructure the

: cﬁaracner of either an _i'ndividual or society. In aceordanc : with this al-gum;nn and
* in order to bui_id..u_pc':n the individual's existing values and abilities rather than deny
them, it is 'arguéd that attertion should be given to 1_:he'- develoj:meht of

organisational and managerial structures that are more culturally correct.”

3.2.5. Mechanistic Versﬁs Organic Management:

"Riding. .high on the wave of socio-economic and political change workers are
currently demanding greater organisational transparency, democratic control, and

empowerment.

| ‘In order to bring about this socio-political r_ecgn'sl:ruction Koopman (987, 1994,
1993) and Mbigi (§993a, 1993b, 1993c) argue that busihgss leaders '_'need to go
hejrond the confines of closed / mechanistic systems and embrace the collective

energy of open / organic systems. Figure 3.7 refers.
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The artificial manager visualises the{ The natural manager visualises. the
organisatidn as a structure. He} organisation as a process, a vast stream
concentrates on organisational form and| of energy to whick YU contribute and|
managerial content. His institution is| from which all drav. He concentrates on
structured by means of a series of| such energy, on its quality, velocity.
pyramidal levels, which are periodiéally vitality,  quantity and = direction.

reformed, People belong whien they have| Organisational changes are viewed as|
a place in tha amassed strﬁct_:ure. continuous and evolutionary, rather than
| | as episodic. Moreover, he views each|
{person as being in progress, a
self-directing source of energy rather

than as an inert mass.

Figure 7.

Mass versus Energy

Source: Lessem, R. (1990): Developmental Management: Principles of |
Holistic Business, Great Britain: Basil Blackwell Limited, p43,

To unpack the notion of collective energy further reférence is made to what
Koopman (1991) calls a role based culture {closed / mechanistic) versus a task
based culture (open / organic), the latter being the more culturally correct of the

two, the main tenets of which are captured in Figure 5.8 elow.

A systems approach. A human approach.

Design programmes to assist the .sysnem.. Design processes to improve human
enterprises,

Based on knowledge and skills. Based on your ability to interact with
other humans.

Conventional : reward for effort, Non-conditional : recognition and

rejection by people,
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Power given to you by 2 higher authority.

 Power given to you by people further

down the line.

A right is granted.

A right is earned.

People seen as an extension of a machine.

Pecpie integral in process.

Alienation vnth fellow man.

Solidarity with fellow man.

| Strong  hierarchical design for control,
little communication, '

- consultation.

Organic and fluid structures for control
through 2 lot  of communication and

Role versus Task Based Culture

Figure 3.8.

Source: Adapted from Koopman, A. {I991): Transcultural Management:
How to Uplock Global Resources, Great Britain: Basil Blackwell Limited,

piee.

In transforming culturally incorrect organisations, closed and mechanistic, .into
e.nterprising concerns Koopman (1987,. 1991, 1993) and Mbigi (19933, 1993b, |
1993c) refer to importance of implementing participative and value 'sh'ar'ing
structures, The Venturecomm system assoclated with Kaopman ([987) at
Cashbuild and Pungwe sessions with Mbigi (1993¢) at the .Eastern Highland Tea

Estates in Zimbabwe are summarised for iustrative purposes, Figure 3.9 refers.

Structure Formal constitution setting out| Open-alr session, initiated by
' managemert / worker| management on a need to do
representation, proceedings of| basis.

n*eetingé. powers and authority '

etc,
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Fungwe - Opers Air Sessions - |

Characterised By

.Open dfscussioh. ._shéring of

information, joint-decision

making,

Singing, dancing, drir'\king',.eating
and meral instruction. Everyone
present given an opportunity 1o
express his or her feelings.

Purpose

Joint-decision making, effective
communication, trust building,
human
potential and dignity - quality
and productivity regarded as

development  of

‘spin offs,

)

To improve morale, create a
new spirit in the company,
change attitudes to western
business values, ¢ adcation
of corporate vision.

Maridate

All | hard  variable
{profitability, expenditure,
Return-on-Investment etc) are
discussed participatively while ali

| soft variables {customer-service,

stock, safety, employre needs
etc) are managed through joint
decision making by vote.

{ssues|

Each session was dedlicated to 2
primary theme. '

Representation

Indirect involvement of
between 80-100% of employees

| through elected representatives.

Full partcipation of every|
worker in esch session. '

| Shared Viéion

Venturecomm s an integrated,|
focal point of the total business
plan.

Employse  involvement

participation viewed as a 'way of
| fife" in the business.

and|

The sessions were effective -in.
the
cormunication of a gripping| -

Zreation and

corporate vision.

Junior managers and supervisors
went on to incorporate them
into their

management:
practices. '

Organic Management Structures

Figllu w 3.9.
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African Managemént_ is therefore seen to be concelfped with work rhythm and the
need to embrace the collective energ of employees 'through participative

structures and value sharing workshops.

3.2.6. African Huranism

In 'ternis of Mbigi's (1993a, 1993b, 1993c, 1994) portrayal of African culture, a
person only becomes a persoﬁ through other peo'ple. hence, the much vaunted
term wbunty. The term denotes a reciprecal relationship between the individuél
and his or her commumity, Each individual is en*itled to respect from his or her |

group and in tu_m he or she must give loyalyy and support to the group. As a

. consequence a source of social alignment akin to Kotze's {1993) notion of

collectiva consciousness. Ubunty nongtheless has a further Found_atlon. and
aceording vo Mbigi (1994), is based on the following centrs! valugs : compassion and
care; acceptance and respect; regard for the rights of others and tolerance of
differences; human dignity and co-’créatlon; and morality as 4 basis o.f auman

existence and actiors.

In terms of this:portrayai of humanism the notion of feeling finds special application

in African Management, Figure 3.10 refars,
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The artficial marager maintains that

thinking is primary, and, as a result, that
scientific management is the ultimate
management force. Feelings have their

place, but they tend to cloud the|

The natural manager believes that
thinking is impori:ant but that feeling is|
primary. In fact feeling energises and
hurnanises thought, Without feelings
thoughts are lifeless, they lck movement

scientific process. |ntuition is suspect. and flow. Intellect and reason have their
- limitations. Ideas can be developed using
the thought processes but thinking alone

does not originate ideas.

Figure 3.10.

Thought versus Feeling

Source: Lessem, R. (1990): Developmental Management: Frinciples of
Holistic Business, Great Britain: Basil Blackwell Limited, p44,

Koopman {1993) reporting on the effect of ubunty on collective decisian making,

observed a natural inclination atnongst the members of a task based team to:
o Focus on morals and emotions, rather than on roles and functions;
o Work through problems aurally and emotionally;

o Think out aloud and use continuous debate and argument as the main part of

their reasoning process;

o Remove dissent before the group could proceed, a factor which is in keeping

with the traditional /ndaba; and

o Check out how the other members of the team feef and whether proposed

solutions are acceptable to all,
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Koopman (1991, p58) concludes, "This marriage amongst the team memb’ers: is
driven by trust, sharing and commitment and the group's harmony and cohesion of

spirit becomes the main concern."

Christie (1993, pt96) captures the intarplay between feeling, thinking and acting in
African Managemznt through the analogy of a human body, "If the brain of the
organisétion relates to its goals, and the body of the organisation relates to its
tasks, then the heart of the organisation s mostly - clearly evident in its
relatiqnships. The interplay between the organisation's goals and tasks, between its
econcaic and technical subsystems, is expressed as a result of the relationships -
between crganisational members, The heart of the bfganisatioﬁ then, its emotional
éiement, i.s in essence a social ehtity. If thoughts and actlons are. mediat_:ed through
the individuals emadonal reality, the orgaﬁisation's ecoﬁomic and technical
orientations are mediated through its social reality. Hence, the soclal subsystem

integrates the economic and technical subsystems within the organisation.”

Chistie's {1993) analogy illustrates the importance of integraﬂng_ the hard and cold -

‘aspects of Lessem's (1990a, [990b, 19932, [993b) four world model, primafily

"Western' and 'Northern’ in approach, with the heart and soul of the organisation,
primarily ‘Eastern’ and 'Southern’ in apprc.;c':h'. 5o as to develop sustainable and

superlor perfarmance,

3.2.7. Voluntary Subordination to Co’rﬁmunal {Soals

As with collective decision making the concept of wbuntu finds expression in the

need to develop the life skills of the collective, Figure 3.1 refers,
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IREEEE: ~ Worlk Skills,or

The artificial manager focuses on the
person's business and technical skills with
a view to improving performance, His

i first requirement is o ensurs that both
he and the people he manages perform

tasks at a satisfactory level. Perfarmance
can be enhanced through training 2and
development. '

'shouid be whole, sheuld be people of
quality. The quality of parformance will
then follow. Furthermore, he it vert
{ that mamagers mast develop fallow|

The natural manager focuses on life skills
for the whole person, including his
technical and commerclal abiiities, He
therefore concerns himself with the

individual's physical, mental and spiritual |

well-being. His first requirement is that;
both he and the people he manages

managers to be better than themselves,

Work Skills versus Life Skills

‘Source: Lessem, R. (1990): Developmental Management: Principles of

- Figure 3,11,

Holistic Business, Great Britain: Basi! Blackwell Limited, p44.

Adonisi (1993, p311) cautions that, " . it is inconceivable that individual careers

can be formed and actuaiised outside of the communal context that provides

meaning and anchors in life for pecple. In our choices and pursuit of careers we

seek to uplift the community and in the process improve our well-being as

individuals, The prosperity of the community is the prosperity of individuals within

that community."

In order to illustrate this paradox, of the individual existing for himself and

concurrently for athers, reference is made to Ramudzuli's (1993, p304) experience

as a prisoner on Robben Island, "The kolkhoz (a structure to facilitate group

learning) 'alth0ugh important from the perspective of sharing of resources, played a

more important role in respect of human relations between the prisoners. This
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role helped to establish and perpetuate a belief that no one individua! should
depend on any other individual. This implied the fnterdependence of prisoners in
relation to both their individual and collective learning needs, ad is a further

indication of the inclusive thinking that prevailed on the island. Access to learning |
was not restricted to the whims of those with greater resources than others. On
the contrary, each prisoner could depend on the kolkhoz to look after him. Akin te
the traditional custom of drinking beer ffom the host's calabash, the kolkhoz

provided the structure for educational mrabulo, that each should sip from the

fountain of knowledge."

African Management might therefore be seen to be founded on the principle of

capacity building through persenal sharing, and 2s such denotes a high {evel of

maturity *5 give knowledge and resources Unselﬁ_shly for the greater being of man.

Koépman (1993, p51) illustrates the _poin.t, " ... each individual has a special role but
more as a thread In the societal fabric than aparﬁ from it or in opposition to it, He
wants to voluntarily subordinate Bimself to group or societal objectives because he
is inherent in thern, His worth Is in his willingness to work together, and virtue lies,
therefore, in the_.- domination over self, rather than the exteriorisation of self in
éonforming to communal expectations, rather than individualistic self-assertion and

differentiation."

3.2.8. Adrican Humility

Mtigi (1993c), quoting Alexander Solzhenitsyn, argues that, “A society based on
the letter of the law and never reaching any higher, fails to take advantage of the
full range of human possibilitizs. The letter of the law is too cold and formal to

have 2 beneficlal influence on society. Whenever the tissue of life is woven of
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legalistic relationships, this creates an atmosphere of spivitual mediocrity that

~ paralyses men’s noblest impulses."

“In order to get around this paralysis inherent in overdone 'Northers' rationalism

van der Merwe (1993) advocates the adoption of ubuntu or humility as a means of

bringing about social alignment. Figure 3.12 refers.

strength and humility as a weakness. For|

visualises central headquarters as a

The artificial manager sees control as a
submission involves loss of control. As 2
result he tends to produce fixed

positions or positions of conflict, He

¢ontrol centre,

The natural manager sees humility as a
strength, In effect natural control is|
achieved by taking the risk of relading
control, by detaching one's ego from a
cermin position. - To let go of one's
control is to let inter-fusion happen, The

natural manager visualises his company as|

a support centre, rather than as a control

centre.

Figure 3.12,

Control versus Humility

Source: Lessem, R, (1990): Developmentsl Management: Principles of
Holistic Business, Great Britain: Basii Blackwell Limited, p45.

According to Coldwell and Moerdyk (1981, p73), African humility, " is a
combination of Western and Oriental systems due to its guit and shame
dimensions as captured in the notion of community spirit or ubuntu ... Each is his
brother's keeper. Each has a right and an obligation to expect help from, and give
help to his neighbour ... Seek the good of community, and you seek your own
good, Seek your own good, and you seek your own destruction, Mutual aid is a

moral obligation.”
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The guile dimension of African humility refers to an internalised conviction of sin
while the shame dimension refers to a reaction to other people’s criticism. T_he '
physicéi manifestation of which is illustrated by way of example of an African '.
stokvel,

The stokvel system - a type of credit union based on a tradition of communalism,
sharing and co-operation - epitomises the strength of social as opposed to

legalistic bounds in governing anti-socfal behaviour, Likhele (1990) reports that the

“social pressures brought to bear on defaulting stokve/ members failing to pay their

monthly instalimants or support the activities of their stokve/ can be considerable, |
often culminating in social exclusion, Hence, a high level of conformance to

unwritten codes of conduct is to be expected.

- Koopman (1993, p50) illustrates how these forces of social alignnient can be

incorporated into the workplace through the advance of mutual rights and
obligations, "To create such a basis for communal morality and vﬁlues will 'requi'r"e
that you develop open dialogue with all smployees and involve them in
circumseribing what youf (all employees) values will be, in order to Serv_'e as
guidelines /or good and antisocial behaviour at the workplace. This in fact, implies
building a community of people within the business, Typical areas ta coVe_r will be
aspects of teamwork, justice and .fairness, quality work, cuétomer. service, |
participation and wealth creation. In fact, ail performance areas are covered, but in
the context of relationships a '_commﬁnity' of people working Iinsicle the
nfganisation. Adherence or non-adherence to these values (alignmeﬁt /
non-alignment) therefore becomes the explicit code of conduct of the business

community,”
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3.2.9. Spiritual Transformation

Van der Post (1955, pl2) argUes that, "The human spirit is being served by words,
ideas, and world-concepts that have become totally inadequate for the meaning
whii:h itis trying'to express and the being which it ié trying to cfeate « | believe
one of the reasons why Western man has been failing in increasing measure in his
contracts all over the world is because the ideas WhEII'.E'iﬂ his .spif.it expresses itself
are no_!onger contemporary. They need to be deconditioned from associati.ons
that do not belong to our age,' and to be reassessed in terms. of our own living

experience In its fullest contemporary meaning."

_In order to bring about the spiritual transformation called for by van der Post

(1955) there is a need to move away from strict adherence to notions of
self-assertiveness toward notions of self-improvement as illustrated in Figure 3.13

below:

' belie\_fes in the survival of the fittest. The

The artificial jungle fighter of a manager

world, for him, consists of winners and
losers. Evan the modern search for win /
win situations retains the language of
winning and losing, |

For the natural manager winning is 2
non-event, irrelevant in the co-operative
pursuit of purpose, Competition is only
with oneself and this takes the form of}
self-improvement, The natural manager
commits himself to unique Success in
pursuit of extraordinary vision and

purpose.

Figure 3.13.

Self-assertiveness versus Salf-improvement -

Source: Lessem, R. (1990) Developmenml Maragement: Princ:joles of
Holistlc Business, Great Britain: Basif Blackwell Limited, p45.
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- Mbigi (1993b, p27) places the issue of selfvimprovenient in context, "In the

Afrocentric refigion, in order to know what you can become, you must start by
knowing who you are, This cannot be done through a memo or privately - it must

be done in a ritual and ceremonial manner. It must also be done collectively.”

Mbigi (1993b, p22) illustrates the point mataphorically, "Most African tribes in
Southern Africa do not bury a dead body if it shows a shadow. A shadow in

Afrocentric religions sigr‘les negative feelings such as guilt, bitterness, fear and

anger which wil_l prevent the dead person from moving on and being transformed

into a useful ancestral spirit ... If this happens during the burial ceremony, the
mourners go onto an open bufning platform to discuss what exactly went wrong in

the deceased's life and then carry out cleansing ceremonies to allow the spirit of

* the dead person to continie with the transformation journey.”

African Management might therefore ba seen to encapsulate the need for a .
spiritua! transformation without which socie-political and economic raconstruction,

no matter how well intending, wilt not be possible.

3.2.10. inclusive Evolutionary Process

While not detracting for the need to bring about socio-political reconstruction, the
notion of process or timing is of equal importance. The concept is iustrated in-

Figure 3.14 below.
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The artificial manager tries to controf time.
He imposes his time schedule on others.
This forcing of events may accelerate or
delay achievement. While he recognises the
importance  of timing, this ray be
subordinated to the need for power or
task achievement. '

The natural manager knows that one
cannot contro! time but only the timing
of one's interventions. He pursues a
course of action with persistence and
perseverance, exercising patience and|
waiting for the right moment. he
intuitively * perceives others need for
direction, support and insplration, and

intervenes accordingly.

Time versus Timing

Figure 3.14.

Source : Lessem, R {1990): Developmental Management : Principles of

Holistlc Business, Great Britain: Basil Blackwell Limited, p45.

According to Kotze (1993) people with

a collective consciousness define time

socially and in terms of the immediate present whilst people of a individualistic

consciousness define time in terms of economic surplus and the future,

Kotze's (1993) argues, "For people with surplus material assets the present is part

of histary, life is projected into the future, and time is of utmost importance. To

people who possess no, or insignificant, surplus material assets, survival is a serious

matter of here an_d now, To them life

holds very little predictabifiy. To be

concerned with the future in terms of material considerations would therefore be

neither sensible nor practical. Predictability is consequently sought in social

relationships which are constantly maintained and re-inforced for the sake of

long-term security. Social relationships, though, demand a ot of time.”
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- For African management the value of time does not lie in a precise mathematical-
moment but in the need to make provision for sufficient time to do the right thing
- to develop sustainable social relationships - through an inclusive and evolutionary

T

process.

3.3. Conclusion

From the literature rewew it is evident that there are 2 host of identifiable
abstractions and generahsat:ons which need to be validated and tested, the central
' themes of whu..h have been coded as Research Praposmons in Chapter Four to.

follcw,.
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CHAPTER 4 - RESEARCH PROPOSITIONS

4.1. Research Proposition One

Ia view of the stated Research Problem and Lessem's (1993a) assertion that the
resolution of South Africa’s econamic problem lies in the nead to integrate the
differenv~ted yet compleménnary forces of 'Western' competition, 'Eastern’
co-_operation,. ‘Northern' co-ordination and ‘Southern’ humanism the following

ResearCh 'Froposition is forwarded:

- o African Management is eclectic in nature encompassing all four world views

of Lessem's model.

The Research Proposition recognises Lessem's (!993#, p20) assertion thét, “For the
first time in its history South Africa is developing independ_ently_ from within, rather

than its constituent parts batrling .ndependently, each in a state of apartheid.”

4,2, Rgﬁrch. Proposition Two

The second Research Proposition finds expression_ in the teachings of population
ecology. Human (1993, p209) points out, "The populatien ecology perspective
proposes that organisational form znd underlying deep structures can best be
e)tp!ained by the sallent features of the environment in which the population of
organisations evelves since organisations are isomorphic to their relevant .
environment.” In view of failing parasitic business relations ¢reated under ambit of
apartheid and the emergence of new symbiotic business relationships with iﬁs

environment, the following Research Proposition is forwarded:
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o The natu ination. of those enterprises which have managed to eﬁgaée
~-the hearts of #s black employees is toward a ‘Southerr’ humanistic "
orientation as opposed to - a 'Western' primal, "Northern' rational or

'Eastern’ devalopméntai bias.

This Research Propuosition gives credence to reported initiatives, such as Koopman
(1987, 1991, 1993), aimed at integrating ‘South Africa’s small first-world
component predominanfly white and exclusive in nature - with the velues of the

country's large third world component - predominantly black and inclusive In

nature,

4.3. Research Proposition Three -

The third Research Propasition . forwarded, an exiension of the secohd; giﬁes’
recognf&iqn to teachings of Agha Hasan Abed, as referred to and expanded upor:

by Lessem . 290a), and encapsulates the notion of natural management.

o That such 'Southerness' is .pre-emi_nently concerned with sbcib-politicai.
' reconchlation and - piritual transformation and subsequently with .buildin;.;
netwerks of reconstruction | enterprising communities through the ad'optlbn
of shared vision, organic organiﬁational structures, inclusive _pméésses,

vbunty, metaphysical management and capacity building.
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4A4. Research Proposition Four

The final Research Proposition forwarded gives recognition to Lessem'’s (1993a)
caution, of the nged to be wary -f the pathological downsidés_ of overdone

'Western' materialism; ‘Northern -.echanism, 'Eastern’ cartelism; or 'Southern’

“nepotism, Consequent thereto, the following Research Proposition is forwarded:

© The extent that any oné compenent of the businessphere s exclusively in
evidence, so tha organisation will exhibit distinct pathologies in the form of
overdone "Western' matetialism; ‘Northern' mechanism, "Eastern’ cartciism;

or "Southern’ nepotism.

The issue of .' paternalism, patronage and nepotism ure well reported in South
Africa, albeit by doomsday theorists of bountr'y's fledgling democracy, and it is
precisely for this feasan that the various components of Lessem's (1990a, [990b,
9%3a, 1993b) four world medel need to be ihtegrated 50 as to transcend the limits

ofa pari:icular world-view.
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CHAPTER 5 - RESEARCH METHODOLOGY

5.1. Case Study Methodology

Lawler (1985, p2) argues that "Traditionally, researchers of orgahisat:icnal
beha\ﬁdur have not focused on the issue of usefulness. We have assumed that if a
research project is methodologically sound, it will contrbute to sclentific
knowledge and ultimately to practice, Indeed, many researchers séem to have
found comfort and lustiﬁcaticn for their basic pusition in Kurt Lewin's statement
that nothing is as practical as a good theory. This has the!i led to their doing
research that is far removed " om practice.” Consequent thereto, this Research
~ Report sought to hot only to contribute to theory and practice but to satisfy the

requirement of usefulness,

Lawler (1985, p3) 'goes further to say that, “.. in the case of organisational
behaviour research there seems %o be a particular danger that we will do research

that is more a product of the methodology than of the phenomenon being studied.”

In order to ensure that the Research Report was phenomenon as opposed to
method driven, a case study methodology was employed, justification for which is

summarised:

o The objective of the Research Report was to uncover the meaning, not just

the frequency of human events in a particular environmental setting.

© "In general, case studies are the preferred strategy when 'how' or 'why'
questions are being posed, when the investigator has little control over
events, and when the focus is on a contemporary phenomenon within a

real-life context” (Yin, {984, pl3).
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o "Observed refationships between particula events, actions or circumstances in
one organizational setting may suggest hypotheses which can be explored

“elsewhere” (Blunt, 1983, p24).

© "Just like most other data, case studies can be employed as primary data; that
is, they can be used to test the robustness. or validity of theories or

generalisations about organizational life” (Blunt, 1983, p24).

o In fine with the notion of holism outiined in the Literature Review of this
Research Report a broader perspective is required albeit within a tightly
defined sampling frame. In this instance meticulous attention to detall,
axposure to actual practices and access to multiple viewpoints wére deemed

essential in achieving the Research Objective.

© Case study methodology takes cognisance of Orpen's (1987, p250) caution
that management research should, ™.. attempt to explain the actions of people
in organisations by showing how they are affected by the total context in

which they occur, and in turn how they affect the various elements that

constitute this context.”

For the purpose of clarity, Yin's (1984, p23) definition of a case study was
employed, "A case study is an empirical Inquiry that investigates a contemporary
phenomenon within its reallife context; when the boundaries betwzen the

phenomenon and context are not clearly evident; and in which multiple sources of

evidence are used,”
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5.2. Literature Review |

The Literature Revicw, contained in this report, simply served in the identification
of Research Propositions and as such was not altered in anyway to support the
Research Findings of this report. The Literature Review should therefore be
viewed éircumspectly for what It is - a means toward an erid and not an end in

itself. Reference to alternative and often more appropriate research material is

' quoted in Chapter Eight of the Research Report.

5;.3'= Parameters of the Case Study

The four Research Propositions outlined in Chapter Four define the parameters of

the case study. Concomitant thereto, the Research Report is confined to three.

mutually inclusive ditnensions, namely:

o The business outlook of the organisation under revisw in terms of Lessem's

(1990z, 1950b, 1993, 1993b) four world view mode;
o Structures of corporate governance; and

© Management processes / systems in place: which facilitate the integration of
differentiated yet complementary forces within  the organisation under

review,

To be more specific, the unit of study is the Community Bank which was
identified as being sufficiently 'Southern' to be classitied as balanced African
organisation in terms of Lessem's {1990a, 1990b, 1993a, 1993b) four world view

madel,
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Chapter Six to follow provides an in-depth description of the Community Bank,

suffice to say the organisation caters for low income / un-banked communities and

- was formally opened in April 1994,

For research purposes the Community Bank, as a unit of study, was seen to have
sufficient substance in terms of the size of its venture capital - two hundred million

rand - and its human resources - currently 90 and expected to rise to one

thousand five hundred over the next five years - to justify its analysis.

5.4. Sample Population

As will becoma clear in Chapter Six to follow the Community Bank Is made up of

two prirhary arms - the Bank and the Foundation - each setving a particular

purpose,

The Banking arm, incorporating a Head Office and permutations ini the form of
regional branches and outlets, conforms to the provisions of the Mutual Banks Act

of 1993.

The Banking arm, at the time of the resesrch interviews, was manned by 70
employees, the majority of whom were new recruiis holding clerical positions. The
senior management team cerrin,g the functional areas of operations, finance,
technology, marketing and human resources on the other hand had longer service
and had been intimately involved in the formation of the Community Bank. These
senior managers, with the exception of the Human Resource Manager, were all

experienced bankers.

At the time of the interviews four regional branches were in operation, namely

Benoni, Hillbrow, johannesburg and Athlone. Community outlets affiliated to the
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regional branches were in the process of being operationalised. The Benoni branch.
being the most notable as it was the first of the four branches to be opened. The

branch managers, as with their colleagues at the Bank's Head Office, were all

experienced bankers. Interestingly, junior clerical banking staff were drawn from -

both the formal banking fraternity and from local communities. The latter category
of recruits were selected due to their affinity with the Banlks clientele rather than

for their banking skiils.

‘The Foundation, a separate division of the Community Bank, is registered as a

- Section 2| Company' and is grant funded. More specifically the Foundation is

responsible for creating awareness and buliding the capacity of local communities
to utllise the services of the Bank through community workshops. At the time of
the research interviews the Foundation was staffed by 20 employees drawn from a

variety of sourges, including amongst others political and trade union movements,

local community structures and Non-Governmental Organisations (NGO's), Some -

of the staff employed by the Foundation were drawn from the ranks of the

uniemployed.

Based on a research agreement between the Community Bank and the researcher,

access to various stakeholders in the organisation was assured,

5.5. Non-Probability Sampling

A . convenience sampling technique wa:. employed whereby the research subjects.

generated 2 list of referrals, not all of whom were interviewad for logistical and

sampling reasons.

Thie referral's were first streamed in accordance to their broad representation of

the core Bank, its regional branches and the Foundation, The purpose of stratifying
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the target population in terms of these distinct yet homogeneous groups was to

ensure that the population was net skewed or biased because of the inequality in

any of the sub-populations.

The sample population was thereafter streamed in accordance to functional

responsibility, designation, race and sex,

~This two step stratification process while crude ny .pplication ensured that the

eclectic nature of the study was captured hereby. contributing to the qualitative

nature of the research,

A possible weakness of the Researcﬁ Report lies in the fact that junior personnel
were purposefully not interviewed, The reason benr - 2 exclusion of junior staff
from the research sample lies in the fact that the Community Bank is a refatively
new business venture, with the majority of junior personnel being new recruits
with less than six months service. As a consequence it might be argued that while
these junior members of staff may have a heightened appreciation of the
Community Bank’s service ethic, they are not in a position to comment on the
rationale behind the way the Bank has been structured. Asking "how' and ‘why' style
questions with respecf to these employees might have contaminated the data
received.

As an extension of the above paint, the choice of a more acceptable sampling
technique was restricted by the fact that the Community Bank is just as much an
evolving business concept as it is living reality, As a consequence the researcher

had to be directed to knowledgeable sourc=: hy the respondents themselves,
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While the sampling technique employed was deemed appropriate for the
generation of exploratory constructs, it does not purpoﬁ: to be generalisable to

the wider population,

5.6. Sample Size

- Due to the qualitative nature of the Research Report, involving .in»depth interviews,

the size of the sample population was purposefully limited and guided by the

pt'inciple of, 'as small as possible and as large as needed.' As soon as information
from a particular stakeholder group started repeating itself, then the data obtained
was deemed sufficient. Emphasis was placed on the quality of the data, as opposed

to representation of the organisation.

A summary of the research sample is tabulated in Figure 5.1 below:

BANK

Head Office
Staff complement of seventy, interviewed six senior management
representatives covering the functional areas of finance, marketing,

Htechnology, operations and human resource management.

Regional Branches
Four Branch Managers, interviewed two (Johannesburg and Benoni),

IFOUNDATION_

Staff complement of twenty, interviewed three respondents..

Figure 5.1

Research Sample
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As was to become evident in the amalysis of the data obtained, a study of this

* nature needs to be purposefully contained s as to avold a perceptual overioad.

Observable traits of the various respondents interviewed is summarised in

Appendbﬁ Twa of this Research Report,

5.7. Nominal Data Gathering Technique

Yin (1984, p78) alerts one to the fact that, "Evidence for case studies may come

from six sources : documents, archival records, interviews, direct observation,
participant observation, and physical artefacts. ... In additicn to the attention given
to these individual sources, some overriding principles are important to any data
collection effort in doing case studies. These include the use of (1} multiple sources
of evidence - that. is, evidence frorh two or more sources, but converging on the
same set of facts or findings; {2) a case study data base - a formal assembly of
evidence distinct from the final case study report, and (3) a chain of evidence - that
is, explicit links between the questions asked, the data collected, and the
conclusions drawn. The incorporation of these principles into a case study

Investigation will increase its quality substantially,”

in adherence to this case study protoco! two sources of data collection were
employed, to vary degrees of success, namely: semi-structured in-depth interviews
and a review of supporting documents, the aim of which is to increase the

construct validity of the case study.

While the use of semi-structured in-depth interviews proved successful, it is
regretful to report that a review of supporting documentation was constrained by

the fact that policies were still in the process of being documented and were not
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readily available for scrutiny. A founding document, a mission statement, 2 comic
strip and a neWspaper clipping were nonetheless sourced. These secondary
sources of data proved useful in the compilation of Descriptive Research Findings

to follow in Chapter Six.

5.8. Semi-Structured / In-Depth Interviews

The appropriateness of conducting focus groups and group interviews as 2 means
of data collection, in keeping with the communzl nature of African Management,

was dismissed for the following reasons:

o The respondents may feel uncomfortable about revealing the organisations'

management style, successes and failures in a public forum;
o Peer pressure may inhibit open discussion;

o One respondent may dominate proceedings and exert undue influence on

the groups' thinking and

@ The respondents may succumb to giving a more socially acceptable view to

the group,

Consequently, a more traditional approach associated with semi-structured
in-depth Interviews was employed, the aim of which was to provide a framework
for the subjects to speak freely about a set of concerns which the researcher
brought to the interaction. Although free narration by the subjects was
encouraged the narration was guided to ensure that the data collected contributed

to the research objectives.

PR N
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The merits of the approach are summarised:

o . Blunt (1983, p29) argues that "... in many respects the approach manages to
achieve the spontaneity of a natural conversation. This aspect can be of some
importance in Africa as very often subjects are unaccustomed to the
formality of the question and answer of a structured interview and are made

to feel uncomfortable by it."

© The technique ensures that the subjects interpret the questions in the
_ intended manner, This point proved to be of particular relevance. By the very

nature of the Community Bank's structure, some of the respondents

interpreted the research questions in terms of their immediate frame of

reference, namely their functional ~esponsibility, instead of intgrpreﬁng the
research question In broader generic terms. As a consequence, clarification
of questions was required to uncover the organisational dynamics of the
Community Bank as a whole. Furthermore, some of the research
termino!ogf, such as structurss of corporate governance, needed to be

demystified by way of example and analogy.

o Information attained can be checked for its validity on the basis of the

subject’s non-verbil behaviour.

The interview technique employed took cognisance of Blunt's (1983, p29) advice
that " .. age differences between the .nterviewer and the subject may make it
difficult to conduct a formal interview : older men in particular may resent being
closely questioned by a younger researcher. Better results are often achieved,
therefore, when the subject is allowed to pass on his experiences to the
interviewer - in much the same way as an elder might have dispensed advice or

opinion in a traditional setting.”

o Onare S b A o i ek S

v eiinm f e e patt



e

ChapterS - Research Methodology : L . Page 56

5.9, Operi-Ended Questionnaire Design

Considerable planning went into the design of a semi-structured interview
schedule {see Appendix One). The purpose of this was to ensure researcher

detachment, while at the same time addressing the specifics of African Management

as identified in the Literature Review and stated in terms of the four Research

Proposmons. Furthermore consideration was given to the need to avoid the use of
Ieadlng questions, As a result, all references to specific examples of African

Management were eliminated.

In order to respect the respondent’s time and to. avoid the possibility of losing
focus during the in-depth interviews, the range of open-ended questiohs was

purposely limited. The semi-structured interview schedule distilled therefrom was

~ deemed to be corcise and no longer than absolutely necessary.

5.} Intarview Quality

During the interviews care was taken to avoid manipulating the respondents into
giving a sociafly acceptable answer, Consequently, the probing technique employed,
in line with the inteni: of the semi-structured interview schedule, was , i *seftjiéy'
confined to avoid the interview becoming an interrogation through an endiess array
of secondary questiors. The premise was that a first response to a question is
based on some form of objective reality / experience, while a second or third
response to a questlon of similar moul4 becomes more fictional and detached

from objective reality / experience,

Following a review of the interview ranscripts it is evident that the quality of some

of the interviews Iis better than others. It might further be added that, even within
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a good interview, certain sections are better than others. Consequently, while

each interview has unique merit, mearing is found in their collective analysis.

For the sake of completeness verbatim transcripts of the in-depth / semi-structured
interview schedules are submitted as an annexure, Appendix Two refers. The
transcripts contain a wealth of information from which alternative research themes,

ther than that defined by this Research Report, may be inferred.

'5.11. Data Analysis

According to Ferreira (1988, pl09) "A qualitative research strategy is inductive in
that the researcher attempts to understand a situation without imposing
pre-exiting expectations on the setting. Qualitative research designs begin with
specific observations and build towards general patterns. Categorie_s or dimensions
of analysis emerge as a researcher comes to. mazke sense of and organises patterns
that exist in the empirical world *~hich he is studying. He then begins to focus on
testing and elucidating what appears to be emerging. The qualitative researcher
thus develops anaiyticai, conceptual and categorical homponents of explanation

from the data itself".
To which end the accumulated data was anal;=<d at threa levels, namely:

o Descriptive: The data to emerge out of the in-depth interview was analysed
in the first instance by a factual account of the .'_.-fammunity Bank's
organisational genesis and  history; a mythological or societal
contextualisation of the organisation and its operating environment; and a
biographical account of its structures of corporate governance; systems and

processes.
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R Ewp/oratorj& The data to emerge out of the in-depth / s&éhia;truétured
i'ntervigws was analysed in the second instance by means of content analysis.
The purpose of which is to reduce the accumulated data into manageable
sta'tements' and to develop suggestive ideas for future quantitative reéeﬁrch

which can stand the rigours of statistical testing,

This section deals specifically with the substantiation of the four Research

Propositions outlined in Chapter Four of this Resezrch Report,
The steps employed in the content analysis of the raw data include:

Text within each interview transcript was colour coded using highlighting

pens to denote each of the four Research Propositions;

The colour coded text was separated and transferred onto a matrix

detailing emergent themes per Research Praopuosition and respondent;

Constructs were built hy entering short sentences from the interview

- schedule and secondary data sources;

Long descriptions were summarised with care being taken not to lose

the content and meaning of the sentences;

Additional descriptive words were added to the original constructs so,
as to build in-depth meaning to develop a cross tabulation of constructs;

ar_ld

Causal and association analysis of the constructs was conducted against

the following predetermined criteria, namely: (1) to what extent was
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there consistency a.mong' the respondents on the sub-issues and
definitions identified above; (2) to what extent were contradictions and
éivérgent views on the sub-issues and definitions evident; (3) fﬁ idantify
the underlying sources of these contradictions and divergent views; (4)
to determine the relationship between the sub-issues; (5) and to identify
the underlying issues and factors supporting or rejecting the research

propositions.
- ©  Explanatory: The goal at this stage was to develop explicit theory so as to
explain the empirical generalisations to evolve out of the case study. In |
“accordance with 2 guideliné submitte_d by Yin (1984) on exemplary case
study protocol an iterative process involving the foliowing steps was
. employed: | o

Make an initial theoretical statement or an initial proposition;

Compare the findings of an initial case against such a statement or

proposition;

Ravisit the staternent or proposition; -

Compare other details of the case against the revision;
Review the statement or proposition agair

Compare the revision to the facts of a second, third, or more cases

(beyond the scope of the propused research report); and

Repeat the process as maiy times as required,
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5.12. Conclusion

By following the above analytical framework, the Research Report is desmed be

holistic in nature and by implication conducive to comparative studies.
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CHAPTER ¢ - DESCRIPTIVE RESEARCH FINDINGS

6.1. The Community Bank's Genesis

The section to follow pays humage to Blunt and jones' (1992) caution that there is
a tendency among African Management researchers to focus heavily on internal
organisational processes at the expense of developing a more complete
understanding of the envirorments in which formal organisations operate. As a
consequence a full contextualisation of the Community Bank is given with
reference to the Bank's socio-economic and political environment, the pioneering
spirit of its leadership and the ' -slat_iye'fr'an_'.lework within which the Bank finds

definition.

6.1.1 Socio-_Ego-nomig and Political Envirenment

 The Community Bank, a product of South Africa’s socio-economic and political

reconstruction, was created for the explicit purpose of addressing the issue of
socio-economic depravation, Moreover the Community Bank is a reaction to the
inherent structural weaknesses of traditional financial institutions, who are
incapable through the design of their structures of corporate governance, to
deliver a cost effective financial service to underdeveloped and marginalised rural

and urban communities.

Through years of neglect low-income rural and urban communitiés have become
distrustful of the motive and intentions of traditional financial institutions, reasons

for which include:

©  Years of neglect and exploitation: Financlal institutions traditionally operated
on the basis of profit maximisation and as a consequence showed preferential
treatment to their more affluent clients at the expense of low income

earners who are accordingly treated as second or third class customers;
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O lack of Empachy: Traditionally financial institutions have been bastions of
- white domination devoid of warmth and understanding toward the financial

and service requirements of black clientele;

O inaccessibility of Banking Facilities: Due to social, pelitical and security
reasons low Income urban and rural communitics were denied access to
" banking facilities in their immediate locality;

o Artificial Credit Requiraﬂenzs: Black South Africans until very recently
were not ailowed to own property, hence, a restriction on their ability to

access finance due to a fack of collateral:

©  Poljticisation of Banking: Due to the prevalence of radlining - a conscious
decision to avoid granting home finance in certain black townships - banking

became politicised.

As a consequence to the above points an inordinate amount of capital, estimated
to be seven billion rand, was taken out of productive circutation in low-income
rural and urban communities, and quite literally piaced under mattress's for safe
keeping. The prevailing ignorance of basic banking concepts precludes the
mobilisation of savings and the financial gearing thereof.

6.1.2, Pionesrs and Inspired t eadership

Bob Tucker, the former Chief Executive Officer of the Perm Building Society,
recognising the inability of traditional financia! institutions to service the needs of
low-income communities, provided the inspiration for the formation of the
Community Bank, While Cas Coovadia, the present Chief Executive Officer of the
Community Bank, gave a measure of legitimacy to the initiative, at a grass roots
level, through his invoivement in respectecl community and political structures,
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As a team, Bob Tucker and Cas Coovadia, initiated a process of conceptualisation
and consulitation which is directly attributable to the formation of the Community
Barik.

In terms of Lessem's (1990a, 1990b, 1993z, 1993b) four world view model Bob
Tucker, the visionary behind the Bank's formation, is seen to exemplify the qualities
of an idealistic manager. The strength of an idealistic manager lays in their ability to
think holistically and their capacity té forge co-operation. While idealistic managers
are renowned for their helicopter vision, théy are found to be lacking in their
attention to detail. To which end the services of a rationally based fnahag_er in the
form of Archie Hurst, former Group Executive of ABSA, were required to set up
systems and procedures without which the Council of South African Bankers, the
South African Reserve Bank and the Registrar of Banks would not have accorded
the process the credibility it needed to get off the ground. lt can be equally said
that without Cas Coovadia's Invalvément, as with other cominunity leaders, the
process would have falled to have gained legitimacy at grass roots level. Cas
Coovadia, a humanistic manager with an acute understanding of comrhunity _
processes, pro{:ided the political sensitivity that Bob Tucker lacked.

In as much as the formation of Community Bank was a result ¢f Bob Tucker's
guiding vision, Archie Hurst's banking experience and Cas Coovadia's support on

the ground, the Bank is a consequence of widespread involvement.

Unlikely bedfeliows ranging from businessmen, experienced bankers, political and
community activists, trade unionist and development workers were pulled into the
process of conceptualisation and consuitation. Together, rather than apart, the
. formation of the Cominunity Baﬁk was made a realisable dream. One's weakness
was the another's strength, the creative tensions of which gave impetus to the
promulgation of the Mutual Banks Act of 1993 in January 1994, hereby providing
the framework within which the Cormmunity Bank was to find dedinition.
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6.1.3, Mutual Banks Act of 1993

The Act replaced the Muti  Juilding Societies Act of 1965 and’ provides for
mutual building societies, whici. were largely restricted to mortgage iending, to
become mutual banks and expand their lending into other areas.

Banks dpe'ratin'g under this Act are subject to the same principles of accountability
as Bénks regulated under the Banks Act, along with complementary standards of
risk raznagement. The differentiating feature i$ that Banks forrmed under the Mutual
Bariks Act do not have to comply with the Companles Act, As a tonsequence
provision is made for them to obtain their primary st.se .capital through the issye
of permanent intefest-bearihg shares, Ideally, in the spirit of the Mutua! Banks Act,
these Banks should be capitalised by the communities they serve.

informal dépcsit—taking activities, such as self-regulatory credit unions, stokvels and
workers' saving clubs, are not regulated under the Mutual Banks Act. These

informal deposit-taking activities are allowed to hold up to 9.9 million rand in

subscriptions, provided they are affiliated to the National Stukvels Association or a

similar approved body by the Registrar of Banks.

6.1.4. The Community Bank

Th:: Cdmmunity Bank - established in April 1994 - is a hybrid organisation and as
such cannot be classified as a bank, building society or credit union in the true
sense. [t incorporates elements of all thres. For clarity the essential differences

between a banl, building society and credit union are suminarised:

o According to Quinn {1994, p5), "Building societies were traditionally similar
in origin and philosophy to credit unions. Bath sprang from the same stable
of Victorian self-help societies, owned by members for mutual benefit". Thesa
‘societies brdught people together into a mutual association with the explicit
purpose of mobilising savings toward a specific end, such as the provision of
housing.
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o Credit unions are owned and managed by their members through the
principle of ‘one member, one vote'. The word 'credit’ being derived from
the Latin verb, credere - to trust, to believe - and the Latin noun, creditum -
a thing entrusted to another, a loan. Trust forming the key to the operational
success of credit unions. Credit unions provide a basic savings and foans

service.

@ Building societies, an advanced permutation, have a number of distinguishing
features which set them apart from credit unions. The distinguishing features
include a wider membership base; less restrictive depository requirements;
and a wider array of financial services, In recent years many building
societles have gone down the yellow-brick road of commercial big business,

and are in the process of transforming themseives into banks.

© Whilst credit unions are owned by member shareholders on a mutual
co-operative basis, banks are owned by shareholders on a commercial basis.
The source of credit for credit unions is generally the members themselves

whereas banks opérate in wider financial markets,

‘The Community Bank, as will become apparent, traﬁscends all three levels of

operation described and is characterised by its benevolent and development bias.
In accordance with its mission statement, the Community Bank is éommitted‘ to
and is actively engaged in building the individual and collective capacity of its

clientele and employees, along with the public in general.

in as much as the Community Bank provides a primary banking service, it

recognises that it cannot deliver its product effectively without the development of

the target market that it serves.

SRR R
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,6,;_ Operating Environment

A number of dimensions specific to the Community Bank's operating environment,
have had a direct impact on its structures of corporate governance and

management strategies / processes.

" 6.2.1 Target Market

The low-income urban and rural communities which the Community Bank serves
are by definition principally black rather than white. This unfortunate quirk of
South African life does not mean the Community Bank is a black bank. It is

everybody's bank irrespective of colour, ethricity, creed or refigion,

More specifically the Community Bank services the nesds of (1) the paorest of the

‘poor and their re!atii.rely more affluent neighbours; (2) the illiterate and the
educated; (3) individual and group ﬁccounts; (4) informal and formal business; (5)
the unemployed and the einployed; and (6) the ﬁn—banke'd, under-banked and the
unhappily banked. '

Ir summary it might be concluded that even within low-income rural and urban

communities degrees of affluence exist, as do lifestyles and literacy levels.

As a consequence a branch of the Community Bank catering to the needs of
cosmopolitan clientele working in the inner city will differ substandally from a
branch located in the depths of a sprawling urban township or in the locality of a

traditional rural community.
6.2.2. Collective Consciousness
The common denominator of these communities is their collective experience of

socio-economic depravation and a concomitant collective consciousness as

espoused by Kotze (1993) in the Literature Review of this Report. By implication

B
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the formation of branches or outlets in these areas is not a fait accompli or

decision that can be undertaken unilaterally.

As Kotze (1793, pll) points aut, "In terms of collective demacracy, decisions by |

the group (or the community) are only, truly legitimate ones - no individual, no
leader however big, may take decisions for the group on his own. Very few things
cause 50 much bitterness and anger as decisions t#ken on behalf of the community
without its consensus. As in more traditional times, no modern {eader (be it a
headman, chief cabinet minister, or any informal leader) enjoys popular legitimacy

unless he seeks and follows the opinion of his followers."

The decision to open or not open a branch or outlet therefore needs to be
process driven principally, because of community mistrust of the motives and

intentions of financial institutions.

6.2.3. Community Ownership

The question of community ownership - & reaction to the achievist and
entrepreneurial drives of the Gravesian ‘Double Helix Model', as referred to in
Chapter Two - is central to the formation of the Community Bank. In order to

‘ilfustrate the significance of community ownership, reference is made to Clarke's

{1983} depiction of four different types of relationships that organisations can have

within their operating environment, Figure 6.1 refers.

IPredation One of the parties in the associa ion benefits (the predator), the

other is destroyed,

{Parasitism One of the parties in the association benefits (the parasite) and
|the other is harmed {the host),

Commercialism An association where one party gains and the other is
unaffected. | i

Symbiosis An association where both parties benefit, -

Figure 6.1

g
.
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' TypiCai .Enviroﬁmentai Relationships -

Source Ciarke, H.G. (I983) "Business Ecology - A New Science”, South
African joumaf of Business Managemenz; 14, 2, p69. '

Given the fow level of trust in the pruvsiling cperﬁting environment, the
Commuriity Bank would not have been able to establish itself by trying to emulate

the success (failure) of traditional financial institutions,

The perception amongst local communities is that traditional financiat institutions
~ had, for the best part of thejr fong ascendancy been parasitic, 'while they were
‘quite preparad to take our money, they denied us access to capital“

Where a sense of commercialism prevailed it did very litde for the well being of
local communities beyond that of philanthropic and altruistic gestures, not to

" mention the fostering of learnt helplessness.

in light of these insensitivity's to the needs of local communities anything less than 2
symbiotic relationship - community owned and managed - would have been
tantamount to failure, |

Furthermore, it might be argued that in the absence of collateral, novel means of
credit assessment and control were required, hence the need to harness ane *ake
use of forces of social alignment inherent in the concept of wbuntu whereby the
community becomes co-responsible for credit management. The application of this
calls for a reconstitution of structures of corporate governance, along the lines of 2

symbiotic relationship, as illustrated in Figure 6.2 below.
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FROM IO

Employees /
Membars

Company

Employees /
Members

Company

Viluas based on Company Values of employees / inembears

paternalistically providing wanting to protact the Company

for the fear against dastitution, against environmental onslaught.

Self-interestof the C.-apany Communal interest, of individuals
Figure 6.2

Organisational Governance

Source: Adapted from Koopman, A. (1993); ™Transcultural Management: In
Search of Pragmatic Humanism". in Affican Management: Philosophles,
Concepts and Applications, Christie, Lessem and Mbegi (editors) Randburg:
Knowledge Resources (Pty) Limited, p52.

Through this reconstitution of structures of corporate governance, the
inseparableness of each employee / member from his or her community is
recognised. As Koopman (1 993) points out each employee / member has a special
role to play, tore as a thread in the social fabric than apart from it or In

opposition to it.
6.2.4. African Humanism

Dug to the demographic profile of traditional financial institutions - predominately
white - these institutions are indifferent to the needs of the Community Bank's
target market , which includes amongst others the poorest of the poor and the
Hliterate. Consequent thereto the need for staff to show compassion, care, respect

and tolerance become critical success factors in product delivery and operational
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sut:cess. Above alt else, staff need to be friéndly and willing to communicate in the

Tanguage of the custosner. In surnmary the target market finds it difficult to relate to.

bank personnel who are not grounded in community life.

6.3, Structures of Corporate Governance

In response to the neéd__to (1) develop the capacity of its employees, members,

" and the public in genersi, without which product delivery would not be possible;
and to be (2) community ¢wned and managed, a unique structure of corporate
- governance is in evidence, Figure 6.3 refers, |

| ((Sauth Afican Resarve Bank - Regisiar - Mutual Banks Act of f653)

. ™M . _—\
/ 5 Board of Trustees e
- : Board Of Directors

o>

{{{{{

ocal Board of Directors

Community Outiet

Lonal Roard of Directors

| Board of Directors' B

’J’ - ——- :\\
Caommunity Outiot C e ~y T
- LY "1-"'—.-“:1!"

,,,,,,

______

Figure 6.3.

Structures of Corporate Governance.
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Each of the above structures of corporate governance and the significance behind

their architecture is elaborated on in the paragraphs to foliow.

6.3.1. Corporate Identity

By its very nature the Commuhity Banlc is eclectic. On the one hand it needs to
conform with statutory provisions set out in the Mutual Banks Act of 1993 and on
the other haﬁd it has ta provide a people centred service incorporating notions of
trust, .compa.ssion and care. This marriage of 'Northern' rationalism and "Southern’
hiumanism is of particular significance, It is noted that the registration of the
Community Bank with the Registrar of Banks brings confidence to the people the

Bank serves. Even at the bottom rung, among the poorest of the poor, it is

| imp'ortant that the Commuhity Bank is seen to have an identity and that it can be

held accountable for its actions,

6.3.2. Board of Trustees

In terms of the provisions of the Mutual Banks Act: of 1993 it is the intention of the
Community Bank to be capitalised by the communities that it serves through a
process of savings mobilisation. To spead up the process two hundred million rand
was obtained on the open market and is held in trust. This share capital is
transferred to local communides through the issuing of twenty rand permanent
interest-bearing shares. Through the purchase of these permanent lnteres_t-beér_ing
shares the status of the Bank's customers is changed to that of member or
co-owner. The share entitiss the member to vote In a Local Board of Directors at
community outlet level, hereby giving affect to the Community Bani's vision to be

owned and managed by the communities that it serves.

The rowe of the Board of Trustees is first and foremost to ensure that the two
hundred million rand held in trust is transferred to commurities responsibly. in
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addition the Board of Trustees is responsible for ensuring that the Bank's vision
does not bécome corrupted or mis-managed by the self-interest of any stakeholder
group. As a consequence the integrity of “he Community Bank is ensured through
the nature of the people represented on its Board of Trustees which is made up of
businessmen, experienced bankers, community and political | activists, trade

unionists, and development workers.

‘As the Local Boards of Directors at community outlet fevel are empowered so

they will eventually from 3 Mational Board, responsible for the nomination and
voting in of new members to the Board of Trustees.

While it is the role of the Chief Executive Oflicer of the Community Bank to forge
a common culture in the bank, it is reported that he works through the Board of
Trustees in reaching consensus as to the strategic direction of the Community
Bank. This approach de-politicises decision making and in the absence of a common
organisational culture and counters the likelihood of an operating arm, such as the
core-Bank or Foundation, trom refusing to follow a particular path due to
self-interest and hereby paralysing the whole process.

6.3.3. The Bank

The Banking arm, incorporating a Head Office and permuations in the form of
regional branches and outlets, conforms to the statutory provisions of the Mutual
Banks Act of 1993. The Bank has its own Board of Directors, distinct from the

Board of Trustees, and is run along business lines.

Profit maximisation, while important from a sustainability point of view, is
consio.  ad a means toward and end, rather than ovetriding objective.

The Bank’s Head Office is functionally structured in the key areas of operations,

finance, technology, marketing, human resources and support services. While
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functionally based, the organisational structure is reladively flat with an emphasis

on speed of communication and delivery.
6.3.4. The Foundation

The Foundation, a separate division of the Community Bank, Is registered as a
Section 21 Company and is gmnt funded. More specifically the Foundation Is
responsible for creating awareness and building the capacity of local communities

to utilise the services of the Bank through community workshops.

The intention of these community workshops i to (I} dispel myths and
misconceptions about _bénking in general; (2} create awaresness about the
Commun.ity Bank; (3) appraise the banking needs of each cnmrﬁunity; (4) determine
whether the Bank has a role to play in satisfjring those needs; (5) quantify whether _
local communities have a strong enough social fabric to support a c.om'rnunity
outlet; (8) detehnina whether the community themseives will accept the Bank
coming into their area; (7) build relationships with iocal structures; and to (8)
.edumte members and prospective members how to utilise the facilitiés of the

Bank.

Community Liaison Officers, drawn from a varlety of sources, including amongst.
others political and trade union movements, local community structuras, such as
civic associations, and Non-Govenmental Organisations (NGO's) are responsible

for the above mentioned community werkshops.

in the formative stages of opening a community outlet, a Liaison Committee
comprising the Community Uaison Officers and voluntary community
representatives drawn from lr.cal structures would be formed. This temporal

Committee falls away once the workshopping process is complete. Invariably due
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to the knowledge and skills picked up by the voluntary community representatives
on the Liaison Committees, they would be elected to the Local Board of

Directors, to represent member interests at community outlet level,

6.3.5. Branches

Branches affiliated to the core-Bank represent the first level of field operation and
form the technical hub around which community outlets operate. This regional
entity, comprising a branch and a web of community outlets, is evaluated as a
whole. Consequéntly. cross subsidisation between outlets is made possible. These
branches are run along formal banking lines and cversee the operations at ouitiet

level.

Depending on the nature and size of credit applications, the application is referred
to the most efficient means of delivery, be it outlet or branch level In this way
various levels of financial sophistication are catered for. As @ result micro loans and
small business development Joans, up to a predetermined level, may be catered for
at community outlet level while larger loans such as home finance will be handled

at branch level.

6.3.6. Community Qutlets

Accessibility is the key word in delivering 2 product to rural and urban low-income
communities. As such the community outlets give expression to the term, 'taking
banking to the people’. Accessibility is ensured through {I) point of locadon; (2)
| opemﬂng hours to conform to the needs of the community; (3) staff members who
dnderstand and speak the language of members; 1nd above all else (4) access to

credit basad on a savings pattern and trust.
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- In order to give substance to the Community Bank's vision to empower local

communities through 2 process of capacity and institutional building, a significant
proportion of members of staff are drawn from the communities that they sefve. -

These appointments are made on the basis of the staff member displaying an

affinity with the Bank's clientele rather than for their banking skills.

‘Further to Lessem's (1993a) caution about the need to be wary of the dangers of

nepotism, favouritism ar ! bribery, outlet managers are not appointed from the

immediate community that they serve. This Is a conscious decision to ensure that

the outlet manager applies objectivity in the granting of credit and the processing

- of employment applications.

As community outlets develop and grow in stature they may take on additional
responsibilities previously performed at branch level, which will enhance the

possibility of their status being up graded to that of a fully fledged branch with their

- own network of community outlets,

Through the purchase of a twenty rand permanent interest-bearing share, the
status of clients of the Bank is changed to that of member, hence the notion of
rights and obligations. The rights of the member, enforceable through the principle
of ‘one member, one vote irrespective of the extent of shareholding’, include the
right to know what is happen'ing' in the Bank, and the right to inﬂuence_ the
direction of the Bank through the Local Board of Directors. Reciprocai obligatibns
ihélude an obligation to attend outlet meetings to elect an accountable i.ocal Board

of Directors and an obligation to support and promote the activities of the Bank,
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In view of the fact that members have little or no form of collateral to secure
access to capital, a regimented six months savings pattern is calied for. During this
initial six month period, following the purchase of the twenty rand permanent

interest-bearing share, the member is required to make regutar monthly savings

- deposits. By complying with this requirement the member builds a relationship with

the Bank. Staff get to know the new member and in this way the credit worthiness

of the member can be asses_sed. Once satisfied that the member has shown a

propensity to save, the member is given an opportunity to apply for a lozn. In this
way the character of the borrower, as opposed to collateral, becomes the main

source of security inacqu’ 2 loan.

.3.8. Local Board of Directors

The Local Board of Directors, born out of the need to maintain a constant link and

lfaison with target communities, are a voluntary and transient body. Moreover the

- Local Board of Directors are elected by outlet members to represent their

interests in the day~to-day running of the Commuriity Bank. The powers of the
Local Board of Directors are advisory rather than definitive in the .sense that their
influence is limited to making recommendations to the Outlet Manager. While the
Local Board of Directors can not hire or fire anyone, they influenca (1) product
development; (2) how the community outlet operates; (3) how staff handle
customers; and the (4) processing of credit applications. The latter point of

assisting in the processing of cradit applications is of paftit:ular significance.

In the absence of collateral, the Community Bank has to make a judgement call as
to the credit worthiness of a loan applicant. These decisions are mediated through
the Local Board of Directors who are best positioned to mzike such decisions due
to their proximity to the appiicant who might be a neighbaur, a fellow member of

stokvel or church. As a consequence the risks associated with the granting of a

y o e
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loan are diminished. The chances of the borrower reneging on loan repayments are
further diminished through forces of social alignment inherent in 2 collectivist
consciousness. If a borrower fails to meet his or her loan repayment, the whale
community suffers as a consequence of 2 diminishing poul of capital being made

available to other members of the community.

6.4 Organism‘onal Cuiture

The four world views identified by Lessem ( I990§, 1990b, §993a, f993b) are
clearly in evidence in the day-to-day running of the Community Bank, each of
which will be elaborated on under the headings 'Eastern’ Idealism; "Western'

Empiricism, 'Northern' Rationalism and "Southern’ Humanism.
6.4.1. 'Eastern’ Idealism

This dimension is clearly reflected in the visionary leadership of Bob Tucker who

not on_iy forged a sotio-economic pact between unlikely' business _parmers,' but

through 2 process of consultation and conceptualisation forged a mental image of

the Community Bank, the work of which has subsequently been taken over by the

Board of Trustees,
6.4.2. "Western' Empiricism

This dimension is reflected in the Community Bank's rise to ascendancy which is
characterised by its pioneering spirit. [n many respects the staff that make up the
Community Bank are comrades in adversity, each learning in the process of doing,
hence an element of risk taking which requires giant leaps of faith to be made on a
daily basis, The Community Bank is breaking new ground. In the process of
discovering what works and what does not work, the Community Bank is in the
process of settirg benchmark standards for other banks entering the low-income

. market to foilow.
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6.4.3. 'Northern' Rationalism

In as mgch as thé Community Bank is breaking new ground it carries with it an
inescapable legacy of the need to confdrm to accepted banking préctices, principally
through the statutory provisions of the Mutual Banks Act of. 1993, consequent

thereto 2 high degree of rationalism prevails. The technical core of the Cdruix-.l_ unity
Bank epitomises the principles of co-ordinated n‘ianagement a8 practisezd .by a

professional' cadre of experienced bankers.

6.4.4. 'Southern’ Humanism

The principal competitive advantage of the Community Bank lays in its community

interface, which is exemplified by (I) an understahding of the social fabric of the

communities jt serves; (2) a commitment to socio-economic reconstruction; and

(3) attention to people centred values, This humanistic approach s clearly evident

in the Foundation and will no doubt become more pronounced as community

- outlets are opéﬁed and Local Boards of Directars appointed.

6.5, Systems and Processes

In an organisation such as the Community Bank which displays the combined
dimensions of ‘Western' empiricism, 'Northern’ rationalism, ‘Eastern’ idealism, and

'Southern' humanism, one wouid expect a number of integrating mechanisms so -

as to prevent the domination or compromise of any particular interest group,

While an uneasiness exists within the Community Bank about how to manage its

diversity, a number of integrating mechanisms are in evidence.
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65,1, Shared Vision

The Community Bank has a powerful sense of purpose which is clearly articulated
in a mission statement. Consequent thereto individual stakeholders are able to
distinguish between what is good ‘and bad for the organisation. The mission
statement, or the Bank’s vision as it is commonly referred to, pfc\'fides a
framework for mediating all decision making. In addition it is the rofe of the Board
of Tmsfées_ to ensure that the Bank's vision of empoWering jow-income rural and
~ urban communities does not become corrupted through the domination or

‘compromise of any stakeholder.

6.5.2. Value Sharin

The Bank's senior management team comprising delegates of the core-Bank and
the Foundition, with the assistance of an outside management consultant,
participated in a bosheraad or bush conference which culminated in identification
of shared values. These shared values deal pﬁncipaily with the imﬁortance of trust

and human dignity, hereby reinforcing the Ban's service ethic.
6.5.3. Orientation

Through a process of careful recruitment and selection, care is taken to employ
people who have an affinity not only with the vision of the Bank but with its
espousad people centred values, Further to which ali new recruits undergo an
intensive ona week orientation or induction programme. During this orientation
programme hew recruits are sensitised to the values of the Bank. In addition to
which new recruits receive Instruction on how to manage diversity and how to run
meetings. The orientation programme culminates in a field excursion to a local
community, For certain white traditional bankers, this field excursion can lead to a
'‘Road to Damascus' type experience and a heightened appreciation of community
iife. The orientation programme is of equal benefit to new staff members steeped
in community life but who have no previous banking experience. This source of

e e (R i
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social alignment is seen as a important mechanism of ensuring synergy and -

integration.
6'.5.4. Communication

At the present juncture in its development the Conitnunity Bank is characterised
by a relatively flat organisational structure which is conducive to direct and clear

~ communication. It is nonetheless noted that a traditional chain of command I« more

prevalent within the core-Bank than it is in the Foundation, which is procesé driven.

This discernible difference in communication styles is a reflection of the individual
versus collective consciousness of the two operating arms of the Community -

~ Bank, While the core-Bank calls for 2 more exclusive arrangement, the Foundation

champions the cause of inclusive arrangements, hence a source of potential conflict.
The perception amongst the core-Bank Is that open-forum discussions involving all
personné_l are lengthy and int:onclu.sive. The Foundation on the other hand view
widespread participation as a source of strength, without which sustainable

solutions to problems would not be pasrible.

6.5.5. Consultation and Information Sharing

While the Commdnity Bank values transparency and accountablfity, the Bank does
not, at this point in time, have a formalised co-determination committee which
transcends the needs of management and staff. In the absence of which informal

open-air meetings and briefing sessions involving all staff members seem to be the

 order of the day.

6.5.6. Management-By-Wonderi -A_round

In addition to open-air meeﬁngs and briefing sessions the Community Bank places
reliance on informal open communication. This open style of communication
epitomises what Koopman (1987) calls, 'management-by-walking-around (MBWA)
and the management-by-fumbling-around (MBFA).
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Koopman's (1987, p99) note on MBWA and MBFA as applied at Cashbuild is of
equal validity to the Communisy Bank, "Management realised that it would have to

live with the discomforts of fumbling around and understood that this exploratory

process required a great deal of faith and willingness to take risks, The success of
MBFA depends on how much MBWA is done. The fumbling around process is not

confined to the boardroom but through consistent participation and negotiation

takes place at all levels of the organisation, The formulation of strategy and
direction is therefore based on management's awareness of needs and faelings at

the operational level, which plays a major role in the successful exe_cutibn of any

strategy.”
6.5.7, Cross-Functional Teams

The Community Bank's ability to put together cross—functibn_ai teams and its ability
to manage the diversity therein is reported to be its greatest organisational

strength.

In a traditional sense a Management Committee comprising, all heads of
departments from the core-bank and the Foundation, meet on a weekly basis to

discuss operationa! issues of concern..

Effective cross blending is given further substance in what is called a Roll-Qut
Cominittee comprising members of the core-Bank and the Foundation. The
Roli-Out Committee - a transient body tasked with the responsibility of initiating,
developing and operationalising new branches or outlets - provides a forum within
which mediated decisions are reached. The ascendancy of recommendations
emanating out of this Committee are devoid of any direct affiliation to any

stakeholder group.

A cross-functional Launch Committee, responsible for the launching of new
branches and community outlets, is operational together with a cross-functional

training team comprising staff from both the core-Bank and the Foundation. It is
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the reportad intention of the Cor'nmun_ity. Bank tc develop more of these
cross-functional teams in the future.

6.6. Human Resource Policy

Given the humanistic orientation of the Community Bank in its interface with its
members one would expect the organisations Human Resource systems and

procedures to be Afrocentic in nature,

~ Accordir g 2o Khoza (1993, pl 18), "Afrocentricity is about Afritans putting Africa at

the centre of their existence. It is about Africans anchoring themselves in their own
continent; its history, traditions, cultures, mythology, creative motif, ethos and

value systems exemplifying the African collective will."

Unfortunately, the systems and procedures identified in the Conimunity Bank seem
to be more rooted in "Western' empiricism and "‘Northern’ rationalism rather than
in 'Southern’ hunanism. No doubt as the Community Bank begins to operationalise
its cofnmunity outlets the influence of 'Southern' humanism on human resource

policy and systems will become more proncunced.

For the sake of completeness, rather than a definitive statement of intent,
'‘Seuthern' humanism is seert to be making tentative in-roads in a number of areas.

6.6.1. Recruitment and Selection

Whilst recruitment is conducted through traditional means of recruitment
advertising and the employment of recruitment agencies, selection is conducted on
a panel or group basis so as to ensure transparency and prevent the possibility of

social exclusion due to the bounded rationality of any particular stakeholder,




Chapter 6 - Descriptive Research Findings Page 83

' 6.6.2. Recognition of Traditional Healing

: The Community Bank is reported to be amenable to conseripting a Medical Aid
. Society which recc - s the role of traditional homeopathic medicine should there
: be a need,

6.6.3. Bereavements

The importance of an office collection and the offering condolehce to a family in’
bereavement, was shown to be in evidence in the Foundation. The death of a -
_ - member of staff or his / her immediate family represents not only a loss to tha
b ~ family but a loss to every other member of the community, whose wholeness is of

~ crucial importance given the vidnerability of its constituent parts.

6.6.4. Leave to Attend an Initiation Schaool

in recognising the influence of trat.aonal African culture it wai reported that
consideration may be given to a special lex.2 requirame'nt £or staff wishing to
attend an initiation school. This practice being more prevalent amongst rural’
communities than in urban communities. it was nonetheless cautioned that there is

“a cut off point at which business principles have to be applied.

~ 6.6.5. Celebration
B A strong need to celebrate the collective achievement of staff in the opening »f

new branches was alluded to as a means of harnessing the good will of employees.
The symbolism attached to the slaughtering of a beast in the celebration and
re-enactment of past achievements was alsn alluded to. The significance of the |

® jatter point was reported to be more of a rural than an urban phenomenon.
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6.6.6. Open and Close Meetings with a Pray

Depending on the leadership style of a Committee Lisison Officer and the nature
of the community in which he or she serves, the Corhm;mity Liaison Officer may
cafl upon a respected community elder or local priest to open and close

community workshops with a pray.

6.7. Conclusion

_Thé Community Bank's success as an emergent African Management Model is ciear

for all to see. The Community Bank, within its first year of operation, is reported

to have (I) opened 9 branches / community outlets; (2) committed itself to 900

| hohsing loans worth approximately R43 million; (3) set-up 300'ﬂqousancl rands
warth of inicro-business loans: (4) issued 400 pérsanai loans for household and
edurational needs; and to have (5) taken on 9,500 new shareholders. The fatter

~ group is reported to have saved an astohishi_ng R8 million with the hank. A figure
that belles the perception that low-income pedple have no need for saving.

Variables directly attributable to the success Community Bank are expounded up in
the Chapter to follow, entitled Exploratory Research Findings.
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CHAPTER 7 - EXPLORATORY RESEARCH FINDINGS

7.1, Exploratory Research Methodology

The Explorai:ory Research Findings to follow address the stated Research Problem

.= how to deal with different levels of socic~-economic davelopment both individually

and collectively - and by implication address the four Research Propositions

forwarded in Chapter Four.

The methodolégy employed in compiling the Exploratory Rese.'rch Findings, to
follow, is detailed in Chapter Five.

7.2, Research Proposition $3ne

As described _'in Chapter Six there are strong indications of the présence of

'"Western' primal management, 'Northern' rational management, ‘Eastern’
developmental management and 'Southern' humanistic management in the
Community Bank. In light thereof the first research proposition was held to be
provisional true pending refinement in Chapter Eight to follow.

© African Management is eclectic in nature encompassing zll four world views

of Lessem's model,

Support for the Research Proposition is found in three areas of commentary,
namely (1) regard for diversity; (2) evidence of four businesspheres; and (3)
pre~eminent themes of integration. The summation of which presents an interesting
interplay between what appear to be differentiated yet complementary forces.

P T T T T T A ,
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7.2.1. Regard for Diversity

The term ‘valuing diversity' has special significance for the Community Bank and it
was not surprising to find that all of the respondent's identified with the term,

albeit a source of motivation or frustration. Anecdotal points of interest include:

Black Male Branch Manager, "The Community Bank is a melting pot of

cultures, there is no single culture, we need to manage diversity."

Black Male Graduate, "The Community Bank is a hybrid bank made up of
good mix of pecple from different backgrounds, we accept and actively

encourage diversity."

Black Male Professional, “The Community Bank is made up of people from
different walks of life, we are part of an evolving culture, we value diversity of
opinion, it is part of the Chief Executive Officers job to not only manage but

forge a common culture."

Black Male Banker, "The Community Bank is a hybrid initiative made up of
community leaders and sxperienced bankers, at times there Is cultural
conflict but there Is a realisation that we cannot succeed without each

other”,

White Female Foundation Manager, "The Community Bank is a total mix of

people and management styles, in the long run we will have a commen
culture but for the time being we are different, it does not matter that we

have ditferent perceptions as fong as it can be controlled."

Black Male Community Liaison Officer, "The Community Bank is like a fruit
satad, you do not want to blend it, you keep it mixed so as to maintain the

creative tensions, diversity is more of a strength than a weakness.”

L
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it was implied by a significant number of the respondents that there is an evolving
culture within the Bank, This assertion is taken to mean that diversity is and will

rernain a way of crganisational life.

7.2.2. Evidence of Four Businesspheres

Themes of diversity in evidence in the Community Bank are deciphered upon
under Lessem's (1990a, 19905, 19933, 1993b) headings of (I) "Western' primal
management; (2) 'Northern' rational management; (3) 'Eastern’ developmental

management; and (4) "Southern’ humanistic management,

7.2.2.1. "Western' Primal Mapagement

Four recurring themes of primal management deserve particular mention, namely
(1) inspired leadership; (2) customer needs driven; (3) p.ofit motive; and (4) open

commurnication.

°© .Inspired Leaa_'erfh;;a: One of the most impressive aspects of the Community
Bank is its overwhelming sense of purpose brought about through inspired
feadership. In the absence of this primal force the formation of the
Community Bank wouid not have been possible - a point acknowledged by all
of the respondents. It was nonetheless cautioned that the Community Bank:
is as much a living reality as it Is an emerging concept. The unleashing of
dynamic yet contradictory forces therein provide a scurce of creation or
~ destruction. The role of inspired leadership is to keep opposing forces in
check and to bring about co-operation without which the release the

organisation's free spirit would not be possible.

Qualities called for In inspired leadership, as exprassed by the respondents,
include viston, political sensitivity, empathy and 2 canceptual ability to
transform ideas into practical and achievable goals.
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o Customer Needs Driven: Servicing the needs of customers, zlbait in the

form of a defined community, exemplifies a primal approach to management.

It implies knowledge of who ones market is, what the needs of the market

ate, and how to effectively deliver a customised product. The following

anecdotal comments, whilst selective, represent a consensus view:

VWhite Male Banker, "We satisfy client needs where they are rather than
where the Bank finds it convenient to deliver, we try to provide services
which the client needs rather than develop products according to our own
perspective and then looking for a market, we look at things from a grass

root fevel up rather than adopt a top-down approach.” |

Black Male Professional, "We engage communities and listen to what they are

saying, itis a commu_nh:y needs driven approach.”

Black Male Branch Manager, "The Community Bank is about the community,
it deals with the community and is for the community.”

Whilst the words ‘commiunity needs driven’ will be discussed more aptly
under the heading ’Southern‘ Humanistic Management, the phraseology is
seen to be pre-eminently concerned with the need to be ,eni:erprising
through the delivery of a targeted and customised service.

Profic Motive: Eight of the respondents, all within the Banking arm of the
Community Bank, emphasised the importance of profit and financial
sustainability. Anecdotal comments appertaining to this overwhelming need
to be perforsance orientated include:

Black Male Graduate, "We are running a business and at the end of the day

we have make a profit."

Black Male Professional, "A bank is a bank, it is driven by bottom lines and set

targets.”
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White Male Banker, "The Commumty Bank might be seen as a crash course

in capitalism, we need to generate enough profit to sustain ourselves

“In spite of the selectivity of the above comments ‘it is acknowledged that

whilst the issue of profit and financial sustainability is of utmost importance,
the Community Bank will not be able to maximise earnings relentlessly at

the expense of social responsibility. The principal objective of the Community

Bank as defined in its founding documents s that of community up-liftment
and capacity buliding. Consequent thereto, the Community Bani has a
built-in safety mechanism to prevent an ascendancy of overdone Westem

materialism.

Open Communication: A primal approach, within the Community Bank, is
further typified by its open and participative communication channels. These

traits, whilst more amplified within the Foundation, provide for free flowing

communication, albeit horizontally across departments andf/or vertically
between hierarchical levels within the organisation. Pertinent anecdotal

comments include:

Black Male Professional, "We have a open door policy and communication is

levellass, structuralless and classless."

Black Male Banker, "We have an open door policy, we have regular open

forum meetings where people can air their views irrespective of their

seniority.”

Black Male Commumty Liaison Officer, "Communication within the
Commiunity Bank is both formal and informal, horizontal and vertical."

Whita Male Banke-, "VWe practice a participative hands-on style of
management, communication structures within Banking arm are functional
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without necessarily being remote, we have regular brlef“ ing sessnons both
within the banking arm and across divisions." '

As will be elaborated on more fully under the heading 'Southern' Humanistic
Management issues of accountability and transparency are crucial to the

Community Bank's success and transcend all aspects of the Bank's espoused

polity on open communication.

Through necessity, rather than grand design, the top echelons of Commumty
Bank's Banking arm are experienced bankers. Their focus of attention been the
operation of controls, procedures and systems designed to withstand the scrutiny
of internal and external audits. The prevailing rechnocratic / professional approach
within the Banking arm, as described in Chapter Six, is a source of great pride and
conflict. Anecdotal comments substantiating this observation, include:

White Male Banker, "Further to the conceptualisation of the Commumty
Bank the services of a technocrat were required to give substance to those.
ideas through the development of approprlate systems and procedures, the
Bank has to comply with the legislative requirements of the Mutual Banks
Act.”

Black Male Banker, "Within the Banking arm there is a business culture, the
bank is run along business lines, we have to ensure that business ethics and

standards are maintained.”

While Male Banker, "We have to delfiver a quality service, this is minimum
standard which all customers - rich or poor - call for, regrettably the
Foundation are not used to working in a structured way."

Black Male Commumty Liaison Officer, "There is a profefsmnal blas within
the Banking arm, they are set in their ways.”
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Black Male Community Liaison Officer, "The Banking arm functions with 2

hierarchy and is bureaucratic, they value people in rands and cents."

Rational maragement tendencies in evidence, whilst diametrically opposed to
'Southern' humanism, ensure that critical decisions affecting the Bank are mediated
through the application of tried-and-tested dictates of financial management.

Z.2.2.4. 'Eastern’ Developmental Management

Further to "Western' primal instincts to be customer needs driven, and to
prevailing 'Northern' rational tendencies to set up internal systems and
procedures, an 'Eastern’ or developmental capability is required to bring about

productive partnerships among uniikely parties.

' Prominent themes of an ‘Eastern’ developmental capability include (I) external

networkin;.. {2) cross functional teams; and (3) capacity building.

© External Networking: Putting together a business concept as big the
- Community Bank is a daunting task which defies the ability a sihglg- ndividual
and/or organisation. Due to resource constraints - albelt intellectual, financial,
physical involvement, community grounding and/or technical ability - internal
and external networking is of operational necessity. In recognition thereof,
alf the respondents alluded to the need of the founding doyen, subsequent
successors and people in the field to source and work in collaboration with
other institutions. These relationships, as described in Chapter Six, are

mostly transient in nature. The importance of which is captured in the "

following anecdotal comments:

VWhite Male Banker.'“Experienced bankers and community leaders where
brought together to give expression to Bob Tucker's vision, the formation of
~ the Community Bank would not have been possible without this unique
process of conceptualisation and consultation, equally the establishment of
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community outlets would not be possible without networking with local
structures such as NGO's and other development agencies.” |

Black Male Community Lialson Officer, "We could not do our ]oE without -
the support of the community and the ,assistance of che'r networks such as

civic associations, ¢hurches and NGO's,”

As wiil be elaborated on under the heading 'Southern' Humanistic
Management, networking skills such an abilit, to source, engage and develop
productive phrtnerships are more indigénous to 4 collective consciousnass

than an individual consciousness,

Cross-Functional Teams: In an endeavour to capture and utillse unique

streams of vitality within the Community Bank great importance is attached

- to the establishment and management of cross-functional project teams. As

with external partnerships these cross-functional project teams are transient

in nature. The following anecdotal comments refer:

White Ferale Foundation Manager, "There has to be team work, we have
joint teams between various departments within each arm and across each

arm.
Black Male Cemmunity Liaison Officer, "We have a number of cross
functional committees, we have to work together coliectively, there has to

be a sharing of responsibilities,

Besides harnessing the benefits of cross fertilisation of ideas, the

multi-functional project teams faciiitate the sharing of work loads.

Capacity Building: Due to reasons of community impoverishment, suspicion
and ignorance of formal banking structures, as described in Chapter 5Six, the
issue of capacity building is seen by all the respondents to be vitally
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important. This muiti-faceted term is given expression through use of

anecdotal comment:

Black Male Community Liaison Officer, "Our ability to train and develop
capacity is a distinguishing feature which separates us from other financial

institutions.”

‘Black Male Graduate, "You have to have an appreciation of the

developmental needs of local communities, you cannot simply set up an

- infrastructure and expect customers to come through the door.”

- White Male Banker, "The Community Bank concept is based on developing

relationships, training and capacity building, we do not want to be the only

bank in the communities we serve, there is room for all."

Black Male Community Liaison Officer, "We are actively involved in building

the capacity of both communities and staff." -

White Female Foundation Manager, "You empower communities through

capacity and institutional building.”

White Male Banker, "Capacity and institutional building is facilitated through

community workshops.”

The anecdotal comments referred to give credence to the fable, "give 2 man
g g

a fish and he will riot be hungry for a day, teach a man how to fish and he will

never be hungry again,” It is further concluded that the Community Bank's
benevolent nzture will undoubtedly lead to a mobilisation of previously
un-utilised capital which bodes weli not only for members of the community
b vhe Community Bank itself and other business entef'prises. |
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7.2.2.5. "Southern' Humanistic Management

The topié 'Southern' humanistic management transcends al' Jur Research
Fropositions. Consequent thereto, the section to follow is purposefully Iimitéd_ to
two recurring themes so as not to detract from impending discussion, The themes
dealt with include recognition of (1) humanistic values; and (2) inclusive ard
transparent arrangements. Each of which will be elaborated upon, in the body oi
this Chapﬁer‘, with reference to Research Propositions Two, Three and Four,

© Humanistic Valves: Al of the respondents afluded to the fact that the
Community Bank's competitive edge is to be found in its humanistic
approach. This t:onipetiti\re edge is actively encouraged and nurtured witha
the realms of work performed by the Foundation and at the Bank's member /
customer interface. The following anecdotal comments réfer:

White Male Banker, "The Community Bank differs from traditional barks in
the terms of its humanistic approach, the Foundation is very humanistic, if
you are not comfortable with the humanistic side of thmgs you are not going

 to stay very long with the Bark.”

White Male Banker, it is like operating in an entirely different world, we
~promote personal contact with people, you need to irave people sensitive

values."

Black Male Banker, "Employees must have that hﬁmanistic- touch, the market
in which we operate requires that type of feeling."

Vhite Female Foundation Manager, “Within the Foundation there is a
humanistic and community crientation we need to be culture sensitive, staff
rmust show a propen’sity'to work with others in a friendly way, we value each

member as a person.”
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Black. Male Community Liaison Officer, ™fou need to make peqp!e feel

welcome, we are not just talking about ubuntu we are practising it."

People centred values touched on by the respondents include the need for
integrity, honesty, trust, respect for the eiderly, empathy and understanding,

- restoration of human dignity, putting oneself out on behalf of others, and

being courteous and friendly. These people centred values are elaborated

upon in Section 7.3 to follow.

Inclusive and Transparent Arrangements:  All the respondent’s recognised
the need for inclusive’ and 'transparent’ organisational arrangements, albeit a
source of frustration or motivation. The necessity for which, as described in
Chapter Six, Is found in the need to move away from dated styles of
management'. characterised by adversarial | relitianships, .intoieran'ce.
polarisation and m!s-trﬁst which exciuded people from decisions affecting
their quality of work life. Whilst the terms ‘inclusive’ and ‘transparent’
arrangements are identifiable as distinct and separate issues they are
inextricably finked and mutally dependent. The following 2necdotal

comments refer:

Black Bank Manager, "The Community Bank is a group process and as such

would not succeed unless it is totally open and transparent.”

Black Male Branch Manager, "There is transparency in our meetings, the
whole bank is invoived, members of “he Board of Trustees oversee and

provide legitimacy to the whole process."

White Female Foundation Manuger, "In an initiative such as this you need
political sensitivity, the people that we deal with have a democratic

background, you cannot over emphasise the importance of group processes,”

Black Male Community Liaison Officer, "We neev %o be accountable and

transparent, we have to avoid paternalism and develop democratic values,
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staif have to be consuited in the formation of pollcy and issues that affect

them, the prmmple of group consul..ation needs to be Institutionalised.”
The above comments give creditability to the assertion that people steeped
in 2 collective consciousness or community way of fife require collective /

democratic decision making processes.

123 Pre-eminent Themes of Integration

In recognition of the disabling effect that conflict can have - at variance with
overdone rationalism or humanism - the respondents, particularly those steeped in
a communal way of life, pay homage to the theme of constmctwe conf'lct'

Anecdotai comments of interest include:
Black Male Liaison officer, "You must allow for conflict it is healthy."

Black Male Liaison Officer, "There are fights, while some 'might feel
[ frustrated, | feel exited, it is all about exposing misconceptions, you need to

put mechanisms in place to manage those misconceptions.”

Moreover the respondents recognise the need to maintain equal status and
harmony amongst the four differentiated worid views in evidence In the
Community Bank. The prirmary means of ansuring harmony and equal status within
the Community Bank is accorded to +'»e Board of Trustees and thereafter to the
Chief Executive Officer, Chapter Six refers. In addition to these structural safe

-

guards, two processes designed to maintain equal status and harmony amongst the
four differentiated world views where touched on by the respondents, namely (1}

L commenality of purpose; and {2) orientation.

©  Commonality of Purpose: While commonality of purpose can take ._.any
forms, atbeit a mission statement or shared set of values, the importance

thereof cannot be under estimared. The following anecdotal comments apply:
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White Male Banker, "Commonality of purpose is essential, without it the
Banking arm of the Community Bank would do things autocratically and in

isolation to che Foundation.”

Black Male Professional, "The role of the Board of Trustees is to ensure that
the Bank operates within the mission / vision that it has ‘set itself, we are
fortunate in that the people that we have here understand and appreciate
what the Bank Is trylng to ~chieve and where it is heading, whatever
discomfort they might feel by being in a strange envirenment is overcome Ly
their willingness to participate in the venture,”

White Female Foundation Manager, "Everyone is working toward the same
end, it does not matter that we have different perceptions as long as it can be
controlled, the CEO has not only a leading role but a mediating role to play.”

 Black Male Community Llalson Officer, "Both arms of the Community Bank
have to work together, we require a common understandinre and

Interpretation of our vision,"

Black Male Community Officer, "Wa recognise that we come from different
backgrounds but at the same time we recognise we have to respect each

other, we have a common understanding of each other."

© Orfentation: Orlentation or induction processes for new employees serve
2n important function in bring about commonality of purpose, Anecdotal

comments confirming this assertion include:

Black Maie Graduate, "Employses entering the Bank come form different
backgrounds anu they all have to undergo a certain amount of unlearning, we
all go through an induction procass and are told this is the market and the

type of peopie that we are gomg to be dealing with."
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White Male Banker, "All employees undergo an orientation programme run
by the Foundation which focuses on our values and the need to be

humanistic.™

White Male Banker, "If you are not use to this type of environment it is like
golng Into an entirely different world, hence the importance of our induction

programme.,”

Black Male Professional, "Our induction programme gives one an |

appraciation of managing diversity."

White Female Fy , Jation Manager, "Our one week induction programme is
very important, bankers by their very nature are risk adverse and they need
to unjearn a lot of what they have learnt," '

Black Male Community Liaison Officer, "Orientation plays an important role,
it helps employees understand the Bank's vision." '

Whilst the above mechanisms to bring about social and business integration might
seem overt, there is tentative evidence to suggest that integration will become a

more natural and metamorphic process in time to come,

7.3, Research Proposition Two

Based on the themes of diversity submitted thus far it can be concluded that
African Management is by necessity multi-cultural. There are nonetheless strong
signals to suggest an affirmation of Research Proposition Two, pending refinement

in Chapter Eight, which reads as follows:

© The natural inclination of those enterprises which have managad to engage
the hearts and minds of its black employees is toward a "Southern’ humanistic
orientation as opposed to a 'Western' primal, ‘Northern' rational or
"Eastern' developmental bias. |
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It is cautioned that the inclination toward a 'Southern’ humanistic approach within
the Community Bank is a more prevalent feature at the organisations customer

interface than a feature of its technological core.

Evidence tc support the assertion of a natural inclination toward a 'Southern’
humanistic orientation, at the Bank's customer interface, is listed with reference to
the importance attached to (I) a voluntary subordination of self-interest to -
_commu.nal objectives; (2) democratic decision making processes; (3) community
ownership; (4) empathy and understanding; and (5) primacy of language.

o Voluntary Subordination of Selfinterest to Communal Objectives: As
detailed In Chapter Six the Community Bank was éreated for the explicit
.purpose of addré'ssing the issue of socio-economic depravation. To which
erd there are indications, particularly within the Foundation, of a voluntary

~ subordination of persnnal needs in the pursuit of larger communal objectives.
The prevailing collective consciousness and desire to address the needs of
others is not only 'Southern’ in apprcach but a source of motivation. The

following anecdotal comments refer:

- White Male Banker, "People hearts should be in their jobs, that is what the
Commurtity Bank is all about, it Is a philosophy of serving client needs rather

thén about reward."

Black Male Tommunity Liaison Officer, "The Community Bank is a phitosophy
of life.” '

Black Male Community Liaison Officer, "Joining the Bank is an extension of

my political life, the Community Bank is part of the struggle and | have been
caring for it, it is a new type of vision, it is about empGwering people and

about ensuring that the youth credit."

{"
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- White Female Foundation Manager, "Employees are attracted to the

Community Bank because of its African management style, they have
something to contribute, they want to feef valued, their heart is in the right

place.”

The latter comment being a prevalent featttre of the work ethic in evidence
in the Foundation. The premise being that the struggle, albeit political or
economic, will only give way when there are vistbie signs of social
up-fifiment. Concomitant thereto, the call for self sacrifice for the g‘r'.eater_":
being of the communities remains a strong mobilising force both within 2nd

outside the organisationa! setting.

~ This willingness and desire to work together in conformance with a

communal expectation is an indictment of a 'Southern’ humanistic Inclination

within certain areas of the Commumity Bank.

Democratic Decision Making Processes: As pointed out by Kotze ($993)
communities dominated by a collective consciousness by necessity require
coliective democracy or consensual decision making procedures, The need
for which was rvefterated by ali the respondents, Pertinent anecdotal

comments in support thereof include:

. Black Male Branch Manager, "The whole process has to be transparent, every

body Is consulted, employees through oper forum meeting and members
through elected Locai Boards of Directors, everyane is involved in decision

making, people do not feel threatened to speak their mind."

Black Male Graduate, "Everybody here participates in the decisions that have

to be made, everyone is given an ear.”

White Male Banker, "Everything is process driven, it is very participative, a lot
of negotiation takes place, where appropriate employees at lower levels are

involved in the progesses that directly affect them."




e

Chapter 7. Exploratory Research Findings - Page 101 :

Black Male Professional, "The name Community Bank conjures up the notion

of involvement by the people, community involvement is paramount."

White Female Foundation Manager, "The business concept is based on

community participation, we insist on having mass meetings, it is part of our

culture.”

Black Male Branch Manager, "The developmen.t of policies, systems and
pr‘ocedures" is- participative and process driven, employees must feel _

comfortable with group dynamics.”

Regrattably, as will be elaborated on in Section 7.5, there is an inherent
danger of this 'Southern’ tendency becoming unmanagea_ble. _

Community  Ownership: For reasons explained in Chapter Six the

- Community Bank is founded on the concept of being 'community owned and

managed.’ The concept is unpacked by way of anecdotal comment:
Black Male Branch Manager, "The Bank is owned by the community it serves.”

White Male Banker, "The sense of ownership created through the purchase
of permanent-interest-bearing shares is important, in time members will take
over this Initiative,”

Black Male Professional, "You ara not just a customer but a member arid _
membership means you are entitled o a vote and have a say in how the Bank

is run."

Black Male community Liaison Officer, "Wae do not talk about customers but
members because it is their bank, ownership is important because it creates a

sense of pride.”
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Further to the above it is concluded that the Community Bank has a strong
'Southern’ inclination due to the inseparableness of each employee / member

from their community(s).

Empathy and Underseanding: Al of the respondents alluded to the cold
inteffa;:e that traditional financial institutions have with their clientele. In
acknowledgement thereof the respondents advocate the placement of special
measures to accommodate the 'Southerr’ humanistic orientation of their

- members. The following anecdotal comments serve to contextualize the

importance thereof:

Black Male Community Liaison Officer, "Traditional banks are intimidating in
the sense that they are not friendly or physically accessible, emotional
sensitivity is of utmost importance.” - ' o

Black Male Branch Manager, "Traditional institutions use a whole lot of jargon
which our members do not understand, a ot of cur members are iiliterate
and cannot fill out forms."

White Fernale Foundation Manager, "It is difficult for a black person to sel
himself to a white manager, you rannot force technology onto people,

| although we wanted to use bank cards members feel more comfortable with

saving booklets,"

Black Male Community Lialson Manager, "Our modus of operandi [s different

to that of traditional banks, instead of looking at high tech management. styles
we coneentrate on the needs of the illiterate."

Further to the above, local conditions dictate that staff be recruited from the
communities that they serve. Reasons for which are apparent in the following

anecdotzl comments:
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Black Male Professional, "Locality has a huge infiuence on how the bank
operates, local residents have credibility and know the peculiarities of their _
area better than anybody else, so it makes sense to employ them even if they

do not have any previous banking experience.”

Black Community Liaison Officer, "Employees serving the community have to
be from that community, they have to know each another, they have to

- know very member by name, people have to be able to say he belongs to.us,

the Bank has to be seen to be run by people with credibllity.”

Besides providing a measure of creditability, local fecruité have a localised
understanding of what is required in terms of the correct display of dignity,
empathy and hosptta!tty. when dealing with members from their own
community. Further to which local recruits are able to build on the life
experiences peculiar to that area in the explanation of key concépts. In this
instance there is evidence to.suggest that the use of similes and metaphors
are an important yet under utilised business skitl. |

FPrimacy of Language: As an extension of the above point the recruitment of
loca' residents gives substance to a need to observe the language
requirements of local communities, This sensitivity gives credence to the
Community Bank's espoused humanistic or ‘Southern' approach. The
following anecdotal comments apply: '

White Male Banker, "We have to be sensitive to different languages, literacy

is a major issua.”

Black Male Graduate, "A strength of ours lies In the fact that we speak the

clients language, people behind the counter can speak at least one if not
more African languages, we explain things to people in thejr own language.”

Black Male Brach Manager, "Whatever we do we must speak the language
that people understand, we talk the predominant language of the area,"
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As a cautionary note it is observed that while there is evidence of a natural .
inclination toward 'Southern' humanistic approach, the intensity thereof varies
within the Community Bank depending on the pull of other forces such as

"Western' primal management; 'Northern' rational management; and 'Eastern'
developmental management. For this reason the Bank's technical core whilst
politically amenable to open to Inclusive / consultative arrangements, may at times

be insensitive to humanistic / community values,

7.4._Research Proposition Three

The th_ird' Research Proposition, an extension of the second, was affirmed with
minor medification to follow in Chapter Eight. The Research Froposition, as
provisionally forwarded in Chapter Four, is repeatécl for reference purposes:

© That such ‘Southerness’ is pre-eminently concerned with socio-political

reconstruction arid spiritual transformation and subsequently with building
networks of reconstruction / enterprising communities through the adoption
of shared vision, organic organisational structures, inclusive processes,

ubuntu and metaphysical management.

Before reviewing pre-eminent themes of 'Southern’ humanistic management the
pre-conception that the approach is concernied with notions of Afrocentric
religion, metaphysical management and spirituality is dispelled. The foliowing

anecdotal comments refer;

Black Male Graduate, "African customs have not really been incorporated in
the way in which the Community Bank conducts its business, we are trying to

give responsible credit to people.”

White Male Banker, "No deep rooted African beliefs, customs or traditions
have been incorporated in the way in which the Community Bank manages

its people.”
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White Male Banker, "No deep rooted African beliefs, customs or traditions
have been incorporated in the way in which the Community Bank goes about
its business, the Foundation might be a little bit more progressive in this

regard.”

Black Male Banker, "The only deep rooted thing would the concept of
ubunty, to say that vre are adopting a distinctive African culture at this point
in time would be premature because we have not really made any in roads

into rural areas.”

Black Male Community Liaison Officer, "There are hardly any deep roocted
custors, traditions or beliefs have been incorporated in the way in which the

Community Bank goes about its business.”

Black Male Community Liaison Officer, "t do not think that we have adopted .
any deep rooted African customs, traditions or beliefs, people living in the
townships are sought of living in the modern world, when we move into rural
areas this might be a key issue." B |

Black Male Banker, "No deep rooted African beliefs, customs or traditions
were incorporated into the way in which the Community Bank goes about its
business, if there is something really important to a particular community
such as attendance at an Initiation school we might consider it but thera is a

cut off point.”

in view of the above anecdotal comments it is tentatively concluded that notions of
Afrocentric religion, metaphysical management and spirituality are not of overriding

concern at this juncture of the Comm_unity Bank's development.

Whilst pre-eminent themes of (1) humanistic values; (2) inclusive and transparent
arrangements; (3) voluntary subordination of self interest to communal objectives;

(4) democratic decision making processes; (5) cormmunity ownership; (6) empathy
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and understanding; and (7) primacy of language have been dealt with in Section 7.3.,
a number of supplementary themes deserve particular attention, namely (8) people
centred values; (9) relationships built on trust; (10} rights and obligations; (11)
African humility; and the (12) importance of celebration.

© People Centred Values: Fv: previously mentioned all eleven respondents
all.uded to the fact that the Community Bank's competitive edge is to be
found in its humanistic approach, albeit a more prevalent feature of the
Bank's customer interface than its technical core. These people centred
values, as alluded to by the respondents, include, amongst others, the need
for integrity, honesty, trust, respect for the elderly, empafhy, restoration of
~human dignity, putting oneself out on behalf of others, being courteous and
friendly. These central themes of wbuntu, whilst developed more fully in
Chapter Eight, find expression by way of anecdotal comment:

Black Male Branch Marager, "The only tradition that has been incorporated
in terms of how we operate Is a question of being respectful, courteous and
friendly."

White Male Banker, "The core values of the Bank include honesty, trust and
integrity.". |

Black Male Graduate, "The two most important values displayed by the Bank
are trust and integrity.”

Black Male Professional, "The Bank is about the restoration of human dignity,
ubuntu is one thing that sets us apart from other financial institutions, we
need to harness and develop that empathy.”

Black Male Banker, “The basic values which the Bank feels important about
" include : integrity, respect and concern for others, a service ethic and

professionalism, the concept of wbunz will come through strongly at outlet
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level, wbunty is essentially the ability to sacrifice and to be sympathetic but
not necessarily to take pity on others.”

White Female Foundation Manager, "The word community means having
_empathy, understanding and connecting with people, you learn about

modesty by going into communities.”

Black Male Graduate, "The two most important values displayed by the Bank
are trust and integrity." '

Black Male Commdnity Liaison Officer, "Trust and respect are important,
raspect in the sense that if you do not greet a person it will be taken as a sign

that you do not recognise that person,"

From the above comments it is evident that a definition of wbuntr remains
illusive. in the words of Archbishop Tutu, as quoted by Prozesky (1996, p9),
"It means the essence of being human. You know when it there, and you

know when it is absent.”

© Relationships Buifc on Trust: As reiter ‘ed by all the respondents trust is
central to the extansion of credit to low-income earners who might not be
formally employed or have collateral. Concomitant thereto the Bank’s
success is largely dependent on relationships built on trust. The following

anecdotal comments refey:

Black Male Graduate, "We are a mutual Bank, we build relationships with

potential borrowers, this relationship is built on trust.”

| White Male Banker, "Th  und integrity are built up through members
developing 3 savings pattern with the Bank, during this phase a relationship is
built up with the clight, that is how trust is developed.”

G
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White Male Banker, "The Community Bank epitomises the importance of
personal relationships in banking, the granting of credit is based on a trust

reiatlonshlp rather than on financia!  -urity,”

Black Male Professional, "The Community Bank is rﬁore ofa reiﬁtionship than
an institution, we need to allay fears and build trust and confidence."

White Female Foundation Manager, "By building 2 'relationship. members

know what they are getting themselves mto, the fact. that people can be
trusted is important

Black Male Branch Manager, "Borrowing Is not based on securfy but trust,
that relationship built on trust is what distinguishes us from other

organisations."

Rights and Obligations: By infarence the Community Bank's association of
trust with its members has a reciprocal aspect which finds expression in the

form of mutual rights and obligations. The following anecdotal comments

apply:

Black Male Graduate, "There have to be .che.cks and oalances, people
understand that, what ever you borrow you must pay back."

Black Male Banker. "You have to educate people of their rights and
obligations."

Black Male community Liaison Officer, "The Community Bank is a realistic

approach, everyone understands what it can and cannot do."

Black Male Branch Manager, "Members have rights and obligations, if you
acquire something it must be paid for, you cannot just borrow from the Bank

without saving i'-st."
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Corseyuct:, to the above, it is conciuded that 'Southern' humanistic

management is not about weepy sentimentality as it calls for great strength of

character, self-sacrifice and discipline.

African Humifity: Further to the concept of mutual rights and obligations a
mechanism is required, albeit an unwritten code of conduct, to bring about

social alignment. Anti-social behaviour is dealc with through an understanding

and application of African humility. Anecdotal comments affirming the

assertion are listed:

Black Male Gradﬂate, "Peer pressure plays an important role in the
repayment of loans, if you renege on your loan repayment you let down the
whole community, peer pressure does us a lot of good, the credit worthiness
of the individua! is found in the group, to get into the group they have to
trust you, there is an element of vbuntu right there,” |

Whi© Male Banker, "In the credit screening process we ihvestigate how well
the members supports his stokve/ or church, this is where peer pressure

 comes to bear”

Black Male Banker, "The social fabric of the community is imporﬁnt to us,

- the more cohesive the sccial fabric the greater our contrel over credit

management.”

Black Male Community Liaison Officer, "We look for a strong social fibre

before committing ourselves to opening a new branch or outlet, successful

projects have to be people driven and managed, you have to lock no further

than people initiated and driven stokvels and burial societies to urderstand

what | niean.”

Black Male Branch Manager, "The ability for the next person to qualify for a
loan will be on the good of another to repay, the Local Board of Directors
pur their head on the block every time credit is granted, if the borrower
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does not i'epay his loan, questions are going to be asked of the Local Board

of Directors."

African humil’  as described above, gives credence to a central theme of
ubunty that each is bis brot.ers keeper. In the words of Coldwell and |
Moerdyk {1981, p73), "Each has a right and an obligation to expect help from,
and give help to his neighbour .... Seek the good of community, and you seek
your own good. Seak your own good, and you seek your own destruction,

Mutual aid is a moral obligation,"

© Celebration: Great importance was attached to the need to calebrate past
and planned events in a style befitting 2 communal way of life. Regrettably,
the desire for such celebrations, particularly amongst those steeped in a
community way of life, seems to be off set by resource limitations within the
Community Bank. The following anecdotal comments iilustrate the
importanca attached to ritual and celebration:

Black Male Branch Manager, "When one opens a branch or outlet one should
celebrate the occasion, you should have speeches and a choir singing, these

“celebrations should reflect the values and culture of the community.”

White Female Foundation Manager, "Celebrations to mark the opening of a
new branch is important, if there is a feast in the community you do not send

ou. wvitations, everyane is invited, it is your community,”

Black ™ale Community Liaison Officer, "Festivities should be used to mark
the o, 1iing of a new branch, these festivities will have a locai content to
reflec “he values of the community, slaughtering a beast in a rural community

wouid be a foregone conclusion,"

Black Male Community Lisison Officer, "When opening an outlet, although
we do not have the money for it, we would typleally slaughter a beast and
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process sorghum beer, we would have a number of respected eiderly people
to come and speak at the opening in townships.”

- The relationship between the listed variables of 'Southern’ humanism is developed

in Chapter' Eight through the use of three Interrelated constructs of whuntu
involving (1) feflowship; (2) insticutional logic; and (3) people centred values.

- 7.5. Research Proposition Four

Further to -tHe Community Bank's natural inclination toward a 'Southern’
humanistic approach certain management pathologles were ucknowledged by the
respondents hereby aﬁifming the intent of the fourtl: Research Proposition
forwarded for consideration, as detailed below:

o The extent that any one component of the businessphere is exclusively in
evidence, so the organisation will exhibit distinct pathologies in the form of
overdohe 'Western' materialism; 'Nerthern' mechanism, 'Eastern' cartelism;

or 'Southern’ nepotism.

Pathologies associated with overdone 'Southern’ Humanism were identified to
include (1) heightened expectations; (2) prolonged consultation; and (3) -
favouritism, patronage and nepotism. The acknowledr ment and acceptance
thereof has given rise to the implementation of certain checks and balances to

counter their disabling effect.

© Hejghtened Expectations: The Community Bank in many respects is
regarded as a panacea to all community problems, In the face of this
heightened expectation it is reported to be easy to become engrossed in
championing the cause at the expense of exercising constraint. The foliowing

anecdotal comments apply:
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Black Male Bra_nch Manager, "Communities want us to bring in ten milllon
rand right now, unfortunately if we did so it would simply disappear, as result
ones passion to work with and serve communities has to be balanced with

rational resource utilisation.”

- Black Male Professional, "Certain standards need to be upheld, you have to

mobilise capital before you can lend it out, unfortunately peopie from

communities do not fully understand these finer concepts.”

Black Male Banker, "We cannot afford to be seen as an African bank
operating with a pure African culture, that in my opinion would be
unsuccessful as we would fo.ego certaln business principles such as
profitability, unfortunately people from NGO's have a relaxed attitude and
find it difficult to apply business principles.” |

White Maie Banker, "We have to constantly be careful about nou over
extending our human and financial resources no matter how deserving or

pressing a communities needs are.”

From the above it is evident that heightened expectations and an unabated
desire to serve community needs to be balanced with sound business

principles.

Prolonged Consultation: Whilst employees stegped in a community way of

life prosper within an open consultative environment, this can be a source of
alienation to these employees who display "Northern' ratiomal tendencies,
Anecdotal comments reflective of experfenced frustration with prolonged

consultation include:

Black Male Branch Manager, "Management has to reserve ity right to make
the final decision otherwise you would forever be in consultation and
transparency will starv eroding control, without this final discipline you wiil




(‘.‘L

G m N L el e b Sy s Ce ek c s o e e s et PRI Y

Chapter 7- Exploratory Research Findings © Page 113

end up in endless talks and consultations without any results, you need
someone to say we are under achieving so lets come to a situation where we

can make a decision."

Black Male Graduate, "A consultation _proéess involving people of such

 diverse backgrounds can have a downside, it is difficult to reach agresment.”

Whita Male Banker, "Wae are definitely too much in the process mode, in
setting up new branches we need to involve everybody, some of those

meetings become laborious and repetitive.”

White Male Banker, "The consuitation process has caused a bit of conflict
between the Foundation and the Bank, the Foundation want to go through
the whole consultation process regardless of how long it takes, everything
has to be discussed with the whole staff, we need to create a structure

where the decision making process is not so long.”

Black Male Bank Manager, "Because of the size of some of our meetings
things can become bogged down with very little visible progress, it is good
that people debate and test issues, it nonetheless needs t¢ be controlled

otherwise it can delay progress.”

In spite of these expressions of agitation amongst members of the Banking
arm there is a realisation that consultative processes are important dand will

improve overtime.

Favouritism, Patronage and Nepotism; The danger of favouritism,
patronage and nepotism are acknowledged and it is precisely for this rezson
that the various components of Lessem's {1990a, 1990b, 1993a, 1993b) four
world model need to be invegrated so as to transcend the limits of a
particular world-view, The following anecdotal comments refer:
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Black Male Bank Manager, "Recruitment and selection at outlets remaln a
function of management, if these appointments were to be made by the local

communities themselves all sorts of problems could come up."

Black Male Graduate, "Ultimately somebody has to be held accountable for

the issuing of loans as there is an issue of nepotism, there have to be thecks

and balances to counter this."

White Male Banker, "We are very conscious of nepotism and those sought of
things, we are trying to steer away from It, for instance we would not fike to
see the appointment of a Community Outlet Manager from the community
they serve because there is a perception that there will be pressure on him
to give favourable finance to members of that -community."

White Male Banker, "l am concerned about the fact that people on our Local
Boards of Directors may be subject to pressures of bribery or whatever
terms you want to use to give some sought of adv.antage, like recommending
bigger loans than the applicants can handle or put their hames at a top of
weighting list, for that reason you have to Implement strict audit

programmes.”

Black Male Professional, "We would like the Community Outlet Manager to
have independence, there could be influences that might be to his detriment

if he where to live In that community."

Black Male Community Liaison Officer, "In my interaction with comrmunities
the issue of nepotism keeps on emerging, that is why transparency in
employment practice is so important, we insist that our outlet staff with the
exception of the Cutlet Manager be recruited from the local community that

they serve."

T
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~ Black Male Branch Manager, "Until we get all South African’s working we
cantiot hope to solve the issue of employment, so there is a danger of

favouritism."

" White Male Banker, "The Community Qutlet Manager should be from a local
- community but not from the community that he serves, this measure is

required to avoid the danger of assimilation."

Themes of favouritism, patronage and nepotism are distinct pathologies of

- overdone African humanism, While the positive features of wbunty and
African hufaility have been alluded to it is cautioned that these forces of
social alignment can be equally destructive.

_7.6._Cogc!g§ign o

The Exploratory Research Findings' submitted, whilst in need of reﬁnémerit,
validated the four Research Positions forwarded for consideration,
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CHAPTER 8 - EXPLANATORY RESEARCH FINDINGS

8.1. Explanatory Research Methodology

The passage to follow builds on the emergeﬁt themes of African management
identified in Chapter Seven, The achieve - ant of which was made possible through
the employment of an iterative proucess of refining the stated Research
Propositions. In addition to the iterative process employed the refined Research

Propositions were cross referenced to appropriate research material and

‘narration,

8.2. Research Proposition One

Research Proposition One, whilst held to be true, was modified slightly &> give
substance to Lessem's (1990a, 1990b, 1993a, 1993b) four world view medel. The

revision is summarised in Figure 8.1, below.

" -Pre-Study Research Proposition |

Post-Study Research Proposition -

African Management is eclectlc in

nature encompassing all four world
views of Lesser’s model,

African Management . is eclectic in
nature, embracing Lessem’s (1990, |
1990b, 1993a, 1993b) constructs of
"Western' empiricism, 'Northern'
rationalism, ‘Eastern' Idealism and
'Southern' humanism in a dynamic
whole.

Research Proporhian . -

Figure 8.1.

The nuances of the Research Proposition have be an discussed at length in Chapters
Six and Seven, suffice to say ' . the Community Bank has a purposefully
differentiated yet integrated approach te management. Diversity inherent therein is
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Ethics and Standards
Professional Management
Systems and Procedures
"Western" Empiricism : "Eastern” ldealism
Customer Needs Driven | Capac&y Building
+ [inspired Leadership : Cross-Functional Teams
Open Communication External Networking
. [Profit Motive
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found in the form of "Western' empiricism; 'Northern' rationalism; ‘Eastern'
idealism; and 'Southern' humanism. A summary of each businessphere, as mooted

in Chapters Six and Seven, is presented in Figure 8.2,

"Northers" Rationalism

"Southern” Humanism

Fellowship
Institutional loglc
People centred values
Section 8.4 refers

Figure 8.2.
Four World View

The above forces of ‘Western' empiricism; 'Northern’ rationalism; ‘Eastern’
iceallst; and 'Southern’ humanism are similar in intent to those identified by
Lessem (1990a, 1990b, 1993a 1993b} and the "South African Management Project”.,
The summation of which - Chapter Three refers - presents an interesting interplay
between what appear to be differentiated yet complementary forces, The
embodiment of which provides a source of creative tension which needs to be

managed, As pointed out by Beck and Linscott {1993) there is evidence to suggest

that these forces of "Western' empiricism; 'Northern’ rationalism; 'Eastern’

idealism; and 'Southern' humanism need to be dealt with both on zn individual and

collective Jevel.
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8.3. Research Pfono’gition Two

t Based on the themes of diversity submitted it is concluded that African |
Management is by necessity multi-cultural. Be-that-as-;it-may there are strong
_ signals to suggest backing for Human's (1993) population ecology per'spectivé which
s propoées that organisations are isomorphic to their relevant environment. in view
of the populafion ecology perspective Research Proposition Two was aﬂirméd with
- qualification to Kotze's (1993) account of socio-economic environments dominated
| by a collective versus individual consciousness. The former being a salient feature

of economically deprived environments. The revised Research Proposition is

summarised in Figure 8.3, below:

" Pre-Study Research Proposition. | Post-Study Research Proposition _

The natural -inc_linatiah of those [ The  natural  inclinaton  of

ehterpfiﬁes which have managed to
engage the hearts and minds of its
black employees is toward a
"Southern' humanistic orientation as
opposed to a ‘Western' primal,
'Northern' rational or 'Eastern'

 'Southern’ humanistic orientation as

organisations and/or sections thereof
operating within an environment of
collectiva consciousness is toward a

opposed to a ‘Western' primal,
'Northern' radonal or ‘Eastern’

devel'opmental bias. developmental bias.

Figure 8.3.

Research Proposition Two

Whillst evidence of a natural inclination toward ‘Southern' humanistic management
will be dealt with in-depth in Section 84 to follow, attentlon is focused

momentarily on its environmental archetype.

Kotze (1993) points out that in order to cope with socio-economic depravation
people are forced by circumstance into a collective interdependency. The
manifestations thereof, as developed By Kotze (1993, p8-20), are compared to chat
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of an individual consciousness found amongst more advantaged members of

society:

o "People with 2 collective consciousness are socially open, whereas people

with individualistic consciousness are socially closed;

o Communities characterised by collective consciousness of necessity require
collective democracy i.e,, consensual procedure. People with individualistic

consciousness regularly demand their individual democratic rights;

° In communities dominated by collective consciousness, adjudication is a
matter of reconciliation. The legal process In societies dominated by
individualistic consciousness is clinically geared to establish right or wrong,

_Ihnocence or guilt;

o People with collective consciousness are forced to divide their | loyalty
between the group / community and the workplace, Persons with

individualistic consciousness subordinate soctal loyalty to professional loyalty;

o Collective consciousness creates an insatiable need for people and social
situations; individualistic consciousness creates an acute need to escape from

people at times; and

o Collective consciousness defines time socially and in terms of the immaediate

present; individualistic consciousness defines time in terms of economic

surplus and the future,"

Further to the above it Is concluded that collective consciousness, a feature of the

Community Banlds customer interface, dictates a 'Southern' humanistic approach,




r I i

e

e
e

@

Chapter 8 - Explanatory Research Findings Page 120

whereas an individual consciousness akin to the Commiunity Banis technical core,

calls for 'Northern' rational tendencies,

8.4, Research Proposition Three

The"th_ird Research Proposition, an extension of the second, was affirmed with

minor modification. The revision is summarised in Figure 8.4. below:

" Pre-Study Research Proposition | Post-Study Research Proposidon
That  such

pre-eminently

"Southerness' is | That such 'Southerness' is

concerned  with | pre-eminently concerned with themes
voluntary subordination of

socio-political  reconsrruction  and | of

spiritual transformatian and | self-interest to communal objectives,
subsequently with building networks of | rights and obligations,  relationships |

reconstruction / enterprising | built on trust; community ownership,
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shared vision, organic organisational
structures, inclusive processes, vbuntu

and metaphysiﬁal management.

communities through the adoption of | inclusive and

transparent
arrangements, democratic  decision
celebration,

making processes, |

humanistic values, primacy of language,

- and Adrican humility.

Figure 8.4,

Research Proposition Three

Befora reviewing plausible relationships amongst the various themes of 'Southern'
humanistic management, as identified and described in Chapter Seven, the
assumption that the appreach is pre-eminently concerned with notions of
Afrocentric religion is dismissed with qualification. The qual.iﬁcat'ion being that
whilst there seems to be little or no evidence of Afrocentric religion in Community
Bank at this juncture, it might be a feature of rural communities which are in the
process of being engaged. This gualification is made with reference to research
conducted by Chown (1994} which found that African managers from rural

backgrounds are more traditional or Afrocentric in their approach to management

than their urban counterparts.
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Further to the identification of pre-eminent themes of 'Southern' humanism, an
attempt was made to narrow the themes down into meaningful and interrelated
constructs. Cohse'quent thereto, 'Southern’ humanism is seen to éompr’ise three
dimensions involving (1) fellowship; (2) institutional Ingic; and (3) people centred

values. The summation of which accounts for the term vbuntu. Figure 8.5, refers;

onstruct | Pre-Eminent Themes of "Southern” Humanism

Fellowship Vol s2ary  subordination of self-interest to communal
objectives: Ughr nd obligations; Refationships built on

«ust; Com. : unity ownership;

Instituzonal Logic ' inclusive and  transparent arrangements; Democratic

decision making processes; celebration;

- | People Centred Values | Humanistic values; Primacy of language; and Adrican

humility,

Figure 8.5.
UBUNTU -

Each construct is discussed with reference to appropriate research materiai and -

narration.

o Felfowship: Ubuntu is first-and.foremost a survival stvvuagy. It implies, as .
posited by Kotze (1993) and Mbigi (1993a, [993b, 1993c, 1994) in separate
reviews, group cohesion and solidarity, Allegiance to the furtherance of
communal goals, as opposad to an indulgence in self-interest, is needed to
cope with a life experience of widéspread poverty. According to Coldwell
and Moerdyk (1981, p73) it not only calls for but necessitates, "Each being his
brother's keeper. Each has a right and an obligation to expect help from, and
give help to his neighbour .... Seek the good of community, and you seek your
ewn good. Seek your own good, and you seek yoilr own destruction. Mutual
aid is 2 moral obligation." This bond gives identity to mutual associations such

as kolkhoz shared learning facilities and stokvels, as accounted for by
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Ramudzuli {1993) and Likhele (1990). By inference each of the Community
Bank's outlets recuires a similar sense of social identity, t:ohesion.. and
purpose, All of which is given definition and meaning through the promotion
of community ownership. It is a. prospering and situational relationship built

on trust and good will rather thar on the immediacy of physical resources.

o [Ipstitutional Lc je: Whilst ubuntu implies social identity, cohesion and
purpose it requires an institutional logic to provide order and stability. In
Ikeeping with open structures of governance, such as traditional /daba’s and
management derivatives such the Venturecomm system associated with
Koopman {1987y and Pungwe sessions with Mbigi (1993¢), inclusive and

transparent arranigements are called for. These arrangements provide a
mechanism for not only eliciting the views and opinions of people affacted by
decisions but for the renioval of disse.nt before the group can move forward.
Related group pfocesses, as reported by Koopman {1993), inciude.ﬂ'né need
of the collective to (1} focus on morals and emotions rather than on roles

and functions; {2) to work through problems aurally and emotionally; (3) to
think out aloud and use continw s debate and arguments as the main part of
their reasoning process; and to {4) checkout how other membars of the
team feel and whether proposed solutions are acceptable to all. By
implication these inclusive and. transparent structures of communication,
consultation and decision mriing provide foir the ascendancy of legitimate
leadership and authority. The strength of social as opposed to legalistic
bounds inherent therein govern behaviour aimed at maintaining group
idenity, cohesion and purpose. The threat of s»cial exclusion ensures a high
level of conformance to gioup valﬁes and unwritten codes of conduct. All of
which is ratified and/or re-inforced through planned rituai and spontanenus

celebration of group achievement.

o People Centred Values: Sharing life with others and being intrinsically
fulfilled thereby is seen to pervade every aspect of uburtu, Moreover, in
accordance with Mbigi (19933, 19730, [994a, 1994b) and Prozesky (1996},

ubuntu is seen to include a host of people centred values such as the need to
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be caring, compassionate, 'digniﬁed, forgiving, friendly, generous, helpful,
hospitable, respectful, Self-disciplined. supportive, tolerant and above all else
understanding, As such it calls for great strength of character and humility to
subordinate self-interest in the furtherance of commrinal objectives, Affinity
o the nuances of these espoused values is to be found in ones grounding in a
particular community and ones observance of the language requirement and

aural tradition of that community.

The above constructs of 'Southern’ humanism are seen to be inextricably linked

and intertwined.

8.5. Research Proposition Four

Further to the Community Bank'’s natural inclination toward a 'Southern'
humanistic approach certain management pathologies are acknowledged hereby
affirming the fourth Research Proposition, as modified in Figure 8.6 below:

search Proposition.

Past-StudyRasearch PI‘VJPGSItldn

The extent that any one component of
the businessphere is  exclusively in
evidence, so the organisatioﬁ will
exhibit distinct pathologies in the form
of overdone 'Westarn' materialism;
‘Eastern’

'Northern®  mechanism,

cartelism; or 'Southern' nepotism,

The pathological down side of over
developed 'Southern' humanism - at
the expense of "Western' empiricism,
"Northern’ ratlonalism, and ‘Eastern’
idealism - is heightened expectation,
prolonged consultation, favouritism,
patreage, and nel?ptism.

The acknowledgement and acceptance of the above pathologies of overdone
'Southern’ humanism gives rise to the need to implement checks and balances to
counter their disabling effect.

o Helghtened Expecrations: In the face of heightened expectation it is
reportedly easy to become engrossed in championing the cause of communal

needs at the expense of exercising constraint. As defence thereto, education
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and training by why of comimunity workshaops is seen to be fundamental &
the alignment of organisational and communal expectati.ons. Common
understanding about what can and cannot be delivered needs to be forged in
the formative stages of new relationship in order for the association to
flourish. The establishment of mutual rights and obligations being central to
the understanding that needs to be forged. In the absence of nurtured realism

 thereisa 'dangér of disappointment and z reciprocal breakdown in trust.

o Prolonged Consuitation: Whilst employees steeped in a community way of
life prosper within an open consultative environment, this can be a source of
alienation to those employees who display 'Northern® rational tendencies.

, - _ Their frustration Is a result of what is perceived to be unproductive time
iy | spent on directionless, extended and inconclusive méetings. In recognition
thereof, and in line with Koopman's (1987) experiensz at Cashbuild, it is
suggested that hard and soft variables of managemeit be separated so that
‘ssues may be dealt with pragmatically in appropriate forums providing for
varying degrees of worker participation and collective decision maldng. As
managers, employees and other stakeholders bet:o'me:. more attuned to
inclusive and transparent processes so the process may hie extended in 2

controlled manner to other issues of mutual ¢ ncern.

o Favouritism, Patronage and Nepotism: ‘Whiist positive features of African
humility have been alluded to, it is cautioned that these forces of social
alignment can be equally destruciive. identified pathologies of favouritism,
patronage and nepotism are in keeping with Blunt and Jones's (1992, p37)

 assertion, "... that African managers are linked to extensive networks of
soclal obligation; and that values of reciprocity and social exchange that
charncterise African social systems still impinge directl? on the working lives
of African managers." As a result systems and procedures need to be put

into place so as to minimise risks associated with informal networks of social

obligation, albeit in the area of personnel recruitment, financial management

, or external relations w  nervice providers.
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8.6. Conclusion

In view of the abave, and In recognition of the need to transcend the limits of any
particular world-view, it is toncluded that the various components of Lessem's
(19902, 1990, 1993, [993b) four world model need to be integrated.
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CHAPTER 9 - CONCLUSION

9.1. Affirmation of Research Findings

Through successive levels of analysis involving descriptive, exploratory and

explanatory téchniques the following Research Propositions were affirmed:

o African Management s eclectic in mature, embracing Lessem's (1990a,

1990b, 19933, 1993b) constructs of "Western' empiricism, ‘Northern'

rationalism, 'Eastern’ idealism ar, ‘Southern' humanism in a dynamic whole;

o The natural inclination of organisations and/or sections thereof operating
within an environment of collective consciousness Is toward a '"Southern'
humanistic orientation as opposed to 2 "Western' primal, 'Northern' rational

or 'Eastern’ developmental bias;

o That such 'Southerness' is pre-eminently concerned with themes of voluntary
subordination of self-interest to communal abjectives, rights and obligation.s,
refationships built on trust, community ownership, Inclusive and transparent
arrangements, democratic decision making proces‘ﬁ'&s, celebration, humanistic

values, primacy of language, and African humility;

o The pathological down side of ovar developed 'Southern’ humanism - at the

erpense of "Western' empiricism, ‘Northern' rationalism and ’Eastern’
idealism - is heightened expectation, prolonged consultation, favouritism,

patronage and nepotism.

Affirmation of the Research Propositions, forwarded for consideration, caters for

the extended development and testing of African management theory.
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9.2. Key Assurmptions and Limjtations

Whilst evidence supporting the Research Propositions is of significance, the
following assumptions and limitations need .. be taken into account in the

extended devé_ldpment and testing thereof:

- © The Research Project was guided by the assumption that African
management is  predust, of all South Africans and not tha exclusive preserve

of one group over another.

o |t was assumed that the research subjects had sufficient grounding in the
Community Bank to articulate what makes their organisation unique

compared to traditional South African organisations,

o Research studies in the area of African management were limited in thelr
scope and as such did not offer a reliable framework for theoretical

triangulation,

© External validity of the case study was limited by the sampling method

employed and its size,

Further to the above it is cautioned that the Research Findings submitted are

idiosyncratic to the Community Bank.
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9.3, Avenues fdr Eutﬁrg Resaarch

" Avenues for futtre research, albeit of a qualitative or quantitative nature, include:

o Content Analyc)s: Indepenaunt content analysis of the interview schedules
submitted in Appendix Two could be undertaken to determine

inter-inutvidual reliability between researchers.

. o Modification of Research Instruments: Due to possible deficiencies in the
areas of sampling and data collection, primary themes of African management
identi_ﬁéd in the pilot 'Study could be validated further through the
employment of more sclentific research techniques within the same unit of
.sw'dy. Suggested refinements include the use of probability sampling ﬁnd the
employment of focus groups as a means of substantiating the primary

research themes identified in this Research Report.

o Before and After Study: At the time of data collection the Community Bank
was in its formative stages of development Subsequent to which new
branches and outlets have opened in rural areas which might be considered
more Afrocentic in approach, The impact of these new branches and outlets
on the Community Bank's business outlook, management orientation and
Jeadership style justifies further research, albeit to substantiate or dismiss

notions of enculturation.

o Replication of Research Findings: literal and theoretical replication of the
research findings across successive organisations, using the same case study

protocol, is considered highly desirable.
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o Qu daitative Research Instruments: Based on the face validity of the
Research Propositions forwaried quantitative research instruments may be
employed to test the Research Report's criterion validity across a wider

research population. .
9.4, Sig.ni_ﬁcance of the Researgﬁ Findings

The case study methodology employed, proved useful, as it not 6n3y addressed the
stated Research Problem but tested the robustness of a host of generalisations
about African management. Further to which the descriptive, exploratory and
explanatory nature of the Research Report satisfied a methodological requirement

that the project be practical and phenomenon driven.
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Appendix One

AFRICAN MANAGEMENT QUESTIONNAIRE

|  What does the name Community Bank medn to you? How do you feel being -
associated with the Community Bani?

Tested Research Proposition 2

2 In your opinion what gave rise ¢  the Community Bank’s formation and how
did the Bank develop izte the organisation that it is today? Vvhat is the
driving purpose of the Bank? Would you teil me about the personalities who.
pioneered the formation of the Community Bank? Have their roles within the
Bank changed at ali?

Tested Research Proposition 2

3 How does the Community Bank differ from traditional financial institutions?

Tested Research Proposition 2

4 How have structures of corporate governance within the Community Bank
developed? To what extent are these structures in line with the Banks core
values - that which is held to be important to the Bank?

Tested Research Proposition 2

5 To what extent was the formation of the Community Bank and its
management approach a product of South Africa’s cultural heritage and
socio-political struggle? Does the Bank encourage diversity of opinicn or
commonalty! Do you consider this emphasis on diversity / commonalty to be
a strength of weakness?

Tested Research Propositions | and 4
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Is it possible to identify different management approaches within the
Community Bank, for instance between management hierarchies, functions
and disciplines? How do you see these differences in management approach -
or lack thereof - evolving over the next five years?

Tested Research Proposition 1

How would you describe the operating environment of the Community Bank
with reference to the Bank'z employee, and community profile? VWhat impact
has this environment had on the way in which your oreanisation operates and
carries out its business? (Protie for specific examplas)

Tested Research Proposition 2

Have any deep rooted African Leliefs, customs and traditions been
incorporated into the C~mmunity Bank's management style! Has the
Community Bank develcped any of its policies and procedures to
accommodate community management principles? (Probe for specific
examples)? : ' '

Tested Research Propositions 2 and 3

To what extent are employees and the community engaged in the day-to-day
running of the Community Bank? VWhat mechanisms have been put into place
to encourage and facilitate their participation? Have these mechanisms led to
a spiritual and economic empowerment of employees and the community?

Tested Research Proposition 3

What aspects of the Community Bank's management style can be defined as
unique? (Ask for documentary substantiation ie,, a policy or procedure, ask

~ for possible explanations of why certain practices are considered unique)

Tested Research Proposition 3
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11 To what extent does the Community Bank promote the cdlieétw‘e needs of

employees versus their individual needs? ls there any reason for promoting
the one above the other? (examples of group versus individual needs may be
found in the manner in which performiance reviews are conducted, the way

* in which rewards are dlstrlbutad, and way in which employees are recruited
and selected etc.) _

Tested Research Proposition 3

12 How do communication channels between the Bank, its employees and the
commurity differ from those in traditional financial institutions? (examples
may include the way in which meetings are run, the use of storey telimg and
the use of rituals and celebratlons ete.) . ;

Tested Research Pfoposi_tion 3

|3 How does the Community Bank define and measure its success? What are
the primary and secondary considerations in the way in which the Bank sets
out in achieving its goals? Has the incorporation of community coneel:s
contributed or detracted from the Community Bank's measures of success?

Tested Research Proposition 4

14 What advise would you give other organisations attempting to implement
community concepts Into their day-to-day management? is there anythmg
that they should avmd‘-‘

Tested Research Proposition 4
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endix Two

SEMI-STRUCTURED IN-DEPTH INTERVIEWS

The eleven in-depth / semi-structured interview schedules to follow are verbatim
transcriptions of the interviews as recorded on magnetic tape during the months
of August and September 1994. While a primary spell check has been applied the
grammar and diction of the records has not been tapered with, As a consequence
the intervicw schedules might be difficult to read due to bad diction and incomplete
sentences. The interviews are listed in the order in which they were recorded.
Hence, it is possible to tack the learning curve of the interviewer and the
development of second y questions around the primary semi-structured
interview schedule. |

For clarity all questions asked by the interviewer are numbered and presented in
italics. |

INTERVIEW ONE
Respondents Job Title  |Branch Manager
Biographical Date Black, male
Gradiste No
Background Experienced Banker, line management responslbillty

Personal Comments / Reflection
} forgot to ask the respondent about his background, | feel that | was too mechanical in

my interview approach. A possible reason being that | was scared of being side tracked
and deviating from the intent of my research propositions. { lost critical information at
the end of the interview as a result of not paying attention to my tape recorder which
iran out of tape. | lefi the interview feellrg a little bit uncertain as to whether or not |

was on the right tracl.

/. As a first question, can | ask you what does the name Communicy Bank mean to youl

Well, Community Bank, that is owned by the community which it serves. That ownership
can come in various ways, By the community buying shares in the Bank. The other way of
course you want to have 2 Community Bank that focuses on community needs, it is also

that relationship with that community.

2. Whar gave rise to the C’ommﬂnity Bank and its formation, what was its origin and the
need that kicked off the infdativel
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In our discussions about how the Community Bank came about or the concept itsedf, as
even applied in other parts of the world. | think the concept itself is about making credit
accessible to communities. You know, communities, you may ask the question are for
instance the other banks not serving the interests of the community. In communities you
might talk of a millionaire. They are part of the community, $o the question is does not
the millionaire who gets serviced by one of the more formal banks get serviced by the
Community Bank, after all he also forms part of the community. Then it is necessary to
narrowly define community banks, That then means that community banks serve the
interest of people who normally have problems in finding finance because normally we find
the banks or the well established banks have high yield, in terms of profitability. You know
they benefit the middle and high income groups. Normally they do no focus on the lower
end of the market and that is where the Community Bank focuses attention on. But then
that does not mean that you can really say for instance that because they focus on that
market specifically that they do not have a community orientation. The Community Bank
per se has defined the concept as on that small lower income, We have people who have
been marginalised, you know that type of aspect,

3, Why have we had to wait umtil 1994 before we got a2 Community Bank » Why has
nobody picked It up on the concept eatlier?

It is a question of intent because if you look at the building societies their operations for
instance: is not very much different except that banks did not go into the housing market in
a big way. That was always left for the huilding societies. Wow with the ¢hange in market
conditions, with banks going into the former domain of the building societies, you know,
the capital requirements for building societies to remain competitive. The dividing line
between banks and building societies was re-grouped and once legislation prepared, you
know, if building societies continued in that old fashion way they would have eventually
seized up and eventually swallowed up and lost market: share. So the concept is really not
that different. You know except with the Community Bank it can do all sorts of things that
banks cannot do. For instance building societies would not lend money for business, you
know, for small business erterprises. The Community Bank conducts that because that is
still in the domain of banling.

4. 1 beljeve that there Is a Board of Trustees within the Community Bank and that it Is
unique in a sense, how s that structured and how does It work?

Ja, that is in terms of this Community Bank specifically because this one {5 the pioneer of
community banking in South Africa. It ic unique in the sense that you have two arms to the
Bank. You have the arm which concentrates on the providing of banking services and then
you have the education arm. Now normally banks when they establish a branch they do
3o first then they do their marketing afterveards but now with us i is situation where we
first identify what the needs of the community are and if the bank can play a . 5iz, The next
question is to establish whether the communites will accept Community Bank coming into
their area and training. And if that is the case then of course our team go out there and
expi~in the concept of banking. As opposed to the other who do not explain this type of
thing and expect them to know how banking works. VVe are saying that we have this arm
here that teaches people how banking works before we go in there, They are trained how

to use the bank properiy.
5. By engaging the community would they decide where to open tip a new branch?

{t decides where we are going to open branches, Because one other aspsct which by
engaging the community we are lowing the risk In thit market.

L Tt T g
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6 You where saying that Community Banking is not novel to South Africa, Ihear that in
India they have a similar concept as they have in the United States.

Yes the Grameen Bank in India. The idex in this country about community banking was
made by Bob Tucker ex-Chief Executive Officer of the Perm Building Society and he then
roped in the well known clvic association personnel togather. They had this idea and made
it operationally possible.

7. Could you tell me about some of the other people who got involved in the impetus to
get the Bank off the ground?

‘We have Dr Ellen Khuzwayo she is an ex-member of the Urban Foundation, she is very

well known community worker. We also have Ishmail Khabela.

3 l..ou!a’ you tell me abour how they got involved with the drive with Bob Tucker in
getting the bank up and running?

| think, ook my wistory about what role that they played is limited but | know that the
driving force, the people that drove this idea, was really Bob Tucker and Archie Hurst.
Once it became feaslble the banks seconded people to support it. Archie Hurst was
consulted and did most of the spade work to ensure that feasibility studies where carr:ed
out and that the concept could worlk. So there was this expertise,

9, There is a bie of confusion in my mind to hear about the PWYV Community Bank and the
Community bank are thev one and the same?

No they are not one and the same the PWV | think that is the type of bank Tokyo
Sexcwale is talking about. That relates to the financing of housing, The simifarity in names
may be a mistake for a bank that does mainly the ﬂnan\.mg of houses, That Is what the
FWY is talking about, Their calling it 2 Community Bank is perhaps a lack of the right
word to describe that bank., Community is something that is being banded about and they
then just came in and just started using the word. Now they are using it more jn a
descriptive sense whereas this Community Bank is a name already given to the Community
Bank as it exists now. But if you where to describe the functions that it would be carrying
out then it would be the Community Bank, the Community Bank. The PWV bank uses the
word in a descriptive sense of the type of bank it is to focus on, the needs of the
community. Not as an enemy.

10. | belicve thar you have a branch out in Bencni, why Benoni, how was the venue
sefected?

One 1 think a feasibility survey was done in Benoni and number two it so happened there
was this area Tamboville which proved to be a suitable ground area because why tiere
where already established communities there who would benefit immediately. And those
communities had a social fibre in the sense that they had organisations that where very
much feasible. Like you had Tamboville Civic Association, the Wattville Residents
Assaciation. And for instance if you go Into Wattville whilst it is an informal settlement it
is very much advanced. So it is easy really to establish there. And also people in that area
where very mich receptive to that, to the idea. They were able to comment that they
would benefit from it so they could help develop this Community Bank.

/1. How a’oes she Community Bank differ from say traditional banks as we know them?
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It has got to be more. We are actually 2 mutual bank. In that sense it means that there is

. relaticnship between the bank and its client or members, | think that the other thing is

that it differs from the other banks, you know, it is focused on providing housing to low
income groups. Now when one starts talking about low income groups, we are focusing
on what we call un-bankable communities, That is what we are focusirrg on. | me.n we are
saying that we will be in a position to provide finance for twenty houses in an area which is
full of shacks. They would however say wait that is not our area, That is the first
difference. The second difference is the establishing of an outlet. It involves the
community. Which means at the end of the day you are going to have members of a

- covimunity being voted who are members of e Bank, | mean, being voted into our Board

of Directors. As part of the Board of Directors they will then be responsible for the
runting, | mean not the management but the broader objectives of how the particular
ou’let is to run and decisions regarding credit in that area. They will be involved, you
know, in having an input in the running of the branch or outlet in that particular
community. The second and the most important difference with the other banks is that
they just have a Board of Directors, They are not however focalised. They are at Head
Office. S0 with us the communities are involved and they are consulted in the whole
process whether it is in lending or not lending in a particular area. The Community Bank
by having people, 2 Local Board of Directors, whatever changes regarding the lendiag
operations of the Bank they will be consulted which therefore means that the community

actively participates.

/2, In terms of stokvels and other organisations like that did you borrow any concepts
from them in the way in which you go about your business?

| think that the ideas of stokvels really was one of those ideas generated about whether
people could save and how they could save, The concept of stokvels as it existed has been
there for years and it has been a very important savings scheme especially in the black
comeunities, | must say for Instance that it is not the exclusive right and domaln of black
communities. 1 “now for Instance that some whites and coloureds have that type of thing.
You know in different communities it is called different things, That concept was also built
into the idea of the Community Bank, For instance in terms of drawing up products that
stokvels, you know, will be used for savings in communities. information from stokvels and
hew they operate clearly plays an Important part in identifying what our members are
prepared do in saving,

13. You mentloned earlier on that the element of risk in the credit lending in the
Community Bank is different to that of traditional banks, how do you determine the credie
worthiness of your clfents to make sure that the money that you lend out is repaid?

We first of all have to clarify the point that we still have to stick to accepted credit norms.
But the market which we are serving has very little to offer in terms of security. So an
innovative way in dealing with the aspect of security had to be found and by growing the
comrmunities group process, we say that if one person defaults, we could use peer group
pressure for instance or community pressure to say make up for your loan because if you
do not it means that this community is going to suffer. It is not geoing to have actess to
credit. So it is hoped that we can use that process to lower the credit risk. It is going to
werk, it is going to work, this is new waters that we are testing. At the end of two, three,
four or five years it will be interesting to see whether that in fact works. If you draw from
experiences of community tanks in Indla or Canada or some credit associations and the
World Bank in Kenya for instance it seems to have worked, Obviously you cannot
transpose conditions in England and South Africa and hope to get the same resuits.
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14, If we where to talk and lock at your whole management structure, r't is :‘nreresrfr;g you
have got your Foundation, a Localised Board of Directors and the Banking arm, is there
any thing élse in that fine of interest that sets you apart from traditional banks?

For instance if you look at our banking structures we have, where should | kick off? We
have a management structure that is transparent where it is not a top / down approach. |
would not call it 2 bottom / up approach which means that everything is initiated from the
bottom. But where decisions are taken or where decisions are made is where everybody
gets involved, You do not want one to feel threatened to speak their mind. Normally in
other institutions you either have 2 bottom up or top down approach but having
emphasis on the top / down approach. You get participative management or what you call
it. But people will say we are talking about the concept of participation but the
participative with the ideas generating from the top. At the end of the day it is not so
mich what is felt what needs to be done from the bottom / up. Whereas here it is. We
can throw an idea around if it is found to be feasible it can be implemented. If it is not
found feasible it will not be implemented. I fs still the right of management to make z final
decision otherwise we would forever be in consultation.

15, How do you define the hard .ciables that are the exclusive domain of the people at
the top and the soft variable of your business wﬁfcfr are more open to participative
decision making?

Um, lock we have not really sat down and discussed it. From Archie’s style of management
‘it is apparent for instance that the strategic decisions will have to be left to management.
People can have an input and make suggestions for instance. Systems and financial decisions
will have to be the domain of management Not everybody has the expertise to make
those type of decislons in terms of how to run a bank. Those things are left to people who
are specialists and who are good in those functions who have a number of years
experience, Straregic decisions ! think and the viability of something will have to laft up to
management,

16. Coming into the Community Bank for the first time and in my introduction to Archie
! asked why the colour blue in the Community Banks corporate logo and how was it
decided upon, could tell me a little bit about the process behind that decision?

They had the five colours of the flag and just said lets go for the biue and yellow. People
where consulted. | think that Personnel or something like that must have played around
the colour and would have gone through a process of consultation. It was then decided
upen with the assistance of outsiders, That was when the colour blue was identified, if you
had gone to other institutions the top guys would have said this colour whether or riot

they would have had the expertise. The clerks wiere having their views asked about it |
joined the bank when that process was under wiay. The same process happens in the
purchase of furniture for instance, staff get involved there. The material, the colour

everything.

17. If you do not mind | would like to re-track and go over my list of questions that |
would like to ask you so that | can keep a focus, Could you tell me whether the formation
of the Community Bank and its management approach Is a product of South Africa’, dual
cultural heritage and socio-political struggle!

Well, | think to a great extent, Just from my personal views and observations the way that
t perceive things. You have on the one hand the so called liberation movement, people
preaching transparency. That people need to be consulted. This process needs to be
transparent that is one thing and then you have for instance the traditional way of doing
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things which needs to be brought in away in order to try and control and balance the act
which to me is also a good thing. Because why if you imagine if you hud a situation where
everybody lets say said lets be transparent, lets be transparent. That in itself would begin
to, you know, erode control secvors in that and you will end up with a situation where
you will be endlessly be talking and consulting without results, In the traditional way whilst
you are talking you are moving to, you know, a position. Those two schools of thought
where able to produce what we have today in terms of the culture of the Community
Bank. Because you cannot to my mind do away with certain things that are in existence. It
is good that we talk but we need to control the process and at times say fine and stop the
talking in order to reach results. Even with that [ am sure that people will be talking 1o
each other, You should look at what happened with the formation of the JMC-
Johannesburg Metropolitan Chamber - in Joburg last week and you read what happens.
You can see clearly the infuence of guys within the Council who will say okay guys we
have been talking but time is moving ahead and we are under achieving so Jets coma to a
situation where we make a decislon.

18. Obviously there are community structures in the areas where you plan to open your

branches and that things are politicised to a poin, has that effected the way In which you

set up at all! For instance did you have to ge and consult with Civic Associations at all to
get their acceptance before establishing a branch?

Haow is that?
19, How did it effect the way in which you structured yourselves?

i came here in April and already certain plans were filed with regard to opening branches
and | can only talk about what | have seen when | came to the Cormmunity Bank up to
now. | think in the first place decisions where based on what the community was
expecting. That was most. probably when market research was done in certain areas to see
whether peopis wanted a bank there. That is how we go into 4 particular community. The
Joburg branch and the setring up of the Joburg branch. For along time people where talking
about establishing a branch where there was a comimunity with a strong sacial fibre. And it
was not possible to find that type of community drive not that it did not exist. It probably
does exist but it is not very visible, It is very weak in terms of organisations and the end
result was where do you eventuaily have your branches. We have one in Hiflbrow, we
have one in the Joburg centre itsalf. And that delayed the final decision about whether we
should have a branch in joburg and eventually they came up that we are going to have
Joburg here. it is not going to be community driven. Now we nave broken from first
establishing a links around a certain community and establishing a branch there. This
branch will act as a source of assessing communities around it and then we can begin to
identify who the communities in these arsas.

20, Do you see communities themselves coming forward and saying we want a branch out
here where we are? Would you then go out there and assess the feasibility of the request?

It Is interesting we get calls from Durban and all other and they would say come here we
have a strong communities, we need a bank here. For Instance people say why are you
opening a branch in Butterworth? Butterworth is small compared to such and such. And
those type of questions came up.

21, In terms of the Sanks management style do you encourage diversity of opinion or
commonality of values?
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1 will give you my personal view, ones has got to have diversity because | personally believe
that in this country we will have to move away as time goes on from managing people
who, you know, have been disadvantaged and in bringing them into the mainstream of the
economy. As we go into the workplace, as we develop as a society we will find that we
have to manage diversity where colour does not play a part. Where you start to see
people as people as people with different values with different cultures, That will be the
challenge for us in this country.

22. In terms of operating enviropment you have fust described has this had an impace on
the type of person that you employ and the way in which you do thingst

Ja, | think that it has but, you know, it is difficult really to quantify it pmperly The impuct
at the moment because we have not been operating for a long tme but it has had an
impact. We have just opened up our Beponi and Johannesburg branches and other
branches will be coming up. | think from that one can see the impact that having had
those type of staff. But it may be different from cne area to another, For instance we need
to ask ourselves what type of staff do we nead to employ in the different areas that has
© emerged,

23. You mentioned earlier on that the community might well decide upon the employees
working there , what role does the Local board of Directors in the recruitment and
. selection of seafff

What | said is not in terms of the type of staff that we employ there. Ultimately the
responsibility to employ staff remains the with senior management and of course
specialists in that field. Lets make an example assuming that. the community would not
really be in favour of a particuiar branch manager. | think that those communities would be
in a position to have an input in saying that we are not getting on well with him and then
specialists in those functions like human resources will then find out what the problem is.
Why they cannot work with the branch manager or staff there. If it maybe means that the
wrong profile of staff was employed then that causes a problem and they will have to take
a corrective action. But we declde who has to employ people at the outlet level, It remains
a function of management otherwise &t could become a situation where it would become
impossible to have staff members because those staff members must be employed by the
local communities because all sorts of things might come up.

24, Have any deep rooted Afflcan beliefs, customs and traditions been incorporated in the
way in which you go about your business and how the community bank eperates?

WWhat kind of?
25, Aﬁ'ican.be!fe:&, customs, traditions.

{ think that the only type of tradition that has been incorporated in terms of how we
operate really is a question of friendliness in communities, you know, how to relate to
people in terms of being friendly, courteous, respectful. those are the only things. Overall
at the end of the day we must not forget that even a traditional person with a well
developed deep rooted culture stills expects a service. Whiist we have respect in terms
of tatking to people, not hurrying them up, you must still provide them with a high level of
service,

26. Does that embrace the concept of Ubuneu?
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Yes it does operate in terms of that. How far it goes we do not know as we have not
been in the market for a long time. But if you take the whole concept and attempt to try
and apply it vigorously whether it will be successful or not | do not know. | know that if |
go into a bank, whilst | want to meet friendly staff, communicate and relate with them
too | still want service.

27, Has the Community Bank developed any systems or procedures around these be.{re&
or traditions?

| do not think that we have a specific guideline but | think that is the culture that is
beginning to emerge and | think that it will also take a couple of years before we can start
having something by it. At the end of the day it is 2 melting pot of different cultitres, | hope
that this is not a racist point of view. it is many different colours, One of the things that
we are saying is that eventually we will have programmes that will be developed in Sotho
or whatever languages of the people that we serve. So the challenge is to sit down and
write a programme that delivers to the market in a particular region in a language which is
predominant in that particular region. That will be testing.

28. | was thinking in terms of recruitment techniques and appraisal systems is that pser
driven?

It will have to be definitely performance refated. | do not know about peer préssﬁre.

Once you have peer pressure, peer pressure can be good or bad, If | happeri to be liked

then | can rock the boat. { can stand up 1o management. That does not translate into
performanca _

29, The way In which you go about recrulting people, do you put out a notice, do

emplcyees bring forward suggestions?

Form what | have seen they have used the more traditional process of advertising. Maybe
the guys who are involved in the process will tell you more about that, But what | have
seen is more typical of recruitment advertising.

30. In terms of any ovher human resource systems and procedures Is tbere any difference
to that found in more traditional organisations?

We really have not have any grievance or disciplinary procedures and things like that
which | know of. They are most probably being developed. Bur | have not heard of anyone
being disciplined maybe because there has not been a need for that, { do not know, 1 am
not aware of that.

3/, In terms of your day to day engigement with people in the community, what lkind of
forums and decisions would they get involved in?

For instance we have meetings with representatives of certain communities where they
come in and we ask them what type of products they want and how are we going to be in
a position to help them. They say they want housing loans and we say fine where in
Orange Farm, Natal? But only after a process of saving will you get 2 loan. We have been
vary transparent because some people ask what procedures are being following. So we
will be able to deal with that and say fine this the way we will deal with that. [n terms of
that the plan is evolving. Things change, | mean we have a lot of practicai experience,
Things will change but communities can rely on us to come and advice them on our
product and how the bank operates. We are very willing to do that. Normally | do not
kriow of any other bank that is willing to go out and advice communities about their
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products or commit themselves, We will not be red lining, Not that it exists in any defined
way. They would ask would you lend in this area and thac area to buy a house! We would
have to say yes up front as opposed to traditionat banks if you ask them whether they will
lend money. They answer might be we do not lend in that area but maybe i you made him
a proposal he tright say otherwise.

32. What about mechanisms in the Bank to encourage people to come forward with

suggestions within the Bank?

‘It is a key role of tie Foundation. We have various workshops in which people are

encouraged to dsk questions, they are encouraged, they can always phone and request
information or if they want to have an input. | remember when we opened Benoni one the
people from the Foundation side said that people are happy with the customs of the bank.
They will be structures available to them to give their opinion.

33 In terms of the Localised Board of Directors, would there be an equal representation
of Community Bank people and community people?

No. The bank manager will work In conjunction with them in the development of maybe
the placing of faciiitfes, you know, the granting of loans, getting info from them and
conveying that to Head Office for possible policy making, That is about all. Well at the end
of the day they will not have the powers to dictate to the outlet or to the bank manager
as to what he can do. They can only make recommendations that can be forwarded to
Head Office or wherever final decisions. They do not have the expertise in the first place
for instance they cannot make decisions for the granting of credit. Buc if they have

concerns they will be able to raise them up with the normal structures that have been

arranged for them to raise their concerns.

34, Are there any other aspects of the management style of the Community Bank that you
see as bsing unique!

We have participation at all levels | think that is one that we talked about it a little bit
eartier. Something else besides the fact thdat we have participation at all levels which is
neither top down, or bottom up.

25, So an open and free system?
la

36. To what extent does the Community Bank promote collective as opposed to the
individual needs of its employees?

Um, look my view is that there will be certzin aspects that will be driven by financial needs
but there will definitely be have to be some aspects which are going to determined by
management on what is best in terms of their expertise. Otherwise if you have things that
are already heen driven by collective needs | do not think that could work in all cases. 1
mean if you talk about social clubs for the Community Bank and fringe benefits may be
that way collective needs will be met. But if you tallk for instance about what operational
responsibilitles, financial strategy issues these cannot be made on a collective neads basis
while the experts in their fields think that it is meant for them.

37. In terms of communication channels within the Community Bank do they do they
differ at alf from communication channels in other banks? For Instance the way In which
your meeting are run, and the medfum used to get your marketing message across.
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Again we cannot chinge communication. To me communication is one where it is two
way. Feedback or talk where sormeons responds to this instead of, you know, something
that is being relayed to him or her. Typically they are engaged in a dialogue 2s opposed to
a communication, 1 doubt that you will find that in  all institutions, you talk about
information obviously but you attempt to filter something from up and about | mean you
cannot really reinvent communication.

38. Um do you make use of storey telling as opposed to reljance on pokcfes and
procedures? Do you promote thae at 217

| have not come across that at ali but we this comic which was for the launch | do not
know how to classify that, you know, whether it is story telling or not. It was a comic in
which people discuss what they hear about the Community Bank. ! do not know whether
you can chissify that as storey telling.

39, I sound interesting, you are obviously engaging people in 2 different way, It no doubt
says more than me writing out a memo and sending It off to everyone. The com!.:' sounds
Interesting.

it is directed and targeted 4t our end users, May be in that sense if you talk about end
users but if you are talking about my staff members we rely on normal cirrularly
structured meatings,

40. They talk about within Afrlcan traditions about the imporaance of riguals and
celebrations do you promote these Ideas at allf

In the Community Bank we have that, what do you call it, local entertainment. | mean in
African culture, | do not know if it is the same in white culture, but | bet it -happens, it is
sought of how do you do it. § mean for instance when you go to the opening of a store
there could be balloons and speeches and some kind of entertainment. A choir coming in
to sing may be sing in between the different speeches. The normal conferences have
speaches, music and cocktails. What is the difference there?

41, Christmas is coming up soon do you have any special arrangements for that?
We are going to have something for staff all together. |

42, That sounds very tradjtional would you consider something more radical like the
slaughtering of a beast which would have some a deeper symbolic meaning?

| do not think that we can go that far, Lets put it this way may be in certain outlets
perhaps the Community Barnlk has done every well and it calls for a celebration. It really
fies with the outlet the way it celebrates and it should reflect the values and the culture of
that outlet, if it is a predominately African community it might be possible to do that. But
for instance say in Joburg we want to celebrate we have a melting pot of ail races. Not one
single culture or tradition. it will be slightly different.

43. How does the Community Bank measure fts success?

That is a very nice interesting question? There is only. way really that you can measure
yourself with. That is how profitable you are. That is number one. And how have you used
your profits to render more servire giving more people access to banking to satisfy their
needs whether it is in terms of finanre, credit or finance for owning houses, or for




Appendix 2 Page 147

business. | say that it has got to be profit because if you cannot make your profit then you
will not have the money to lend more peaple, you know, aspirant business people. The
only difference how are we going to apply the profits because how many houses you are
able to finance is a function of how profitable you are. If you are not profitable how can
you finance these things. You cannot finance without bemg proftable That is the only way

| know. -

44, With that profie is it all ploughed back into the community!

The concept that is being talked about at the moment is not to make shareholders rich,

. Sure shareholders heed a return for their money so they get interest depending on their

shars certificate. You can call it a dividend if you want to. So that is part of thelr interest,
call it anything you want, Then the other aspect of course is that the mouney that the
Community Bapk would have made will have to be one for, you know, for the
Community Bank to sustain itself, Two, you know, if we can then sustzin ourselves we can
offer facilities - credit to more people. And three part of the money lets say for instance
in the outlet in Wartville or wherever may have made such profits whereby part of that
money can-be used for building of a school. Clinic or something like that. So if a
community ocutlet does well profits vili be ploughed back into that community.

45. We have touched very briefly on it earlier on, we had mentioned the whole thing
about community based projects do you see that as bethg an important focus about your
business?

Ja, | think that it is, it is part and parcel of the business. The reason why [ say so is that
because in the past institutions of the corporate world they would not say fine where
does our profit emanat2 from. We would try and use this prefit from the community in
the community. They would normally have their community affairs manager or whoever das
part of their social responsibility decide where they have to make grants or donations to
a particular community, The fact that profits could of been made in Soweto does not really
matter, Maybe using a mixed basis or tinkering that to the broader objectivez of the
organisation, :

46. In terms of community values have these contriduted or detracted from the success of
the Community Bank?

Well, we cannot really talk about success at the moment, We are in a formative stage. So
we have never said that we can talk about it. Yes we can talk about the idea and the
concept. Now comes the question of profits which will come perhaps after one year when -
we will be able to say fine this Is where we where and this is where we are now, how have
we managed, how many people have we helped to start 2 business. We are talking about
measurable success. At the moment the only success that we can talk about is that yes we
have money, we have got branches, they have been formed but have not financed houses
yet,

47. As a last question what advice you give other organisations or companies trying to
emulate what you have done in terms of introducing cornmuniiy management principles
into the way in which they go about their business?

Look | would say that what we have done has proved, you know, that it can work. As far
as saying that it is going to be the same is one bit of advice that | would give. You know
thing change. You need to decide on a strategy according to the needs of people at a
particular time. What | would say for instance with the bankers with regard to

un-bankable communities Is that what they have to change is how they desngn programmes
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to meet certain aspects of the needs of the un-banked. In other words the products must
be designed to the needs of certain mark«. . Because {f you have a product you will always
find that product cannot be suitable to all types of markets. They do not talk about
emerging markets. Some people talk of un-bankable communities. So if you have a
situation and define th.e market or how you see the market dictated to by the needs of
the market, you know, the way it wants to strata. Even amongst the low income groups
you will find differences in needs. You might go to a certain area where the average
income is say one thous~  1nds and below and your delivery must be Jesigned in a way
which will suit that markes. gut now say you have a another low income group where the
average income is two thousand five hundred. Thejr needs will be different to the needs of
the group where the average income was lower. Therefore the products which we have
to suit those different needs. My advice would therefore be that institutions must, you
know, determine or design products suitable for these particular areas instead of having
products which they think will work in all areas. | do not think that can work. We need to

.move a way form the concept that if products worked in Benoni that they will have a

wider application,

48 What advice you give other organisations trying to emulate your success In torms of
things that they should do dn?"erently Is their anything that they need to be cautious about
or avoid? :

As 1 said it all depends on what income group the community falls into. To answer yoir
question say you have a situation where you have a white person earning two thousand
rands per month then yoi: have a black nerson eaming two thousand rands per month
their needs are not exactly the same because of historical reasons because the one might
have access to financial facilities. The other one also because of historical reasons might
not have access. Furthermore they both come from different communities. Now you can
not if you have a product, lets say housing, M v you do not have an informal satdement in
white areas so now can you now start a hou. g loan facility in the same way that you have
designed for black communities. Definitely not so what | am saying is that the money that |
will give to say a person that wants to do things is not to say that the Community Bank
differs suc~=ssfully but to say that it identifies a certain segment of the market and to
miake sure that their research regarding products is paid out to meet the needs of those
people, What [ am saying take for instance, start in identifying those communities, involve
those communities, in the proces: of making decisions, in the process of deciding what is
good for them, as opposed to 4 market survey that says this is their needs. Yoy must
involve those communities in that particular situation

49, Is there anything that other companies should avoid?

| arn going to give you my personal view., My personal view is simply that ........ Recorder
ran out of tape, Information lost.

INTERVIEW TWO

lRespondents Job Title  {Marketing Manager

IBiographical Data Black, male

Graduate _ Yes
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IBackground Business / product development speclaiist; counselling and
' training entrepreneurs, youthful and dynarmc in approach.

)Personal Comments / Reflection ;

While § remembered to ask the incumbent about his background | failed to record his
ireply on magnetic tape, | nonethe'ess made hand written notes to verify the information
contained in the summary box above. 1 think that this was one of my better interviews.
The respondent came across as young and dynamic. 1 left the interview with a heightened
understanding about the Community Bank which was to stand me in good stead for the
interviews o follow. At this stage of my research | felt pleased that | had persevered with|
my original line of questioning, Instinctively | knew 1 was on the right track. The answers
gwen supported my research propositions.

. What does the name Cormmunity Bank mean to you?

The name actually you know carries a message, Something like the institution is not just in
existence, existing fer the sake of it, it exists for the community. We are registered as the
Community Bank. So it is kind of generic in the sense that it really addresses our target «
the community.

2 What about the PWV Community Bank, are other companies latching onto to the
natfon?

Yes that i~ the genaric aspect that | was talking about. We are legally registered so nobody
else should be allowed to use it, They cannot use the combination Community Bank.

3. What does the name conjure up in you, do you identily closely with the name?

D yes defin.zely, it is my bank, this Is my bank. | am the community and we hope that even
the peopie out there will share the same. In fact they told us so in many ways, Yes, this is
the insti.don, We Initlally played around with the name Peoples Bank before settiing on
the name Comm unity Bank.

4, In terms of your logo, what does it mean to you, the colours do not look very African?

Well, those are soft colours and there is & blue and yellow. The yellow being like a sort of
sun. | say maybe an awakening to a service, a market that has not been looked after. |
would say it carries that symbolism.

5. That s a nice way of putting it In your opinion vhat gave rise to the formation of the
Cormmunity Bank?

1 would say Cas and Bobby some thres years ago realised that traditional institutions could
not cater for certain markets because of the amount of work involved in trying to cater
for that market. We are talking about iower income people, Banks are traditionally set up
for profit. Profit being the overriding factor and you do not want to spend a lot of time on
small accounts. People lust coming in to take cut moneys and really those institutions are
conservative and not being in touch with realities of the paople so | would say amorgst
other things the short comings of traditional institutions were realised and drove the idea
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behind the Community Bank. They had to find ways of servicing this market. Discussions -
and research led to where we are and really everything was pointing in the right direction.
There is 2 need, a very huge need, that can be addressed in that market.

6. What would you say the purpose of the Communizy Bank is?

Weil there are three things that we are looking at which we are trying to service, The
purpose is really to bring services to those communities that for whatever reason, you
know, have not had their needs satisfied by the existing institutions. So in a nutshell |
would say we have mayhe three groups of people. Some have accounts with existing
institutions but they cannot access credit, you know, because ! mean It was law until a
couple of months ago that blacks could not own property. The irony being that you then
go to an institution for finance and they say fine put up collateral, | mean | was never
allowed to own property so where was | supposed to get colfateral. So we do recognise
that, Then there is another group of people that would like to have banking services in
their location, in nearby surroundings and you have peopie who have st not been using
banks for reasons best know to them. So i would say the Community Bank addresses
these three targets and not only brings credit but a holistic financing arrangement, bring
banking services to those people. In order to build capacity, as you would appreciate, we

© set up as two divisions, The Banking division and the Foundation where a lot of work

shopping, consulting is takir, place to sell the concept. They go and really start the
process and find out if people have the need for them to come into their area. You know
we do not just move into their areas we find out first if people have those needs.

7. In terms of the Foundition does the community appoint them?

The structure In the Foundation you have the manager and the senjor trainers. They
recruit their own people. They have certain needs. Their recruitment will be different to
the Banks, The Bank is looking for people who have experience in banking. From the
Foundation side you will find that they need someone who knows about organising, who is
from the community structures, So they do their own recruitment and the Human
Resources Manager from the Bank Is involved in the process.

8 In terms of Cas Coovadia and Bob Tucker whit happened to them since the
Community Bank is now up and running?

Bob is no longer vdth the Community Bank. He has moved onto other Initiatives with
Standard Bank. Cas is the Chief Executive Officer of the Bank, the whole Bank both the
Foundation and the Banking division. He is really the man on the top.

8. Is there anything about his personality that drive this initiative?

Well, | would say he has been involved in lot of community work. He has been
inserumental In lot of things like Actstop, for people in the inner city to ensura that they
get a fair deal from their landowners. He was involved with Pageview as well for the
people. He is a well known person.

10, Tell me about the Trustees, they are a different body altogether?

You have the Board of Trustees who actually drive the Bank and drive policies. The Board
of Trustees comprises people from various backgrounds. You have people that are from a
corporate environment. You have people that are from commurity organisations, form
civics and from all those types of arrangements, Sought, of a good mix of people. | would
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say that what is also interesting about this Community Bank is that you have pecple who
are really of diverse backgrounds who make up this organisation.

1. A-palitical?

Yes a-poiitical. | mean people in their individual capacities belong to whoever they wish. As
the Community Banl is a neutral body with no Izanings this is just a Bank for communities
wherever we go It does not become that the Banks talks to a certain structure as opposed
to another. You talk to the whole community, whether they are IFP, ANC whoever, They
all want banking services, . :

{Z. How would you say the Community Bank differs from traditional financial institutions?

| say point one there is no institution to my knowledge that is scructured the way we are
where you have capacity building on this side you have a division that is banking on the
othier side. That is two bodies. We are a hybrid you know of a bank. We are sort of in the
middle. We are not just banking or just 2 developmental organisation. So we are providing
financial services with developmental backup. If you get what | mean. One thing is the way
we go about establishing 2 branch Is very different to traditional institutions which identify
a location and do their research. if the numbers are there they Lut in a structure and that
is its. We consult with communities a lot of consulting, seemingly it pays out. You know
we have at least one operation running and we are looking whether our consultation is
what has drawn people into the bank or vis versa. After now we think yes that is what has
been happening. People that mostly open accounts are coming from the workshops that
we have conducted with them and also | think you know that whilst In certain instances
we will require things like collateral and what not we are cognisant of what the needs of
the area in which we will be working, To recognise that people have problems or what
not and we have to be creative in trying to be helpful to those people and we should not
just have a sheet there and do points scoring. We hava to be creative and to be helpful to
those people. So we will operate differently along those lines.

13. Considering that the Community Bank cannot count bn collateral and establlshed
credit worthiness guidelines, do you rely on community pressure to ensure the repayment
of loans?

Yes community pressure you know at outlet level, people form their own Boards of
Directors and all those sort of things and people always know where you work, 1 would
not say work but you make them conscious that the funds that they borrow are the funds
of the community because each community will be able to access as much credit as it can
mobilise savings so we can leverage those savings. If they put up one million that enables
the Community Bank to go out to the market to obwin say another two miliion. So that
we can lend to more people. 5o If John Doe in ohe community is not returning his fifty
thousand rand that he has borrowed he is doing the community down. People have that
cultura of peer pressurs you must contribute. What we want to emphasis to these
comrmunities is the importance of savings mabilisation. People cannot borrow what they
do not have. So they need to understand that. There is a lot of education that has ta take
place, even as we open it has to be continuous. That peer pressura is going to do us a lot
of good, Just community pressure. .

14, Does the solidarity principle of ubuntu have anything to do with it
As | mentioned to you when we go to communities where there are groups there is credit

worthiness for individuals. So you get into a group because you trust the other people and
because they trust you as well. They put up the groups savings for collateral, So there is
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that element of ubuntu right there. We talk of Housing Asscciations now, they are our
target, we want people to build for each other. That is ubuntu at its best because we build -
for you and wait. until you pay off and then we will build for the next man. It is Ubunty at
its best.

15. How have structures of corporate governance evolved in the Community Bank. Did

Yot structure the Bank and then approach the community and say this Is the way we can

serve you or did you first approach the community and thereafter structure the bank!

There was consultation first, although 1 was not involved in the process, | would say
someone identifled a certain need in the community that people have not been having
certain needs met by traditional financial institutions so at that point they started talking to
people and tried to identify their needs. So | would say the Community Bank really came
after those needs where identified, |t was demand driven. There is a demand, The biggest
one being the need to bulld homes. That is what is driving the Community Bank.

16, In terms of the Local Boards of Directors, what say do they have in the day-to-day
running of the Community Bank?

They influence operations, There are things like people wanting to get ‘cans, Somebody
will be involved in issuing of loans and there is the issue of nepotism. Ther2 have to be
checks and balances, The behaviour of staff, People on the Beoard, if one meniber of the
Bank complains that they did not get the right treatment they can complain to that Board,
That Board can stralghten up things, you know, talk to manag: mient but what they cannot
do 15 hire or fire anyone. They can just complain. So | would say they influence the
day-to-day running of the Bank and also | am sure if there becomes the need they can look
at the books of that particular outlet,

{7, $o they are there to ensure transparency?

There is transparency, that Is correct. At the same time they know that they cannot go
around talking about peoples affairs. They have a fiduciary responsibility. This is a kind of
client / attorney relationship.

18, To what extent was the formation of the Community Bank a product of South Aﬂrfm 5
dual cultural heritage and socio-political struggle?

Well, 1 would say [ mentioned something about black people not being allowed to own any
properties. So most of the problems [n the communities stem from that not having the
right colfateral. | mean apartheid by its nature said black people shouid not get amongst
other things education so there were no people around to educate people about banking,
especially in the communities that we deal with. So | would say that facilities were never
really provided for so you begin to see that people where in this position because of the
system, We have to correct that. We were not allowed to buy houses, We did not even
know about government subsidies that we qualified or how to apply for them. So really
the politics has a whole lot to do with the work that we now need to do to clean up.

19, Does the Community Bank encaurage diversity of opinion or does the bank leok for
commonality?

We are so diverse, we accept and encourage the diversity that we have.

20, Is this considered a strength or a weskness?
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{ would say it is a strength because we come form various backgrounds with what | would
say is 2 lot of different skills that we can really use pezitively here to benefit this Bank. | do
not see it as a weakness per say. There could be a down side in that in the consultation
process we have such diverse things ta bring into a meeting | mean how | come to an
agreement. But it has not been a problem so far. In fact we have been domg very well

taking into account where we corne from.

21. Within the Community Bank itself are there are different management approaches say

. between diﬂ"emnt marnagement levels and across functlons and disciplines?

Well, we are trying with time to have as flat a structure as possible. For now we have a
hierarchy top / down arrangement but management has encouraged that cross talk and the
up / down down / up type of communication. We have open lines of communication. We
are trying to stay away from rigid structures of the past or ke that of other companies
where you find a lot of bureaucracy. We are trying to do away with a lot of that because

~ what is important in this market is speed of delivery. We cannot afford to be bureaucratic

about a lot of things. Speed of delivery Is one of the critical success factors. We have to be
able to communicate quickly. _

22, How do you see things changing over the next five years?

| see us becoming a bigger family. We have targets that we have set ourselves and | am
sure there is going to be long hours, It is not going to be easy because we have a target of
1.5. billion In assets and looking at a staff complement of fifteen hundred. So | would say
that we are looking at a flat structure. We want more accounts.

23, In terms of the way the Community Bank is set up is it possible to identify areas of
your management style that are more Eurocentric as opposed to Afrocentric and vis
versal

Lets look at o.n* product line for instance, | would say that most of the products that are
there are close to what other institutions have with one or more slight changes to address
our market. We have a fixed deposit or lets say investment accounts, we have loan
accounts, whether that is Eurocentric or not | cannot: say. But our delivery (s different as |
was saying we are targeting groups schemes such as Mushisowazi or Mogioneswazi what
we call them, People give them different names, then | would say that is African,

24, Fow would you describe the Community Banks cperating environment?

Cdnsidering‘ the fact that the bank services marginalised communities, low income, or
should { say previously disadvantaged.

25, Has this operating environment had an effect on the employee profile of the bank!

Employee, as | say at the Foundation and the Banking division there is a difference, On e
Banking side you would find people that come from traditional institutions so there is
some unlearning to do in the sense that when people join they go through an inductlon
procass where they benefit from the development aspects that communities need. So they
begin to get a feel okay of how we can be helpful and, what not, then you have pecple on
the Foundatic-: side who work daily or most of the time with communities be it around
civic things or political or whatever at least they are closer to the target.

26. In terms of the Local Board of Directors, do they have a say in who willl be employed
at that Branch?
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No not really. What we target if we open an outlet, we will employ people from that
tommunity and of course the process has to be the right one after all we are running a
business at the end of the day so you have to get the right people in terms of the right
qualifications and who can carry out their daily duties. The Local Board of Directors there
cannot do two things, they cannot hire and thay capnot fire. They can only make
recommendations. The bank has to make its own dems:ons as to who it hires in those
communities, : :

27. Presuming that a lot of the Community banks customers are ﬂktemte, do you make
any special provisions for that?

Yes indeed, | would say a plus or a strength of our is that people behind the counter can
speak at least one African language and in the induction that they undergo they are taught
or tald this is the market that we are dealing in so they must understand the needs of the
market, | do not even perceive it to be an extra mile. It is just recognition that we may get
someone who is ifliterate who cannot write their names but they still want the services, So
that education process is on going, We are trying to demystify banking. A lot of people do
not put their money in a bank account because they walk in there and no one has time to
speak with them either they do not understand English and may be they cannot even write
their names. We want our people to be more sensutive.

28. | befieve that when the Benoni branch was apened you fssued a comic stﬁp

A booklet was given out to communities role playing wha* banks do. We have workshops
for those that cannot read. We have someone there explsining to people what this is all
‘about In thelr own language and all that type of thing, Thers is a lot of education that we
are doing. .

29. Has the Community Bank consciously looked for and incorporated African traditions,
customs and beliefs in the way in which you conduct your business?

No, not really, No there are no customs. This is a business and we are trying to satisfy a
need, We are trying to give responsible credit when pecple borrow. They know they must
pay back. So | think it is just something natural, It is not something African or Eurocentric
or whatever to borrow or pay back.

30.  was thinking specifically in terms of the way in which people are recruited, disciplines,
are any of these procedures done differently compared to the procedures in traditional
institutions?

| would say on a normal day when someone walks into the Bank | am sure there will be
something different, The approach of reaching out to these communities entails expending
anergy. The community programmes we run are in the commmunity's own language. in that
way we are African. but at the end of the day we run a business. We are a bank and need
to run efficiently. We bring a service to the community and that has to be a quality service.

21, How are employees and the community engaged in the day to day running of the Bank?

The community are involved, Their mouth piece being the Local Board of Directors. In
this way the community owns the bank. The Local Board of Directors are active and do
have an influence. We are a mutual bank in terms of savings and mobilisation and are trying
to stay away from collateral. We will use collateral in some instance and some instances
not. People are required to put some money with us for sometime, We are talking about




EEEIELI

Appendix 2 Page 155

relationship banking so when we start off you buy your share. The first six months you are
depositing money with us may be withdrawing it at times, So you are building a track
record for yourself. So we are watching that. In six menths time then you pop along and
you knov/ you ‘want a loan for one thousand five hundred or something like that and at
least you are able to go back and say okay this guy has been a good person and look over
six months and say ha has a nice track record witli us and then on that basis you will have
built up a relationship with us. The staff in the Bank know you because yiui have been
coming along and you know we can trust you because it is very important to know this
Bank will be driven by this trust that we want to d -velop with out members or client base.
That trust comes in during that six months. So you are not limited to buy one share. You
can buy as many as you like but on the condition that you are only entitled to one vote no
matter how many shares you have, That way we will not have one big person buying a
whole stack of shares and then you know just running the bank !itera!ly and you know
doing this and that. So you could have a hundred shares or just one,

32 With those shares are dividends declared?

Yes, they are interest bearing, so interest is paid yearly on those shares.

. 33, Profit where does that go, to the Community Bank or the community it serves?

it should be going back to the communites, | rean it can be invested, you knov, there are
only so many shares. They can only redeem them or transfer them to another person. See
the way it works | have talked about a Board of Trustees. Right now the Board of
Trustees is sitting with all the shares so when people buy they are transferred from thaz to
the individuals that are buying s0 come next week and someone wants to sefl them they
come back to the bank and the Trustees will buy back the share or he can transfer them
to someone else,

34, In terms of this you have actively engaged the community and got capacity building off
the ground.

la, it is working very well as we have on-going workshops in the communities all the time
and the people we have, we call them Community Liaison Officers, they are on the
ground. They work and live in those communities. So | have been myself to attend a few
workshops, especially those around product description where people want to know
about the different products. | have done a couple of presentations and have had
discussions and workshops with these people so that is going very well,

35, What other aspects of the Community Banks management style would you a'escnbe as
being unigue?

| would say internally, f mean we, | say top senior management is accessible. Okay we
encourage suggestions, ideas on different issues within the Bank. There are still policies
and things of that nature but overall the structure is not rigid. There is room for people to
bring up suggestions on different issues. | would say the uniqueness also comes in that
management is also prepared to go out into those communities. To meet with pctual
grass root clients, So management Is not this mysterious body and being unknown, Not
like an untouchable, Clients out there can really get to our management. 1 would say it

bodes well for the organisation,

6. To what extent does the Community Bank promote colfective versus the individual
needs of emp.uyees and cllents?




R S A : ) N m
. L. . . - Lo S

. Appendix 2 _ | Page 156

In terms of clients we are targeting individuals and group business. There is a lot of group
business out there like stokvels. That is big business. They circulate hundreds of thousands
of rands, So it is good business and you also have individual needs, you know, business or
someone wanting a housing loan or education for thelr children. So we want all that
business.

37. What about internally, do you promote group or individual needs, for instance baw do
you reward performance!

Well here there is a lot of team work. 1 would say that we are still in the beglnnmg stages,
you know. Reward systems are in place. We are new so | will not really comment on that.
It is still early days.

38, How do communication channels within the Bank differ from those In traditional
Banks?

Well in traditional banks you get layers and layers of management. Here we try and
facilitate communication. You know speed of delivery being one of our critical success
factors, So our communlcation channels we are trying to make them as easy as possible.
There are lines of communication. You still have to, you know, if | have an issue that | am
discussing with my boss if it is not resolved | can to his superior and to another superior. |
cannot just cut across it. We still have you know, formal lines of communication but they
are easy and quick, We are not really bureaucratic.

39. What about other participative structures that you may have?

Not structures as such, you know, here the style is participatory because we have -
management meetings in the morning on Mondays and we have a lot of other associations
that take place and management is open to hear and discuss other peoples problems. So
reaily every body here participates in the declsions that have to be made. You are given an
ear . There is an open window.

40. How daes the Community Bank define and measure its success?

We defina our success really one we have some targets that we have set for ourselves
also we are looking at the traffic that is coming into the Bank because we have to know
are we building the accounts and also if we get repeat business from people. That is can
we get their accounts and hold them. Then we know we are doing something right and |
would say another success would be the development of the staff and management inside
the Bank. At the moment they are being developed as a critical resource and within the
time they will really start doing a fantastic job, you know, showing a return on the bottom
line, It will be positive sign the Bank would surely be doing something right and we go into
communities and expand and expand.

Telephone interruption.

41, We were talking about the primary and secondary success considerations that are

" considerad important in the achievement of your goals?

Well, one thing that is very important is the image that we want to portray to
communities. It has to be a real positive Image we should not be saying one thing and be
doing another. We really want to be perceived to be different to other financial
institutions and if we are not atle to do that then we are going to have a problem,
Sensitivity to the communities thai we deal with is golng to be very crucial. | think that the
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education process the Bank has set itself to do, you know, demystify banking and really
showing our target that Is possible that people can, you know, have a whole range of
banking services from savings mobilisations to investments and things to loaning. If we do
that right then we are able to communicate properly. 1 think that we will be well on our
way. It is still early days, {t will still take us sometime before we see the benefits. Well the
accounts will show us that we are at least attracting numbers as we role out. } cannot
think of anything secondary, All those things are important.

42. Has the incotporation of community management principle contributed or detracted
from the success of the Bank?

Actually the concept of ownership has been a plus. That is what is really what is selling. So
it has benefited the oxistence of this institution, We are thinking that is one of the
features, saving features of community banking. It is a measure of success pecple have
brought Into the concept The initial stages of going in.o communities and telling them
abourt., how they will own an institutlon has really struck some interest. We get calls here
from the North West, and where ever people have heard about Commumty Barking and
people want to own something and they really want to be involved,

43 W’aufd you elaborate on the significance of the twenty rand share?

Well we are looking at affordability. That is why it is twenty rand and that twenty rand
when you look at, the size of the client base it is said that if we 2are able to get 30% of that
we are doing extremely well. Just 30%, Thac tells you just how vast the demand is for the
bariking services. So twanty rand is saying to people formally employed and to people
informally employed that they should be able to afford to purchase that share, Twenty
rand is not a lot of money. It was really a question of looking at the client base and saying
how much can they afford. It is interesting in market research when we asked them how
much they hoped to pay for the share, people where quoting about five hundred rands and
some one thousand five. Once you tell thel'n no it is twenty rand - baaa they say { want to

buy.

44. What advice would you give to other organisations who want to emulate the success
of the bank In the implementation of community values into its busmess’ Is there anything
that they should avoid?

{ would not say aveid as such. | think that people try and shy away from trying consultation
because they say it takes too long time and what not. If you really want to be successful
you need to be demand driven. You need to consult in order to address their actual
needs, So | would say that consultation to a certain extent really helps. It helps a whole
lot. People like to be involved, People have been talling about baycotting this and that. in
the past there used to be a housing boycott. Institutions were not talking to people ar
involving them. By addressing communities in the ways in which we do we are hoping that
they will iook favourably to us whenever things happen ac we are an institution, you know,
If someone borrowed and owed money on their housing loan they shouid not just boycott
because you know that they are letting their own community down and daing their own
community a disfavour. So engagement and involving communities is important. | am sure
you will not involve them in every thing it depends really on ones product line.

45. Is it possible for one branch to have a different product fine to that of a neighbouring
branch?

We try to standardise products but we are not rigid. In this marketing division we will
continue to develop products around peoples needs. | mean we started off with a few
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products. in time we will constantly be looking at other credit needs of those
communitdes. It is 2n on-going process. some will be canned, some will continue. just
normal marketing, We want to standardise as we do not want a situation where the left
foot does not know what the right foot is doing. it doas not bode well for control.

46. Thami, those are all the questions | would like to ask, is there anything that you think
that | have missed or which needs to be emphasised?

The most important thing is that we are about relationship banking. That is the thrust of
what we are trying to do. Where people come in and we build r Jationships with tham
during the first six months during which time they deposit their money with us and we get
to know them and thelr face and that they have integrity in their community and all those
type of things. Doing that does not mean that we will not have corporate governance and

‘sound business principles. We run a business and we wili insist on the right business -

principles belng followed. So we are combining those elements to have the hybrid we
have. Also this education process, you know, if you go to the |ohannesburg stock
exchange you are confronted by this big animal, you are scared of going there, We are

~ trying to say to them it can be done. It is amazing in my talks with people you find that

they did not know about fixed deposits or thirty day notice. They did not know what you
where talking about. Sc consciously we have taken 2n effort to teach 30 days notice. We
take this money and do like this. That is why it is costly and why traditional institutions
are not prepared to do that, You must look at the amount of time involved in it. | mean
you take & hundred thousand ioan, it takes the same amount of time to process as the
loan for two hundred rand. So which way would you rather go? For the one hundred
thousand rand loan because you make better profits out of it. We go for the smaller one
and teach the people. We have to be creative in finding ways to make money. There are
other institutions that are very successful in other parts of the world that are addressing
this particular market.

47. Are there any articles on the subject of communiry Banking that | could Jook at?

Well we do not have articles as such but what | have been doing is just collecting cut out
from news papers on different things to find out about schemes, low cost housing and
such. Look what he says - tle savings to home loans. So that is the relationship banking
that | am talking about. Because you want that six months period that shows me a track
record that this man can afford to save this much a month. They come here and say that
they want a loan for fifteen thousand 1 look at their track record and can say no they are
not going to be able to maite their repayments but lets only give then seven thousand.

INTERVIEW THREE

]Respondents Job Title Opemnons Manager' (User Interface)

Biographical date White, male .
Graduaty Yes - busy with a Masters degrea in !ndustrial Psychology
Backgrotind Experienced Banker, played a formative role in the

conceptualisation and formation of Community Bank,

| systems expert.
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Personal Comments / Reflection :

| felt relaxed and confident dusing the interview. | think that | was starting to develop a
natural rhythm in my inr.erview"ing technique, My only reservation being that | may have
rushed my questioning. As scon as | heard what | wanted to hear i m* d onto the
next question without toe much probing. The respondent had 2 lot to contribute,
Everything was going according to pian.

1. To start off, could you telf me about yourself and how you came to be involved with the.
Comumunity Bank? :

Right 1 am from ABSA. | was approached by Bob Tucker going back two years and he had
this vision about community banking and he was looking for someone 0 move on the
technical side. | am not a technocrat as such. Uh, | have a bit of a branch background with
the United in Capetown. Then | found my way to joburg and 1 got through an aptitude test
for programming. | landed up in a user interface situation purely because of commercial
qualification rather than technical qualification, So | have really been in the user interface in
terms of the development of products for United and ABSA. | also got involved in various
functions purchasing and manzgement operations,

2. Did you have any reservations about transferring over to the Commuhfzy Bank?

! was trying to get out of the business at the time. | studied further in the line of HR. | was
in fact doing a Masters degree in industrial psychology. My alm in ABSA was to get into the
human resources side, Then this particular cpportunity came up. | was calied over and
became side tracked,

3: What does the name Community Bank mean to you?

It is really about meeting client needs rather than the perceived way in which banks
traditionally did their business. The traditional perception being that they are there to
satisfy share holders requirements. Meeting client needs in that instance is a bi-product.
Our focus is really the other way around. We satisfy client needs where they are rather
than where the bank finds it convenient to deliver.

4. Could you tell about the core values upon which the Comnmunity Bank is founded?

Hones_t.y, trust and integrity these are central.

5. In your opinion would you tell me about the formation of the Community Bank?

Weli, Bob Tucker along with Cas Coovadia and Mark Swilling, they were the main players
and they perceived a need amongst communities for banking services and facilities which
traditional banks were not satisfying. Traditional financial institutions were prepared to

take savings provided they were profitable accounts but they were reluctant to give credit
to low income earners because the risks were toc high, The Community Bank on the
other hand was looking for a mechanism to address that credit need. The whole premise
being based on training first, then mobilisation of savings, and relationship banking. There
are two issues, the affordability issue as at some stage loans have to be repaid, By having a
relationship with the client one can iook at the persons savings pattern before looking at
the credit side.
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6. Was there anythmg about those key drivers, Bob Tucker, Cas C'oovadr‘a or Mark
Swilling that gave impetus to the rise of the Bank?

They were all very idealistic about the perceived needs of fow income people. They then
had to go through a number of workshops to crystllise or operationalise the concept. [t
was really a concept that had to be flashed out. That happenied through a whole process
of workshops where we got in a whole lot of consultants and spoke through the concepts
to find out whether we where barking up the wrong tree or not and to find out viable
options. The results of that process was produced in November 1992. it was put down in
black and white how we saw the whole process going forward.

7. Could you tell me 2 little bit more about the November 1992 report!

What happened with that November report, was that there was myself and about three
other people seconded from various other banks. we had some assistance from Delloite
and Touche and that document was produced at the end of November 1992, That
document then went to the Council of South African Bankers who were asked to examine
it and tell us whether we where on the right track or not. To do that then they got
Archie on secondment to head up that whole investigation. We established a team of
people secotided from other banks, Looking at the human resources, finance, systems and
all the major aspects that where required for this particular bank. We then produced a
report round ghout February 1993 which said yes that they were in agreement with the
principles that had been laid down. The only thing that they did not agree with was that
we could go with a big bang approach, Because initially in our 1992 document we had
envisaged that we get hold of an instituton and take it over and have an immediate
infrastructure and presence as opposed to going an lnctemenml route being too slow in
meeting the requirements,

& Have there been any significant changes in the process since Bob Tuckers degparturel

Bob's leaving, yes, many people where upset by that. Bob had always made a statement all
along that he did not feal that he was the right person to be the Chief Exacutive Officer of
the Community Bank. Personally | agree with that. He is great in terms of being a
visionary, Tremendous. But as things cascade dewn there are people better equipped in
operationalising things. So he was reaﬁy an inspirational force.

9. What about Cas Coovadia and his involvement in community structures such as
Actstop?

Besides his network connections he brought Iegiﬁlniacy to the whole process. If Bob had
to coma forward on his own it would not have ir.d the same legitimacy. But again Cas's
legitimacy is very local. It is not national.

10. Does this pose a problem with regard to the Bank opening a branch in Athlons,
Capetown?

1 do not think that you will find any one who has that, national profiie. | do not know if that
is what one should be looking for. Everyone comes with a certain amount of baggage. It is
how you manage that baggage whether you want to shout about it or want to hide it, 1
think Cas is extremely good, He is an extremely good negotiator. His business function
over here is to try and manage the we different cultures within the Community Bank, |
think that he is very suited to that.
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/1. You also have a number of well respected people on your De.ard of Trustees, is any
one of them driving the process?

They are all very involved. At our very first Trustees meeting they all said they want to be
involved, They really want to make a contribution and not just rubber stamp everything,
They want to make a positive contributian, So each on of them has distinct qualities and
drives to satisfy the particular needs of the people. '

12. How are the Trustees elected?

The initial Trustees where approached and asked whether they where prepared to sit on

the Board of Trustees. They identify with the organisation. We spoke to organisations to

et a feel of who would be appropriate. Many of them came from the ANC but the
‘ommunity Bank per say is apolitical and what they come with is their business and not

the Bank's business. So there are a lot with an activist background which is great.

13. How would you define the primary purpose of the Community Bank?

To satisfy the banking needs of low income earners.

74, | have read about something called an E-Bank in a recent newspaper articl, is that a

. different concept to that of the Community Bank?

It is a division of Standard Bank and yes | think that they will be servicing the same market
as we are scrving. VWhether they give the loans that we envisage giving in terms of the
lending side | do not know. | do not know much about that. But they are certz'nly from
what | have heard relying on electronic mechanisms to do the banking faclities so |
envisage that they will have these electronic banking halls. But te make credit availzblz you
need a humanistic interface. But from the client point of view it is good to have as many
=" yers as possible. | would not like to see the Community Bank being the only player
arvicing low incomne earners. We witl riot have the capacity to service all their needs,

15, How would you say that the Community Bank differs from tracitional financial
institutions?

The humanistic approach and we are trying to provide services which the client requires
racher than developing products according to our perspective and then looking fur a
market. We are looking at it from grass roots upwards rather than top down.

16, Being very customer driven how does chat find expression in the internal mechamsms
or the way in which you go about your business?

Yes it does everything is process driven. There are very few autocratic decisions. They are
decisions which effect many people and if done autocratically thay will fail. it is very
participative. The more people you involve, the more relevant people you II'IVOlVEt the
better the decision making process. .

17. We have touched an it briefly but could }rou telf me more about the structy;  of
corporate governance within the Community Bank namely the management strue - a8
within the bank?

Well very much like a traditional bank vse have a Head Office, we have our various
functicns say finance, human resources, operations, marketing and support services. That
is the functional structure.
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18, What | found interesting was the fact that the Community Bank has two distinct
sides, the Bank which you have described and the Foundation, are there distinct cultures
in both?

Yes deﬁmtely The Foundation is very humanistic. They are the humanistic side and they
come along wit' those particular values which is very good whereas the banking side is
very job focused at the expense of not going through the process properly. The Bank is
very focused.

/9. To what extent has the formation of the Community Bank and its menagement styles
been a product of south Africa’s dual cultural keritage and socio politieal struggle?

Well definitely it reflects that whole socio-peitical struggle. We are definitely too much ir
the in the process mode which has really becoma the way thinss are at all levels, There is

a lot of negotiations and talking, The whole management style is not the traditional banking -
style. § think that if we did not have the Foundation we couid quite easily lapse into just
another bank | think that it is necessary to have that different approach even though it can
be disruptive at times, |t just needs to be managed more than anything else, | de not think
that either s°de should be able to move away dramatically from their particular focus,

20. Does thse Community Bank value diversity of opinion or comimonality?

There is commonalicy other wise people employed by the Banking side would be doing
things autocatically with.n our own organisation. But the Foundation is very invoived in the
initial orientation of new employees. That focuses on the need to be humanistic, Obviously
if you are not comfortable with that you are not going to stay with the Bank, | think that it
is also very good at lower levels. | am thirking of traditional financial institutions where
you have hlerarchies everything gets done as set by the top, without much input £ »m
below. We are trying to keep the structure of the bank very flat, So that everyone at the
bottom need not go through a hierarchy. So people at the lower levels where relevint are
involved in the process that directly affects them,

2/. The Communicy 8ank is In Its twilight years and is relatively small with a few branches.
How is growth going to affect the Bank and fts management style?

Ja, to an extent we will become more formalised. But [ would hate us to lose our
uniqueness. | do not believe that we will lose our process and the way of tackding things.

22, If some the key players had to leave would the process that you talk about crumble?

{ think that everyone that comes into the Banl subscribes to the way we are doing our
business and it is really goes from the top to the bottom. Is Is not just a top process, It

~ transcends the whole Bank. So if we loose some of the top people we will lose specific

skills, | believe that there are enough other people to carry the process through. The only
place whera it could be a problem is if someone like Archie had to leave. The person who
we replace him with would have ro be legitimate in terms of the banking community and
the registrar and those sorc of things. |a certzinly from the point of view of having skills.

23, How would you describe your operatiig environment in terms of your customer and
employee profile! For instance your cuscomers are lew income earners and may be
Hiterate or semi-literate. '
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Sure a lot of communication has to take place and it is the work of the Foundation. So in
establishing new outlets rather than the way traditional banks go we look at the client. In
other words the other way round. The {oumdation run workshops with particular
communities who have approachad us and who have shown an interest in community
banking or going through organisations who have identified particular communities. But -
any way working with communities who feel that they need banking facilities we go
through a process of education, capacity building and mobilising capital and then once
certain targets have been met the actual opening of the outlet.

24, So the Foundation is responsible for that whole education process after which a
decision /s made to open a branch? '

Yes and then there is a question of membership. Really before a client can become a
borrower or saver we say he or she has to take out a twenty rand PIB or a permanent
Interest bearing share. That entitles him to participate in the election of the Loca! Board of
Directors at the community outlet. It also gives them a sense of ownership in the bank. So
it is mutual institution, That is where ownership comes in. In town ownership rests with

- the Trustees because they hold most of the PIBS. Ownership wilf be gradually transferred

to the clients,

25. Is thera any other selectivi. criteria over and above the purihase of the share that
would preclude someone from becoming a member of your Ban%?

They must have a need for a particular product, So unless the dlient wants to get into a
savings programme which will ultimately lead to a credit facility there would not be much

‘of an incentive to purchase the share,

26, Each share entitles you to a vote at the Local Board of Director’s level. Typically how
many directors would be voted in? '

No there is 2 minimum number set done in our Articles of Association. | think that the
number is six. But the idea is that each community outlet would have their own board
which will be involved in assisting the outlet manager when they get an application for
credit. So the {dea is where the manager feels uncertain about certain applicants he would
refer them to that Board of Directors or lending panel and they would actually give him
the thumbs up, yes these are actually the good guys or they have concerns,

27. 50 it reduces the risk of lending?

Yes, but It is about the whole ethos about glving them that sense of ownership of the Bank
because the money that is saved in those communities is re-lent in those communities
having been geared up obviously. So there is an awareness that some of the money
invested is at risk. That is where the local input comes in.

28, We all know about stokvels and the power of peer pressure, to what extent have
principles from these institutions been adapted and implemented in the way In which the
Community Bank goes about its business?

All right, we are very supportive of stokvels, We do not seek to veplace them. We will
have things called Club Savings. But going back to Stokvels if they want to invest their
money that is great and we will support them, We will possibly get into group lending, We
do not seek to replace any of tnose informal saving schemes or mechanisms that exist. We
just provide a safer place to leave those funds. But certainly it is one aspect that has come
up. A fear that the Community Bank is now out to replace these Informal institutions. In
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some of our workshops there was concern of this. | think that is something that we will
have to work hard on during our workshoping. We do not want to be a threat to the
community. It is about this ethos of building them up.

29 Have any deep roored African belials, customs or traditions been adopted by the
Community Bank in the way In which Jt goes about fts business and managers peoplel

Not consclously, apart from the aspect of trying to establish within established
commuinities, | think it is more process than anything else, | do not know if that is African
per sel

0. The word ubuntu dees it mean anything to you?

It has been thrown around at varlous workshops and it can be interpreted in many
different ways and it certainly has not come out consciously as a buzz word in our

envircnment.

3!, Besides those structures already mentioned are there any other mechanisms within .

the bank th..Jgh which you encourage worker participation?

Aright we have had a number of workshops that have revolved around communication,
We have been initjated by the Foundation a lot to find out what community bankmg is all
about. .

32, Archie Furst was telling me in an earler conversation that the Bank had run workshop
with a management consultant by the name of Christo Nel Could you tell me something
about that?

There they were really just trying to see what the vision was ali about and what it is we
are trying to achieve, We had previously done a workshop with Faikenberg and that only
really involved senior management from the Bank and the Foundation and that really
looked at the comimunication issues, the vision and about operationalising that Everyonz
came forward with ideas to see how we could set up meetings and set up varlous
communication mechanisms. :

33. Do these communication mechanisms that you are referring to differ from those In
traditional financial institutions?

Um, | do not know, may be semething in the middle, Uh, | think what happened initially
was that we tended to be quite job focused and busy with opening initial outlets. As a
result in some of our meetings they did not stitk to that which they meant to be dealing
with, But theri in setting up those branches we had to involve everyone. We needed
everyene's input and sonie of the meetings did become laborious because of the repetition
between various meetings and different levels of participation.

4. How would You run a typical meeting!?

We have an agenda. It depends very much who Is In the chalr to what extent: they permit. -

side tracking and inconsequential discussion.

33, Besides the participative meetings mentisned and the workshops do you have any
internal publications or social functions which are worth mentioning?
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At this stage we do riot kave any internal publications. In terms of social events they are
focused more around company relays. There is a social club that has been established.

J6. They talk about the need for celebrations and rituals in Afvican tradition. !s there
an)'thmg inn chat what you have considered!

Certainly after the opening of the Benoni Branch, The person working on the Foundation
side invited everybody to his place in the East Rand for a Gumba, 1| think that certain
people, myself included, were a bit hesitant about going into the townships. That is one
part that we need to address. Whether those fears are real or not we do not know. |
mean that you can give reassurances that you are safe but you never know.

37. Given the demographic profile of your client or membership base, what employment
practices have you implernenited to accommodate their needs?

They will have to sign the withdrawal slip, whatever the system produced, but they would
not actuafly have to write out the amounts. On the brochure side we need to be very
sensitive to different languages. But then again the literacy thing is a significant issue.

38, | belleve that you alse put out a type of booklet or comic strip is that successful,

The Foundation does not like calfing It @ comic strip but yes there is a booklet which
depicts what the Community Bank is all about and that is been used in the workshops. It is
also available at our branches. Yes it has been quite successful in getting our message
across.

39, What aspecr of yotur management siyle do you think are unique to the Community
Banid?

The dégree of participation. The fact that we have gone back to grass roots building
society operations where you save in a communn:y for specific neads in terms of a credit
facility.

40. 1 have never quite tinderstood what difference between a bank and a buffdtqg' society
is?

The roots of the building society is to mova into communities, people would get together
and save. Then on a regular basis as money became available would make loans on a
regular basis as money became available, would make loans aveilable to the particular
mernbers of the groups er to pecple within that community, Some of the building societies
where In fact terminating building societfes. Once everyone in that community had been
given a loan, there would be no further savings and you would get the balance repaid going
back to the members. Or else you had the permanent building societies just an on going
cycle of savings and making finance available. So that is what we are really about. But
without the focus being complazzly and utterly on home finance but some business and

personal loans also depending on what the credit requirements of a particular community
are.

41, In terms of the way that you go about recruitment and selection, discipline and
rewarding of people, is that different?

Recruitment yes, particularly in the community outets we will look for suitable staff from
those particular communities. So it is really going through and developing people from
those communities rather than taking people with banking experience from different
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environments and then putting them into a community where they feel unsafe or unhappy
about working in those conditions rather draw in people and develop them. So that is on
the recruitment side, We are also utilising psychometric tests which have been acceptad
by the people who have under taken them, Grievance procedures and that we have not
had any. But then again | think those again | will guess will be humaniztically applied and
strictly by the letter of the law,

42, One thing about recruitment is there a danger of nepotism?
We are trying to steer away from that. We are very conscious about those sort of thingé.

You see the other side even with the manager within the community cudet. We would
not like to see them drawn from that community because there is a perception that he

will have pressures on him to make finances available to people in the community. He

needs to be more cbjective and less subjective to pressures from the community. But the
rest of the staff we see as being developed from the community.

43, The way in which you reward people, is it biased toward individual or group effort/
We have not got into those type of sectors at this stage. | think that we are going to have

to be very careful about, you know, not been seen to favour one or the other, | just have
a perception that may be we heed to stick to competitive salaries rather than get into the

- scanario where we get into incentives per se. | think that the peoples hearts should be in

their jobs. You inow the whole philosophy of servicing those clients needs. It should not
be reward driven per se. It does have implications in terms of marketing effort. You
know, what Is the incentive to go out and get new accounts. That is something that we
need to think through.

44. We spoke about the community becoming members in your Bank via the purchase of
shares, is there a similar share option available for employees?

| think that most of our Head Office staff, when the Benoni branch opened up, became
members of the Bank. Most of us got our PIBS, In fact | would be very surprised if any one
has not. _ :

45, In terms of those shares, there may be interest, do you declare jt, what happens to it/
Yes interest is paid. Those are paid half yearly interest on that particular investment.

46. The notlon of social respansibility, giving back to the community and developing them
in other ways, does that play a part irt the Banks philosophy at all?

We spoke about that in the earlier days in saying where brinches or outlets are very
successful and there are profits directly attributable to those outlets how would we handle
those. Tha ideas played around with Initially where that we could possibly get involved in
social prejects like clinfes or whatever was needed in that community. But what | think
woula hiappen in practice is lets say a branch did get a profit which was attributable to that
community we would work through the Local Board of Directors to see what they feit
was most appropriate and handle it through a process like that. it definitely could not be a
top down decision. Saying okay we will establish an art gallery would be totally in

appropriate.

47. We mentione ' earfier on the whole need to be sensitive about trust, respect, integrity
and so on how do you see that manifesting itself in the Community Banl? In other words
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that whole humanistic side of approaching people. Could you telf me something about
that?

“That is really the workshopping of the Foundation, 'The trust and iﬁtegr.'ity.is built up

through the savings programme. In other words building up that client relationship or
building up relationship banking really. Se from the Bank's point of view they learn how to
trust that particular client, Equally from the clients point of view they perceive that their

savings are safe in the Bank. They learn how to trust the Bank and they do see that their .

$riends do get loans, So that whole relationship is made more meanmgful

48, Community banking Is not unique to South Africs, you hear about examples in India
and Indonesfa, did you borrow any concepts or principles from them{!

We spoke to people from Indonesia. We spoke to a person from the Grameen Bank,

Mohammed Eunice and we fund out how they actually operated. A lot of it is NGO based,

We are not an NGO, apart from the Foundatlon. Sc we did not actually latch onto any
direct ideas. We got input from these circumstances and experiences to see what had
come out of them. What were the major things that we had to be aware of, what
presented dangers and opportunities and see how we could bulld those into local
initiatives, We had Jacklins from the UN with us for quite awhlle. He was very involved
and helped us prepare that initial document. He brought quite a few good ideas in terms of
products that wa could potentially modify or apply within the South African environment,
But then again those where things that had worked well else where and time will tell
whether we will in fact need particular permutations.

44, So it is a2 nome grown indigenous concept more than anything else?

ja, but taking cognisance very much of what has happened around the world, We are not
reinventing the wheel. 1 think that is one of the good things of Hank's experience, saying
that certain things had not worked well else where they had been tried. This whole thing
about peer pressure Is very much a debatable point. It works in some communities. It
does not work in others. Just to tike it as a basic assumption and base your whole
premise on it your whole initiative couid ba floored,

50. Does peer pressure work in South Afiical

It works In certaln communities. | do not krow whether it worls in alf initially. 1t will only
really work effectively 1 think where the group Is set up by the members. Where It is
artiﬁcially established there is no commitment to the group. Therefore your peer group
pressure is not going to work. Something like a Stokvel where the members are elected,
Ja it will work. Whera you get into a group lending situation like they have in Northern
Transvaal and groups themselves formed together and they are selective as to who comes
into the group. Ja, then it is effective.

51, You have a branch down stairs which is not within a Community per se, do you see
that as a problem with this particular branch?

| do not think that we will have a Local Beard of Directors down here. We will more than
likely land up providing services to clients who want to save as individuals here. It Is seen
as a platform for servicing clients who live in the Western part of |ohanhesburg who
aceually work in town. During the day that may be the most convenient time and place to
do their banking. But we are not directly in the community, as we are or intend to be in
Daveyton and Wattville, In Athlone we ara more close to the community than elsewhere.
Cown here we are completely remote to a community, | think that this part of our whole
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learning experfence - too see how we work in different environments. Because there is no
ways that we are going to land up in a community every time. | mean if you take Hillbrow
there are many different potential groups of clients. Whether we identify communities per
se or focus on hawker associations or what ever else. There are many different ways to
handle the situation. We do not see communities per se.

52. To what extenr does the Com.nunity Bank promote collective versus individual needs?

We handle both. In terms of the lending side we will definitely lock at employer
sponsored schemes where there is a provident fund or where the penston fund comes in
or where a hawkers association wants to get into the scenario where finance is provided
to the group and where the advances to the individual members we will consider it. It is
really about prowding credit where the formal banks say forget it because of red lining,
where security is bad or where they just do not know their clients

53, How does the Bank defirie its success!

Our success at. the end of the day is whether or not we are going to be financially viable.
That we are in fact able to meet our financial projections in terms of our financial viability
model and | think that a measure will be that each area in itself will be financially viable
and sustainabje entity. | do not know whether you have covered this area previously in
youi* discussions with Archle?

54, No

What we are really saying rather than going over South Africa establishing branches
everywhere we rather work in geographic entities, Just take Berioni on the East Rand as an
example. there we would establish a traditional building society type outlet which would
then support community outlets within the surrcunding communities, The perception is

~ that our model has been working that the clients needs would most probably be met

within the community outlet environment so that clients would not have to trek all the
way in from Daveyton into Benonl for example or from Umtatwa to do their banking, We
would have outlets within those communities operating at suitable times or hours for
those clients. But as a total that whole area of Benoni would become a financially viable
entity, Although initially, say Wattville, is a newly established outlet it is running at a lose.
But the fact that Daveyton, an outlet which has been established for a long time, it is in a
profitable mode, Hence, that area as a total would be sustainable and | think that is very
important. | do not think that we particularly want to see that the Western Cape is madly
successful but there is semething floundering in Butterworth, We need to grow and be
commercially viable, Because at the end of the day what has been proposed is that
although the Foundatiot, was Initially grant funded that the profits of the Bank should be
used to support the activities of the Foundation. Because we wiil not be able to get grant
funds for every and a day.

55, If an area proves not to be financially viable would you close it down?

Well even before we go into it we do economic viability studies. And we need to make
sure that we are not bluffing ourselves that we are going into a place where yes there is a
tremendous demand for credit but there is no propensity to save, There is no ways even
if they did save that they could establish business that could be viable . Because | have a
big concern. lt is great to talk about housing but when a person is unemployed what is a
house worth if they cannot afford the re-payment? Our focus will thus have to be on the
up-liftment of the people in those communities. To give them opportunities to. establish
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small businesses and develop their capacity to get into a situation where they can say, yes |
can now afford to make a repayment on a home loan.

56. What are the primary and secondary considerations which the community Bank holds
imporeant in the way in which goes about the achifevement of jts success?

Sure the staff from both the Foundation and the Bank have to be totally and utterly behind
the whole lot. Alse what is very important is how we get into a particular environment
and the establishment of an infrastructure, Whether that is a system or brick and mortar.
You know it is about the establishment of 2 presence. For example, you will find
communities who have needs but there is just no infrastructure to move into and 1 doubt
that they would have sufficient propensity to save to make those communities viable. So
how we actually deliver to those communities whether it is through mobile facilities or
how else. | think that transport is a big consideration in rural areas. To give you an
example if you were to go from Wattville to Butterworth costs sixty rand. So to place ten
rand into a savings account does not make sense. It is about the ability to meet those

clients needs on an economic basis, really. it is one hell of a challenge.

57. You spoke of the type of sacial fabric and said that if It Is in tack it is easfer to go in,
what kinds of things do you look for in your socic-economic feasibility studies before
deciding to open a branch in a particuler community?

" Well that Is very important, Well lets put it this way. The communities that we have gone

into, with the exception of Hillbrow and down stairs, is an identifiable community in the
first place, is it significant in terms of the number and in terms of economic capacity, This
Is often established through working with other organisations. Plan Act being an example.
They have a lot of demographics that are valuzble to us. The emphasis is definitely on
consistency and in terms of our man working in that community, Otherwise we might just
as well be like any other bank and establish a branch where it suits us rather than looking
for people to service,

58. You work closely then with local NGO's!

Yes, a hang of a lot whenever we go through the workshopping process. It is not about
the Community Bank going in and doing its whole thing. It goes through a process of
getting together the relevant organisations and that introduction is done through an
organisation working there, whether it is a church or whatever getting those people
together or representatives from the various organisations. Telling them what community
banidng is all about and then putting the ball back into their court and saying right is there

2 need for what we are talking about. Appoint a committes amongst yourselves, which is

a Community Liaison Committee, and then we start taking the process forward in that
comnwnity. They might decide who the appropriate Community Liaison Officers to be
appointed are Those peop.. would then be on contract to the Foundation to workshop
within those communities. Especially in terms of educating what we are about, what
barldng is really about. | is about the first step in empowering that community. So, yes,
they would say we need this facility, We do not simply go and deliver. They help us get
through this process,

59, Sirce the community Bank's inception, its founding documents and the opening of
outlets in the past three months, what kind of mistakes have you encountered along the
way, and what advice wou!d Yyou give other organisations &rying to emulate what you have
done!
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All right the one thing in our financial model wu projected a certain volume of business,
now that has not been met. | think that initially we where expecting that a lot of the
workshopping, lets take Benoni for one example in particular, well we thought: that a lot
of the workshopping that had taken place in Wattville and Daveyton would have a spin off
on the number of accounts that we would actually open in the Benoni Branch, We have
now come to the realisation, | do not know whether it is a proven realisation, but the
perception , lets put it this way , that may be when we open in Wattville those outlets will
see the fruits of that workshopping more so than in the Benoni Branch itself and what we
are really saying is to get business going in the Benoni Branch we may need to do some
advertising and make the fact known that you can in fict make loans from the Bank in the
Benoni Branch and that you do not have to wait for the actual opening of the Community
outfet. | mean that someone has actually suggested that we should actually first open the
community outlet and then the brarich, Whether that is practical or not I do not know.
But | think what we have learnt i that we have put too much capacity or spare capacity
into tle Benoni Branch and its fnfrastructure, We have now resolved to go very much
smaller with 4 or 6 tellers at a maximum and that if there is 2 need for additional capacity
that we open another outlet rather than expand on an existing outlet,

60, Hence a mushroorning effect?

ja, service points that are convenient to the ¢lients, Maybe we could of gone for smaller
premises, Putting in the ability to have 4 tellers and whatever else and saying well if it gets
too busy to open new premises that are convenient. { think that is our one thing and really
we have been driven by the need to get visibility,

61, Down the road in Marshall street you find the African Bank, how does the Community
Bank differ from them?

They are very much a formal bank. | do not think that they would go to the same extent
that we would. ! do not know where their branches are, | know they have a few in town
but whether they get involved In the townships or not | do not know, There are very few
banks in the townships. | mean we went down to Klipriver the other day and there was
not an FNB or Standard Bank there. They had pulled out.

62. The way in which you go about Involving the community in community banking, does it
diminish the kind of security risks that you have with regard to money and its transit?

Mot really, not really because it is not the people of the community that are the problem
but the people outside of the community who are the problem. So we need to be very
aware of security issues. We would like te go with apen counters and all these nice things
with minimal security, Rather having peripheral security in terms of who comes into the
Bank and whether you can get out quickly. Rather than putting up bullet screening, We
have input from different staff who say that they feel very unsafe. So in Benoni we gone
initially with open counters with a bit of a compromise. We have a bit of glass to prevent
people jJumping over the counter rather than to stop bullets coming through the counter.
Downstairs and in Hillbrow we have gone the same route. But when we get into
communities we need to be sensitive to what they recommend that we should do there,
We need to keep an open mind there. So if a particular community feels that it is
inappropriate to put up bullet screening and we have people who are willing to work in
that environment we will consider it.

63, Would that be a Local Board of Directors decision?
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Recommiendation, no they would recommend to us and that would be part of sh= process
of opening up the whole outlet. That is one of the things that | did not really mention.
When we opened up down stairs for example the manager because he was on Board he
was very involved with everything that happened at the branch. So we did not take a
decision and say yes tlead Office we think that XYZ should happen. We may have said

* that but we got his feedback as to whether that was appropriate.

4. Les, | think that | have covered everything that | would liked to have covered and

- would fike to thank you for spending your time with me. Is there anything that you think

that | have missed for instance the dynamic between the Foundation and the Bank?

No, there is this perception at times that the Bank would take over this initiative and that
came out very strongly when COSAB became involved in doing evaluations. 1 do not know
whether it is still a factor with the Foundation. | think personally the factor was Mary. She
still has this perception that the Bank wants to drive every thing and do things in a more
formal way without being sensitive to the ways of the Foundation. So there is a dynamic
there that is being managed to an extent, but it can be destructive if people go and take it
personally. | do not think that Mary means it personally. She uses the word personally,
okay, but the whole thing behind it where she is coming from is that is that she has this
concern which is very much a Bob Tucker concern which was voiced very loudly on many
oceasions. But he had this perception that if the Banks tried to get a hold they would try
to take it over. We thought around that a lot. You could have any power base but one has
to be careful of an interest group taking control You wolld be powerless and you vision
would become corrupted.

INTERVIEW FOUR

Respondents job Title [Executive Director » Finance

Biographical Data White, male
|Graduate Yes _ _ _
Background Experienced  banker '~ Finance, involved in the

|conceptualisation and formation of the Community Bank,
responsible for setting up financial / accounting systems and
controls, line management responsibility. |

Personal Comments and Reflection :

Having met the respondent the previous day to set up an interview | thought that he
had an imposing manner and | felt a little bit intimidated. Once the interview started |
jsoon relaxed and found respondent to be friendly. The respondent came across s
very genuine and sincere. At this stage of the interviewing process | did not fully
appreciate the fact that some respondents will interpret yuestions with reference to
their immediate areas of responsibility instead answering in a broader organisational
context. | had to probe a little bit harder than in previous interviews to get what | was
looldng for, The interview nonetheless remalned tightly focused without too much off

the track questloning.
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1. Before we start could you tell me about your background and how it is that you became
involved with the Community Bank?

f am a Chartered Accountant. | worked for JCl for quite sometime. From there | joined
Bankeorp, in the Central Merchant Bank or Cenbank as it was ¢alled then which through a
succession of changes was eventually taken over by ABSA. | was in charge of the Merchant
Bank, being the Financial GM and eventually with the rationalisation of that division | was
seconded to this position. | have been at the Community Bank from April last year and we
have been through the whole process. We have had to draft the Mutual Banks Acts with
the Reserve Bank, we formed four separate groups marketing, technological, personnel
and finance. | headed up the finance grous on a full time basis, There where
representatives from. all the banking groups on a temporary basis but | was here
permanently. When the Community Bank was established | sort of automatically stayed
on. .

2. Has the experience been enjoyable?

| really came from the one end of banking which is very professional and sophisticated
right down to grass roots which in the beginning was a bit of a trabmatic or shocking
experiance for me. The challenge has been so great. To be able to sit back and say we had
nothing but a thought and today we have a bank with two hundred million rands worth of
capital, we have proper computer systems in place, we have a treasury, we have
infrastructure, we have trained scaff, we have whatever a bank-needs. We have followed
the out sourcing route which made the setting up of the items that | mentioned earlier
possible but also more complex. From a physical point of view we had to bring in
infrastructure, In some of the instances like with the treasury and the computer there was
nothing, What makes it so much more complex is the drafting very complex first off
agreements, You know what | mean having to be involved in afl these negotiations, Some
times you are negotiating with ten parties simultaneously for capital, for computer
systems, for treasury, what have you. It has been an experience that | think very few
people get involved In. You know finance normally sit -nd write up records for whatever
other peoples do. But to really to be part of the process to create something from scratch
that has been a very good experience,

3. What does the name Community Bank mean to you!
It means creating a bank for people who have never had access to banking in a proper way.
4, Could you tell me about the Bank's formation and the key personalities behind ie?

Well first of all while a lot of what | am saying | am sure you will have heard aiready before
but let me go through them. First of all the whole idea was mooted by Bob Tucker and
Cas Coovadia and they had this idea and they could not get this thing off the ground and
then when COSARB under Piet Liebenberg, | do not know about his personal involvement,
but COSAB more from the ABSA grat  *".ey are the ones who saw the needs for this
bank, They have sponsored us to 7 .y large extent. Piet Badenhorst and Mike
Tereblanche have really pushed this thing. They have given us rent free premises for along
time, they have given us staff and skills at no charge etc. Then once we had a management
team that could go with this thing from thereon things started to take off. We were able
to negotiate ¢apital and we also then had the expertise and with the capital we can then go
and by the expertise that we did not have to start the process going.
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5. Could you tell me about the people on the Board of Trustees and their rofe?

Oh; yes | fargot about them | was just looking at the Bank. Of course the Trustees really
had to legitimise the whole process. | think that they have earned a lot in the process
about what banking is all about. They got to know 4nd ask relevant questions and really to
think about banking, But at the end of the day | . '~ the whole purpose of the Trustt i
was to legitimise the whole process for the people tu u 1y into this whole idea,

6. The type of peopfe represented on tﬁe Baard of Trustees, they come from diverse
backgrounds?

Yes, they really come from political parties and then from civic organisations, from labour
organisations, development organisations, but the one thing they are always very careful to
point oyt tha+ although they come from those sectors they do not represent thent. They
are there as individuals, | lmow that it scunds like a bit of a problem but they are ke
COSATU. They have now got someone from COSATU. But it is not a COSATL
appointee it is just that they have identified someone from COSATU who they feel cati
make a worth while contribution. Then they bring the person on bhoard. The same goes
fora Iot of orner people they have.

7. Ne doubr as new Trustees are brought on board, tﬁey have to undergo a sha:p learning
curve to come up to speed with the rest of their colleagues?

Yes, the tning is if you have to judge them with just your own personal view then some
are quite bright and fast. Soms of them, do not. know if they should keep quite and do not
say much, whether it is 4 matter of misunderstanding or not really being a person who
puts their views on the table, Some have learnt 2 lot faster than others, The most
remarkable one of the whole lot is Ellen Khuzwayo, a lady of 8! years old. Whenever she
says something people really listen o her, She calls herse¥f a developmenta! worker, She
has written a number of books and is well respected.

8. Have the roles of those people that initiated and set up the Bank changed at all since the
Bank has been up and running!

Sorry | do not know what you mean,

9. For instance It is reported that Bob Tucker was a great visionary and once the concept
of the bank was accepted he Mthdrew?

Well, Bob Tucker has left and Cas Coovadia who is really mores of an outsider and in
contact with the civics and who fulfilled almost a political and banking role has rnoved onto
the Bank, But he is the spokesperson to the outside world. So as far as managing the Bark
is concerned he is not that invelved. | think that he has a task of merging the cultures of
the Foundation and the Bank without really managing the day-to-day operation and then
to the outside world he is the spokesperson.

10 Js managmg cultural dfver:ny ve:y Important considering your opemtmg environment?
Yes, of course you need the right person to manage it. You cannot take a traditional
banker into that role on the other hand, | do not think that you can take any one without
ary business sense into that bank. So you need a person who has a foot in both doors,

11, To what extent was the formation of the Community Bank a product of South Africa’s
dual cultural heritage and socio-political struggle?
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Well, | think that if # itis 2 product of it with the whole change that has happened in
the whole country it was a kind of a natural product of that change. Just one small cog in
the big wheel. So may be if you say it was a product of that form the Banks point of view
we would say we have neglected this part of the market in the past. Hence, we have to

.establish something like this. From that point of view maybe there is an input. But | really

thinl that it is part of the whole change. It is just one of the wider parts of the whole
change. - .

12 How does the Community Bank differ from traditional financial institutions?

Well it is very similar to the old building society concept, apart from the fact that we had
this two hundred million rand start up, | doubt building societies had that a2 100 or so
years ago when they started. Apart from that it is really quite similar to the old building
societies. Mobilising savings in different ways, such as savings accounts, fixed deposits, long
term deposits and that type of thing leading to the other side home lending, personal and
entrepreneurial loans which is a bit different to the traditional building societies. That is as
far as the Bank structure is, On the other side there is the Foundation which no other
financial institution has ever had which is really there to break into the communities as
such and gave us a foot in the door in comrunities who have up until now been very
negative toward banking in the traditional sense,

13. The concept of community Eanking is not unique to South Africa, for instance there is

 the Grameen bank and other similar set ups in Indoriesia, did you borrow any concspts or
principles from them?

The only thing that | thinlk that we have reafly come to understand from the people is
really this perse~~l relationship in banking on the one side and on the other side very
strict control aver credit collection. All the people in this market exercise very strict
credit. collection. Prompt credit collection is the key word otherwise you will sink. That is
one tp that we took from them.

14, Stokvels apnd other informal saving schemes and the way in which ﬂ'rey are
management, did you borrow ay ideas from theses informal institutions?

Well yes this gues into this whole relationship. It is not just a relationship with an
individual but a relationship with a whole group. So yes this what the whole thing about,
you know, peer pressure. We have not done any lending yet but it is part of the sc.¢ening
of credit applications. How do you fit into community? How well do you support your
stokvel? How well do you support your church and that type of thinking. We are also
going to ask for references from those types of bodies. lust now you asked what are the
differences between the Commurity Bunk and other traditional financial institutions. This
whole credit granting thing is built on relationships rather than financial security or
zollateral. You know the people that we are going to lend to do not have the collateral or
security. So we would look at the relationship that this guy would have in his community
and the refationship he builds over a length of time before we grant him 2 loan.

15. In terms of the way you have set up your whole corporate governance structures, the
Board of Trustees, the Banking side, the Foundation and the Local Boards of Directors at
outlet level, how do you marniage all these interfaces?

Weli | think that it all comes together at the end of the day in the Board of Trustees
because if you look at the directors of the Foundation, and the directors of the Bank they
are mainly nominated from the Board of Trustees and all of them are Trustees apart from
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the bank, That is Archie and myself who are Executive Directors. We are not Trustees at
this point in time, Now hopefully in time that will change, But ay this point in time all those
people are trustees.

/6. Could you tell me about the powers of the Local Board of Directors at outlet level?

Well, because those people cov  from those communities they represent those
communities. They will approve th... -, edit. Since we have this very close relationship type
of lending we need people who know the members or clients. Remembering that we try
not to appoint 2 manager of a branch from that community, We bring him from other
communities, We need input from the Communities itself, Now the credit will be
3.ggested or tabled by the manager through the normal channels and then the Local Brard
of Directors will then approval the credit at the end of the day. They are co-responsible
with the manager {5 the financial results and the performance of the branch.

17. Any thay remunerated In any way?
No

18, On the down side of African management one hears of the danger of there being
nepotism and favouritism, is the bank conscious of that at allf

Yes, we are quite concerned about the fact that people who are on our Local Boards of
Directors may be subject to pressure or bribery or whatever terms you want to use to
give a sought of advantage to people in some way or another, give them bigger loans than
they are entitled to or put them on the top of the list. And for that reason we are
implementing strict audit programmes. That auditors will go and lock and audit those
process lines as well, you know, applications will have to go through a certain process and
added to the bottom of a list, The auditors will be there to make sure th it does not

happen.

19. Could you tell me something about the way in which you manage your pecple or put
differently your management style!

Well | have a very small staff, a secretary come legal advisor here next door. He is 2
preiessional man and the other side on the financial side | have mentioned and he has two
ladies, They are both professional people. Up to now | have left them to sort of manage
them by their own rather than, you know, sought of gulde them. If there are problems |
will resolve that

20. Do management: siyles within the Bank differ across functions and hierarchies?

Well, | think, you know, that it depends on the functions like marketing Ben has one o
two staff members and +  handles them in much the same way as | do. On the other sice
we have the technologic. ' 1de where we have Les Scott and Allie on the operations side,
Because the have mo. « iunlor people and bigger nurbers of people | think that they need
a far more structured n .;agement style, Myself and Sebastian, the personnel guy, 1 think
that we have more professional people working for us, small numbers and people whu can
think for themselves to do their own sought of thing

21. Within the Bank there is obviously a fir amount of diversity, do you see this as a
strength or as a wedkness?

Wouild you say that again?

AN



. : _,_ _,,,~ v, % e i e i _....'._.,'._..-.__......_.;,. e N

Appendix 2 : | Page 176

22. Wichin the Bank do you emphasise diversity or do you look for cammona!:zy of
purpose’

No, | think that we have diversity, No { think that « misunderstood your question. What
you are saying is here a lot of different opinions say from a general management level?
Now | think that we have a lot of commonality. People who we have are all seasoned
bankers apart from Sebastlan, the personnel guy, but you can see he has worked in
organisations where performance is on the top of the list and up to now § think that the
GM'’s have a well formed base and come together, The difference of opinion is between
the Bank and the Foundation rather than between the managers of the Bank itself,

23. Could you tell me about the dynamic between these two sides!

Well up to now it has-really. been a bit of a problem. You know we must remember that .

wa are talking about two entrely different types of people and they are not used to
working in this structured basis, decision making by a single person or by a small number
of people making decisions. They want the whole bloody process to be gone through
regardless of long it takes. Evesthing has to be discussed with the whole swff of the
organisation, You know in the beginning it was okay now in the bank alone we have a staff
of over 70 pecple. The Foundation, | would say has about 20 people maybe even 30 if you
take all the people. So you cannot practically consult a 100 people for every little decision,
It has really caused quite a bit of friction up until now.

24 You also have to manage your growth, you are in the twilight years as you get bigger
do you see this as becoming more of a problem?

Well no | do not think so. | think that as people come. You must remember you have to
get along with a lot of essential discipiines which are not slways that occupied, so people
have a bit of time to play a bit of politles to make noises about things that are really not
that important. | think as we come more onto stream and the pace starts picking up.
People will get more into the situation where they will have to get into the days works,
Once that happens a lot of this will disappear,

25, In terms of the Community Banks operating environment, serving the un-banked or
marginalised communities, have you adapted any of your systems or procedures to
accommuodate that anvironment? | am thinking In terms of people management.

Well | think that what we have done, we have quite an extended training programme for
people who come on board. | cannot think of the terms that we would use now but if you
join the a company, such as your own, 1 am sure that they take one morning to show you
around.

26, Such as an Induction or orientation programme?

Yes, In mornings companies rush through this thing, Here they do it in a week, you know.
For some people this Is too much. For a lot of people it looks after thelr needs if they are
not used to this type of environment up to now he has been living totally in another
world. U think it takes more time to get that guy to think along the right lines.

27. You market is primarily black, no matter how you define it, have you taken any deep
rooted African customs, traditions or beliels into sccount in the why in which you go
about your business?
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No, | do not think so, not the Bank itself maybe the Foundation would have done that.
You must remember that the side that | have links with is the more formal banking world,

* the Reserve Bank, So on my side no.

28. What aspects of the Community Banks management style would you describe as being
unique «r different?

Sorry § am not with you at all, personally?
29, In general, the Bank as a whole.

| see, | think on the operational side the people have to be very much aware of the market
out there. You know the way they layout their branches for instance. You cannot go and
just put in a counter and tefler machines. You need a placa for people to sit. You have to
greet and treat people the right way. It is not like you and | going into a Bank and the
teller just, you know, you just give him your slip and he gives you your money and he
hardly says hello. You know you have to go through the whole process of making the guy
feel comforable, Taking to him in his own language. if | say language it may not necessarily
mean Zulu or Xhoza but It means the way they are used to doing things and you have to

- creata the facilities for a lot of people on that basis. There has to be a place for them to sit

and chat, There have to be communal areas to help them. When we go into the
community outlet side we have to create a post office facility for them because they do
not have post deliveries in their areas. We might ever have past boxes linked to our
community outlets .

30. You ars in the process of opening branches here in johsrnssburg and Benon, but as
such they are not physically located in communitics, does that detract from the Initial
purpose of the Community Bank?

The intention is that these branches that we have in Benoni, Athlone and Johannesburg.
Lezs come back to Johannesburg as Johannesbury has a very difficult situation, Benoni and
Athlone are really going to be regional offices. We just opened the branches there bui

~ they will be regional offices as in traditionai banks, with outlets being in Daveyton,

Umtatawa. So really we hope the branches will gen=arate business in the black areas. It is
Just that those branches are just the starting paint. the infrastructure is there and t.he
systems and so on.

31, Could you tefl me about the s'gn!ﬂmnce behind selling shares to your cllents who then
becomes members of the Bank?

Well the thing Is you are not only setting up a banking facility for their clients but you put
them through an educatinn process. Piet Liebenberg described this Community Bank
concept as a crash course in capitalism. Vhile | think it is nice way of putting it. Our
clients apart from having limited knowledge about banking up to now are really financially
illiterate and you have to teazh them a lot of things. One of those things is the whole idea
of PIBS issued to people which gives them ownership, not only a sense of ownership but
over time they will have to take over this whole Bank. they will be the share holders in
this whole Bank. We cannot give them the normal equity type of shares just because of
the way things have been structured. So you pay the guy interest on the FIBS rather than
dividends, Whatever the Bank does he gets hls interest,

32 You have gone out and engaged the community and they have now become members,
do your employees have shares!
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Well | think that a lot of them have, A lot of them for instance when the Benoni branch
opened went out and opened accounts. | am waiting for the johannesburg branch . | do
not want to open up an account in Benoni, | want it here. So really at this point in time |
am by default since | am a director of the Bank so | am just waiting for the Joburg branch
tO Open my account,

23. To what extent does the Bank promate the collective versus the individuai needs of its
employees dnd it's members?

Well | think that if you lock at it from the point of view that they are trying to promote
this club savings kind of ideas and also getting these groups of people like stokvels and
church organisations and so ol to become as a group client of the Bank rather than
Individuals, Well not that they not are pushing for individuais but they are trying to get
groups as clients as well.

34, You have existing informal saving structures, such as stokvels, that generate their own
money, do you see yourselves as undermining them or working together?

No, they have to bank their money somewhere. Some of them | believe generate large
suris of money and we hope that we can mobilise 2 lot of these savings and taking them
away from other banks if we have to, You must realise that | will quote a figure and that is
an old figure now, Bob Tucker initially did investigations to get to the stage where we are
now, they did a study and at that point in time they estimated that some seven billion rand
of money is placed under matrices in the townships which is really out of circulation. If you
can just mobillse that or a quarter of that you have already done quite a lot.

35, In terms of capacity building of communitles how do you see things unfolding from
there?

Ja, this thing about capacity building sometimes | think that | understand it and sometimes
npt. You know it is a term which the people in the Foundation and communities use. | am
not always sure what they are getting at. They will say the Bank will do some basic capacity
building. That is all | can say. Let me not show my ignorance.

36, Looking at some of your pecple systems and procedures such as recruitment, reward,
discipline and things like that are they done any differently to the way traditional banks go
about their business?

Up to now we used employment agencies. Where they are different form other traditional
organisations is that they because we had to employ fairly large numbers of stafi. They
would interview people on a group basis. That is the first time | have seen that. But also
considering the fact that the people they have handle are the more junior or branch type
staft. You know you could do that. Interesting | was involved in one of these sessions and |
do not know whether you have seen this being done but you get people together and they
are given different tasks and they have to handle the task in a certain way. You give a
quastion or a case study and they have to work through the whole problem You leave
them and just observe from the side what they are doing. They have tw go and appoint 2
spokesperson, a chairperson, a secretary and so on and then you just watch them and it s
interesting that it does not take long to see the people, the leaders come out, the
workers come out and the people. You just observe the process from the side and very
soon you can identify the people who you should employ.

37, Communication channels and media within the Bank do they differ significantly from
those In traditional finznelal insticutions?
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Well in this point in time we have got E-Mail going which in my opinion is a bit of a white
elephant. The thing with us at Head Office we are still too small to get a benefit out of the
thing. Yous know it is quite expensive and where you have a large number of pecple who
are really vager to get the thing to wark. | am sure it can work very well but h~re { am
one of the relaxed guys on that. 1 like personal contact with people.

328 People talk of African culture as being very oral and open and you have E-Mail, is there
a class of worldiiness?

Even for me to use a telephone on an internal basis | do not like it. So maybe | am a bit
sceptical but | think that it is a white elephant. So that is communication systems.
Technologies are almost. forced onto third world culture. So in some ways it is not
appropriate, :

39, What about the ways in which meetings are conducted in the Community Bank?

| think that they are still very much the old style with a chairman, apart from calling him a
chalrperson now and having a secretary, | mean all that is in place. The cne area where we
are different is that we tend to over popularise the meetings. Every bloody interest group
or people who perceive that they have an interest want to be part of the meeting, You
know from my background | am used to having just small groups of people presant rather
than these large groups. | have been pushing the idea of having more groups but smaller
more effective groups and that is now a new procedure that is being set and developed. A
lot of things will start going better now.

40. In terms of the Community Bank how do you measure your success?

There are a nuinber of ways that we will have to measure our succuss. The one is
financfally. { do not really mean ROE aor ROA in 2 normal sense, ROA maybe but ROE yes,
| think that we must generate enough profits to sustain ourselves, We have to pay our
shareholders their interest. Bad debt reserves and the type of reserves that the Bank
needs, But then over and above that | do net think that we are going to maximise profits.
That is on the financial side, On the other side | think the rendering of a service is almost
more Important than the financial side. There will be surveys done on a regular basis. We
have quite a large budget for surveys and research done to see how we impact upon the
communities in which we operate. | think that will be almost more important. than the
financial side.

41, With regard to these key success measures does the bank have primary and secondary
values or principles about the way in which it goes about jts business?

What do you mean?
42, May a value good be being sensitive to the needs of customers.
O yes | think those people sensitive values, We have to instil those prime values and the

cultural thing. Even for me, a chartered accountant, to go into a bank you sometimes get
treated as if you do not understand what goes on in a bank, | do not know if you have had

the satne experience!

43, That is why ! pre?er using the auto teller machine outside.
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You accept that it is not going to smile at you or have a kind word but when you go inside
and you have contact with people, The people stil! treat you as if you do not know what
you are talking about. 1 can imagine how a number of our clients must feel in a bank. |
sympathise with them. | really hope that we can do a lot better than that.

44, Since the Inception of the Community Bank you have gown down quite a steep
learning curve, what advise would you give other organisations attempting to Introduce

- community management principle into thelr day-to-day business?

Well, t will telt you what | think from a financial point of view. i think to approach a much
wider interest groups than we have. You know when we started looking for our capital we
went to three big people. The three people who really came with the capital that we have
are FCSA, IDT, ABSA, From there we have generated our capital. At that point in time we
got our two hundred million rand, It is only a year later now that we are getting out
capital. So the main capital is only coming in the next few days, A year after we negotiated
those agreements. So | think you must be less dependant and seek out a lot more

contributors not only for capital but for expertise and technology and so on. On the.

technology side we have ABS though a massive contract with ABS which is about two
inches thick. We have gone to vut sourcing to one agent, | think of ways of getting more
people or a much wider interest group involved from the formal sector.

45, Those are really all the questions that | would like to ask with the exemption of ons, is
there any thing that other companies should avoid In terms of community or African
management principle?

Yes, | do not know if they can avoid It but they muss try to create a structure whera the

decision making process Is not so prolonged. | can give you an example, YWe had come up
with a Togo for this bank and followed this consultative process. After more than a year
staff came up with ideas and then the Foundation would say we need to get the
community involved, We must start 2 competition. Get some of cut clients 1o come uvp
with ideas. After a year at one of those community workshops it was asked how can you
start a bank if you do not even have 2 logo? So the logo was designed and decided upon
within 3 days { think. It is an example of the unnecessary process. You know you get ali
these interest groups, who know internal interest groups, such as the Foundation having
people talking abour: things, having meetings and at the end of the day not delivering the
resuits. | think that it is a totally avoidable situation,

46. That is everything, Is there any thing that | have skipped or that | should have
mentioned!

You know that one of the things that we have a problem with at this point of time and
may be it goes back to my comment abouit out sourcing. YWe need to ba out sourcing to a
wider audience, At this stage we have gc ve down this voute of getting communities and
development workers involved and at this point in time we sit. with a Board of Directors
at the Bank which leans towards those people, not that i am saying that it is wrong ta have
those people on board, but there is not enough bankers strcke banking skills on our
Board and | think that it is somathing that we will have to address and any similar type
organisation should avoid falling into the same trap.
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INTERVIEW FIVE

R&:pondents Job Tltie Personnei Manager

{Biographical Data  |Black, male
Graduate No
[Background Previousty employed in the manufacturing sector,

jexperienced human resource actitioner,

Personal Comments and Reflzction
In my previous interviews | tended to place emphasis on external relations as opposed

to internal relations, Hence, | approached the interview with a view of eliciting more
information on this neglected dimension. During the interview | found the respondent

be cautious in committing himself to an answer. At times during the interview | felta
little bit distant and | had to work hard at my questioning,

I To kick off could you tell me a bit about your background and how you came 1o be
invelved with the Community Bank{ _

Okay, my background is from a manufacturing side, | was with Unilever for just on 20

years, My experience was varied in the sense that | starced off on the technical side and
having worked for about 8 years | moved oit into human resources, For the most of the
time | was in the Industrial Relations side and that has been my background. How | came

- to be here, | got a transfer from Durban where | used to be or where | spent most of my

time, | then transferred up to Boksburg. Unllever have an operation out in Bolsburg, So |
came up to head their human resources. Then in 1994 there was an opportunity to go
back to Natal which came about a time when the Community Bank was looking for
people. So it was time to get off the bus and join the Community Bank one. That is the

way that | am here.

2. Was there anything in particular that attractad you!

Ja, it came at time when | felt that | needed a change of scene. | had 2 number of offers

but the ove that attracted me in particular was this one. Possibly because of their focus

and the fact that it was a nevs venture, You know everything was starting brand new, that
to me coming from a big Company, like Unilever, where you tended to be solid and you
would not get opportunities to influence things. Hence, | thought that it was the right
decision to go. | think that was one of the things that sold the job to me. | was going to get
a break of being able to establish a departmenr. To by part of an evolving culture.
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3, What does the name Ci ommunity Bank mean to you?

The Community Bank means to me not a black bank as people take it to mean, A bank
where the community at large wherever it op. .ates has not just & share but a say in the
rynning of the bank, It would be more a relationship than a banking institudon where i
would think the objective would be the up-iiftment of the community in which it is
operating. .

4. Everyone | have spoken has focused on external relations with the community, could
Yyou tell me about tha narme means internally to the employees of the Bank?

lnt:er‘nally what do you mean?

5. What | mean is that everyone talkes abouc erigaging communities and capacity buflding,
the whole relationship between you and your customer or members but what about your
internal relationships here within the Bank? '

That is a'very varied point and something which tends to be overlooked but f think that it
is very important. One of the things why the Bank is also an attraction is capacity bullding,
Capacity bailding of its own employees in terms of banking, Because lets not foal aurselves
banking has largely been a white institution. 1 mean if you had to look, | have not done a
study, but my own observation, the management of the formal banks is very male
dominated. You will find people of my colour would largely be at the subordinate level,
But at the Community Bank | think the focus and philosophy is to enable those people
who had largely been disadvantaged and not having taken part in banks to become bankers.
We say talee people who have had no banking experienca what so-ever and training them
to be bankers,

6, Would you tell me a little about the Cammumgf Bank and how it was founded? What
gave the initiative jts whole impetus?

Well the history is documented somewhere and | will give you what | can recollect from
the top of my head, It was an iniiative born out of ideas from people who where
instrumental ~ those ideas. The pe.ople are Cas Coovadia, Bob Tucker and they saw this
as an opportunity. The banks mission is to serve the low end of the market. It started off
as a project two years ago and it has had a lot of people involved in and out and finally |
think one of the spin off's of that project has been the promuigation of the Mutual Banks
Act and the registration of the Community Bank, [ think, in July this year, So it has come
quite a long way and | think the most worthy observation 1o make is that it was born out
of community inspiration. And if you even look at the people who comprise the Banking
Trust they are drawn from the community and they are leaders in their own rights.

7. Those Trusteas where they nominated or where they selected to become members?

Ia. they where nominated. Earmarked because of their particular skills and background and
offered positions on the Board,

8 Did they formulate the whole concept or idea as to how the Community Bank would
work?

Ja, you see there where these two key people, Cas and Bob who | would say are the brain
children of the project but then they brought in the people that were instrumental in
getting the project off the ground. They drew in the skills and experience of several and
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various people all from different walks of life. Some of whom of course stayed with the
bank and some did not, -

9. Obviously managing the Banks growth has been a key variable in your success to date,
would you tell me about the key players, their roles and do you see them staying with the
Bank?

Some have stayed and some have lefe. Mostly | would say those people whe started with
the project are still here. 1 mean people hike Les Scott and Archie Hurst and in the
Foundation as well. Bob Tucker left recently but he was more involved on the fringes as a
Trustee or Chief Executive Officer of the Board of Trustees until recenty, .

10. How Important do you think that somebody like Archie or Cas Coovadia is in
managing the dynamic between the Banking and Foundation side of the Community Bank?

Yes; very important. It is very important that Cas as Chief Executive Officer as one of his
roles Is to manage, not just to manage but to forge a culture which | believe is going to
show itself or develop as time goes along, Because | do not believe that there is a culture
at this stage that one can say that this is a2 Bank or a Foundation. We are working on
developing one. But yes Cas is very instrumental because he sits as Chief Executive Officer
on one side and Archie being a banker on the other side. Then of course you have Mary in
the Foundation.

11. How would you say that the Cbmmunity‘ Bank differs from traditional financial
institutions?

{ think by its very focus. lt focuses on the lower end of the market. it also looks at
building relations and building capacity. It is not just an institution that like traditional banks
that just establish themselves and the customer just has to fit in, The approach from the
Community Bank is to engage the community and to listen to what the community is
saying. For example when we say that the community has to have a say the Foundation will
go into a community and discuss and look at ways of workshopping with the community
to determine whether there is any viability in the Bank establishing itself. And if the
community [s not zommitted, the Bank will not establish. So the Bank has a demand driven
approach. ' .

/2. Looking at other structures and corporate governance In the Bank for example you
have the Board of Trustees, the Bank, the Foundation, Branchcs, and Local Boards of
Directors at outlets, do you see the Community Bank as a whole managing in a different
way?

Yes, it is different. It is different. You know as far as | am concerned that structure is
unique to the Community Bank. [ have rot come across a similar structure in other
conventional banks. So it is very unique to the Community Bank.

3. In terms of the Board of Trustees how would you define their role?

Like all shareholders | think that they are there to ensure that the Bank is sustainable. That
they have got loans from the funders which is put to good use and must show a profit at
the end of the day. { think that i their function. They need to ensure that the Bank
operates within the mission and vision that iz has set. That is their function,

/4. We have heard that one of the problems associated with mission statements Is that
manzgement go out on a bosberaad and on their return tel the workforce this is our
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policy withoue involving them In its formulation. Is this a problem assac:ated with the
Comimunity Banks mission statement?

Ja, look the mission statement was derived by the Board of Trustees. But | think that it has
not beeh an exercise where there has been a besberaad and you just produce this thing.
MNow [ thinl here we had an opportunity and we came on board and we have also fooked
at this mission statement ourselves and had comments made by staff, | mean that a mission
statement i5 just a mission statement. But | would not see it as one of those futile
exercises hanging on the wall and no one identifies with it.

15. Would you tell me about the Foundation, Is it very different from the Bank?

la, it is separate in the sense that the Foundation , | mean once you have spoken to Mary

she will give you mare information, It is set up differently. I¢ is registered as a Section 2
Company. I is also grant funded. So it is not like the Bank. It operates more like 2
non-governmental organisation. lt also has its own Board of Directors.

16. In terms of the Local Board of Directors at branch or outlet level what role do you
see them playing? .

The Local Board will be involved with the branch manager in setting, not in setting but in

implementing policy and alse looking at loans, business loans, small micro enterprises and
things like that. They would also be responsible for nominating appointments for the
Board. You know at Head Office as well. They will also be involved in that. '

17, Coidld you tell me about the significance of the Twenty Rand Share!

In what wayi

18. The fact that you are now not a customer but a member of the Bank wisen you open
up an account!

Yes, well that is the approach. You know that this is not about an institution but the
refationship aspect of the Bank whereby you are not just a customer but you are actually a
member and membership means buying a share certificate and that entitles one to a vote,
to appoint, you know vote in the Board of Trustees, It is significant in that sense.

/9. To what extent was the formation of the Community Bank a product of South Africa’s
saclo, political struggle and turmoil in the country?

Well | would think that was at the back of the mind of the people who promoted the idea,
They had to look at the socio political state of our society and having looked at that there
was a whole mass of people. A large majority of them who where in the informal sector
who where not banked or poorly banked a:id who needed 2o have the restoration of
their dignity in terms of the way they were treated by conventional banks. And | think that
to me even though it Is not always black but by end of history those people were largely
biack. They have been disadvantaged.

20. Taking what you have said as being a fact that the majority of you cuslomers or

members are black has that influenced the type of people you would employ and have
there been any spiff over effects in the way in which you go about your businessi?

fa, { think one of the key and critical factors that had o be borne in mind was that if we
are sincere about the whole mission we had to reflect the demographics of society and by
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saying so we had to endorse 2 policy of Equity and Employment practice. It is not just an
action policy for blacks only but also for gender as well. We are locking into it but we
have not quite got there because there are always problemns when you set up a policy but
the pool of people you want to draw are not always available. But it is a constant and
conscious process :

21, Have you chanyed any af your personne! policies and procedures to accommodate the
notion of community values?

We are at this stige developing some of the policies. Our approach is not to copy what
other people are doing but to develop something that is reflective of our mission. Yes we

~ are developing polices but those policies have to be influenced by the mission of the Bank.

22, Could you give m.» an example of the direction in which your thinking is going? For
instance in the areas of recruitment and selection, discipline and reward.

Ia, | am just thinking of which one will stand out ¢learly. Our recruitment policy is one of

* those. The discipline and other policies are not so much. | think that they are more
reflective of the current trends in the labour movement. We have developed a matemity

leave policy which is very much informed w'th what is happemng in SACWU.
23. What Is unique about that policy?

Nothmg much but if you Jook at the policy it is very fiberal, it gives paternity leave of 3
months for that matter, Ha Ha, That's 4 jole. But we have not gone that much over board.
But we do have paternity leave as one of our policies.

24, In terms of the Community Bank do you value diversity of opinion or commonality? -

No, we do value diversity of opinion. It is evident by the different. type of people we have
seconded from other banks. Most of whom have very strong and established culture form
where they come. But that is to us a strength rather than a negative.

25, In terms of what you have just said how do you get all those people, who are possibly
head strang to come together and talk?

No, | would not like to say that there would be no tension. But | think that we are
fortunate that it is perhaps it Is a question of people understanding what it is that the Bank
s trying to achieve and where it is heading. And coming to terms with that they also have
something to offer even though it might change or be disruptive to the process the Bank
has set itself. So | would say they come with a mind set already wanting to be part of the
process. So whatever discomfort they migh: feel being in a strange type of environment it
Is probably overcome by the willingness to participate in this venture.

26. There are obviously certain values which are central or important to the Community
Bank, could you tell me about those values?

We have just gone on an exercise about a month ago. We went out with a team of
consultants and went through some of the values which we found. You know it is always
something that people discover and find for themselves and that in essence the values
would always be the same. So the people values which drive many institutions we also

- came up with such as the importance of human trust, human dignity and you know such

things. We came back with these as a product of that exercise.
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27. Trust, dignity and respect are all core components of the concept of ubunty, did you
see your values as embracing this concept?

Ubunty, Ja, it was one of the things that came up. | hope that it will be one of the things
that will set us apart from other institutions, e need to develop that empathy, ubuntu. in
fact | think we have as we have already had some feedback from some clients, from some
banks, 1 will not mention names. They have commented favourably about our client
relationships and the way in which our staff deal with customers. But: it is a focused area
for us to hone into, ubuntu

28, | believe that all new employees go through an oﬁeniau‘on programme when they join
the Bank, do you affirm these values during that process?

Yes, absolutely.
29. What would you typicaliy take people t'rongh?

Well, there are several training moc™iles. ! think that you wu. get that from Mary. But one
of the things that we take them through is a training module on managing diversity. You
know it is att appreciation of managing diversity. We also hava a module on. client relations
where we emphasise all aspects of dealing with customers. But the induction itself you can
get the detalls from Mary because it is run by the Foundation.

30. Within the Community Bank you have very different culeures, the Banking and the
Foundlation side, do the management styles within each differ?

Ye doubuedly You see a bank is a bank. It is driven by bottom lines, set targets and all
tho-« things. it is very structured, The Foundation is different. It is meetings and meetings.
It is an atmosphere of relaxing. It is 2 laid back type of approach.

31. I have heard the words pragmatic humanism, meaning on the one side we are in
business to make a profit and yet on the other side we have to engage people in a
humanistic way to be successful. Pragmatic humanism then being a balance between the
ewo. Do you see the Community Bank in this way at all?

Yes, | think there is thav balance and it is typified in the approach of the Founcuat  and by
the Bank itself. Because the bank is about banking and the Foundation is about ¢, ple and
the humanistic element | imagine.

32, Has the Community Bank incorporated any Afvican bellefs, customs or traditions in
the way in which it goes about its business?

| do not know whether this will answer yo' r guestion but we are looking at medica! aid
schemes and we have looked right across the whole spectrum. What we are {ooking at is
medical aid schemes that would not shy away from say homespathic medicine and | know
that some medical aid schemes do 1ot consider those bur for us we do not have a
problem with African or traditional healers. Because some of our people will come from
those areas and those heliefs would still be very much,

33. In African management principles pecple talk about the who!é metaphysical aspect of
management. In other words the forces that direct our lives over which we have no
control Does this so called supernatural force have any refevance in the way in which you

go about your business?

U TP
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Mo, not to that extent.
24. To what extent are employees engaged in the day to day activities ¥ +by Bank?

In the day-to-day running of the Bank, Your question is to what extent are they involved in
decision making? We have structures within the Bank. For example we have a
management committee that meets every Monday and that is presently involving the heads
of departments but irolves the staff as well. Reprasentatives of staff. The decisions of an
operational nature or at that level are made at that MANCO. For the branches we do
have meetings once a month. We would go out and the staff are responsible for putting
out an agenda and keeping minutes. We go out anc have these mestings as | say at least
onhce 2 month,

35, Does empowement ma?)jv take place at that level?

Ia, for example empowerment during the orientation training one of the projects that they
get given, each branch has gone through developing a business plan for their own branch.
That business plan they would then developed and presented to management and it
varies, and when they go out to the branch they have to make it happen, They are assisted
here and there to make the thing worl. It is meaningful. At the end of the day it is their
business and they have together with their bank ma - jer and make it happen.

36, Are there any other initiatives that you have conducted to introduce community
management values into the Bank? .

At the moment that it the only one so far,

38. To what extant does the Comitrw #y Bank promote colfective needs over indfvidual
needs? _ .

Well, we do not have a union at this present time. We 2re very much open to the
untonisation of employees. ] have just developed a policy which is a bank policy towards
our approach towards trade unions. We are open to trade unions when the pecple are
ready, We will not force it on them. it will have to come from them. Then we will
obviously have to work with them in developing something like that. That is as far as we

-have gone.

J8 What about the notion of team versus individuat reward?

We have not got that far.

40. How do your communication channels within the Community £ - Y differ from those
of traditional batixs?

{ would not know what or how the traditional financial institutions operate. Because | am
not coming from that background. We are moving toward, to | would say a classless or
structuralless, or levelless communication. Where there is real ywen door, it is real talking
to the peaple. To give you an example Archie Hurst, meets with those people, he goes
out to the branches, Sa there is no question of levels that they have to talk to the branch -
manager, who talks to the operations director, who talis to Archie. Archie just talks to
everybody. Here at Head Office when we have general mesztings everybody is there. That
is why | call it classless or levelless communication,
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41. Sometime back | followed the negotiation process in the Johannesburg Metrop slitan
Chamber with regard to the endeavour to end the rent baycott in the greater

Johannesburg area. What was interesting was the representation of a multicude of interest -

groups such as political parties and civic associations. At thoss mestings, involving all these
interest groups, there was a special dynamic. How do you handie big open air meetings?

For us it is not so unwieldy. When | say general meetings with staff -t Head Office you are
looking at 20 say 30 people. So that is not too large. | do not know about the
Metropolitan Chamber, The politica) forces must be something else. Here our differences
are not that hardened because we anly have the different disciplines such as marketing,
operations, finance, human resources and support services, So it is not so much a
difference. If you go to the Foundation things will be different.

42. Do you have joint Bank and Foundation meetings?

Only at MANCO on that management committée but that is only once a week, Ja, at
which the representatives of both sides meet,

43. Are there any other communication channels or media that you would have inside the
bank, such as comic strips/

]2, those are just product brochures.

44, In African management one heats of communication being oral, is vhere a discrepancy
betiveen your communication mediz and the technology at your disposal?

On PC we have electronic mail but most of us are s4ll grappling in coming to grips with it
So yes we are being African but we tlso need to have that as one of our styles, But it is
something new. | find that most of us have to muke a time and read ones E-Mail. So the
easier thing to do is just walk down the passage and network while making coffee,

45, In terms of the Community Bank how do you measure your success and how do you
know that you ars doing the right thing?

At this stage it Is not easy to say but the measurement would be how many customers or
members we will be able to deliver In a particular branch and whether we are able to keep
those customers or members, So that is our rneasure.

46, Do you have any primary or secondary considerations which you will nat compromise
it achleving that success!

Primary | would say is that we establish branches across the country in five years time.
One of our objectives is to build outlets around those branches, The outlets would be in
the order of 115. Then we would have gone through the whole cycle. We would like to
see those outlets developing into branches in their own right. So it is quiet a steep
objactive, That is the way we would like to see the bank developing.

47. Does each branch have its own unique style or character?

ool the policy will be determined centrally. But the way in which the Bank operates in
different areas depends on local conditions. For instance an area like this, the Johannesburg
ared, in the afternoons you still find people doing their business here. We are even
contemplating having to stay open late. it all depends on the locality how we will be
influenced by what is happening around us.
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48. ”Obvious&'. the Community Bank has been down a steep !eamfng curve, what advice

" would you give other organisations attempting to introduce communtty values in the way -

i which they run their business?

We are still, learning. We have not yet consclidated our learning. One would have to
understand ones community, more and more. Learn as much as ohe ¢an about the
community in which one is operating, | think second of alt to do a lot of marketing befure
you actually start operating. Marketing in a sense of allaying fears that you have been
ripped off in history. They are very cautious about, you know, who they trust, So | think it
would need a lot of confidence in the community. In a sense you need them on your
Board of Directars,

4%, Is there anything that other cormpanies should attempt to avoid? For fnstance the dam
side of community management?

1 think that one has to think very carefully about the image thar she wants to project and
that it is clearly understood. There is a danger when one says Community Bank that
people assume that a community is a community. You know if you understand what |

- mean. A community also needs t be commercialiy understood. So we say okay yes this is

your bank but as certain standards have to be upheld. People tend not to understand
those finer concepts. '

50. Correct me If 1 am wmng but | belleve that the branch marager a an outlet 5

- sameone who does not live in the community that he or she serve, was that a consclous

decizio.

Ja we veould like the person to have Independence. You knéw, irdependence in operation,
V1 hilst the person should be a local person there could be influences perhaps that might
be to his detnment In !wing in that community,

a1, Other peopfe mannmg the outle::s are nonetheless recruited from that Jocal

commurity,

They are,
| 52, Tfm is everything that | would ke to ask. Is tfzere anythmg else that | .s‘hc"!d of

covered or which you would like to alabamre on?

| think you have covered pretty much everything, Ja | thmk you have got the whole thmg
quiet well. Thanks Patrlck .
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INTERVIEW SIX

Respondents Job Titla  |General Operations .Manager

Biographical Data Black, male

|Graduate ~ INo

Background - Experienced Banker.

Personal Comments and Reflection :

| got off to a bad start with the respondent. In spite of the General Manager personally
introducing me to the respandent, the respondent asked for a letter of introduction
stating the purpose of my research, | explained that | conducting a qualitative Research
Report on African management principles and as part of that phiiosophy | did not have a
list of mandatory questions which could be pre-rehearsed. During the interview the
following day | made a point of going through all introductory formalities, In spite of my
initial reservations the interview turned out to be enjoyable. | appreciated the
respondents personal insights and analogies.

1. To start off | was wondering if you could tell me about your background and how it
was that you came to be lnvolved in the Community Bank?

Welt to start off | am a seasoned banker. | worked for First National Baik for quite a long
time. About twenty eight years aitogether in the areas of munagement, credit management,
in the area of training and more particularly in the areas of small business management
giving advice to small and medium size enterprises. | am a banker as far back as | can

remember.
+ 2. How was it then that you came to be involved in the Community Bank?

Weli you see when the Community Bank was started Bob Tucker ob"ously touched base
with a lot of companies to sell the concept to them, He looked at develepment agencies
and he looked at COSAB, the Council of South African Banks to sell the Initiative to them.
He said well here is an opportunity to enter uncharted waters and the un-banked or lower
income people where not considered. So he mentioned that he had this idea of mixing
community leaders with bankers and coming up with a hybrid situation of the initgative and
indeed he started the ball rolling with development agencies and banks. Once they had
bought into it they had to show thelr commitment. The commitment was not only
financial commitment. It was also in terms of resources and | was then seconded to come
and give a hand in helping things get started due to my experience in enterprises and
having started a division within First National Bank. Sc they felt | could make a

contribution to the Community Bank.

3. Where you hesitant coming here and doing something different to what you where
used 127 '
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{ would have to say initially not. It was a challenge from a distance to come to the
Community Bank. But as soon as | got in | realised that It wac also about a culture conflict
within the organisation itself. For the first time | came into contact with peopie who
warked for NGO's and who where very relaxed about. things. They had their way of doing
things. That just did not gel for me. From that point onwards there was bit of frustration
and obviously | then said to myself accept this as a challenge. It would teach me new ways
of doing things and | should try and get out of my comfort zone and do other thing, | said
to myself if yeu buy yourself a new pair of shoes cbviously they pinch you and so forth but

in time you forget about that uncomfortable situation and vou now wonder how

comfortable the shoe is and it becomes a real part; of oneself. So | locked at that analogy
- and | said to myself that perhaps that is the approach that | need to take. So | entered the
initiative with that attitude and it is working well,

4, What does the name Community Banl mean to ,Vou? What does it conjure up inside
- you?

L

It conjures up involvement by the people
which you are operating and it is actually v 7 important to me. It really means that you
are closer to your market,

5. Whit about the whole notion of ownershjp wichin that?

Yes, of course this is the exciting bit about the Community Bank not only does it profess
to be close to the people but i o empowers communities. One would have a probiem
with the word empower. | would personally feel it is not the something that we bestow
upon people it is something that people bestow unto themselves. So it should be self help
empowerment by the communities in that they are allowed to buy shares for the first
time, The good thing about this is that the Community Bank demystifies a number of
concepts. concepts such as purchasing and ownership of an institution, And again banking
concepts are demystified, So the Community Bank has quite a jot to offer to the people
out there,

é. Earller on you touched upon 5ob Tucker’s vision, what do you think gave tise to the
formation of the Community Bank?

Well it was not only Bob's initiative he hooked in people from community structures.
People such as Cas Coovadia whe has a strong community link and started discussions
with Dr Ellen Khuzwayo. Who is the chairperson of the Board of Trustees. Those are the
people that Bob Tucker netwaorked with. People with strong community associations and |
think that it was through that very line that the concept was given fruition with the
opening of our fist branch.

7. Community banking is not unique to South Africa, the Grammen bank is well reported,
given this fact to what extent is the Community Bank a home grown South Africa product!

Community Bank is not a new concept. | mean there are a lot of these concepts in
Indonesia and in other areas such as Bangladesh and the like. In America you have the
community banking service but | think the distinguishing factor here is in our approach,
Communities are made to feel part of the organisation even if they are not borrowers in
that institution. In our instance whether a person is a borrower or not 2 borrower he
feels part of the organisation because that is our requirement, He must be part of the
otganisation, He must purchase a share of no less than twenty rand. That is the unit price
of the shares.

conjures up concern for the people with
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8 Vvith Bob Tucker leaving how has the Issue of leadership change affected the course
thar the Community Bank has taken! Has the change brought with it an unique

perspective?

It has not really changed with the departure of Bob Tucker, | think that everyone who
vomes on board here tends to buy into the concept Archie Hurst for instance is a
thorough bred banker. He has obviously had an imp.ct on the banking side of things.
Although Bob Tucker and certain community leaders started this initiative there is a clear
distnction and this is what is actually distinguishing this organisation from other
organisations. In that we have these two strong arims, the Banking arm and the Foundation
arm. They both need each other in this initiative. | think that the Banking side will not
succeed if the Foundation does not do Its side and the Foundation will likewise not
sut, ..°d if the Bank does not perform. So people coming on board it depends on where

‘they slotted into. if you come into the Banking arm as ! did as much as we have to grapple -

with other peoples culture frem other institutions, banking institutions. Because
remember not. all banks have the same culture. So it is sort of easy to adjust to that
culture, a business culture, but if one had to move to the Foundatinn side | would
definitely have a problemn in working in that area and so the Foundation has not had so
much of an influence on the Banking arm and | do hot think that the Baiking army had an
Influence on the Foundation. They still do their thing. They stick to their rules and
regulations and | think that in that way people coming on board will identify with &
particular part or division.

9, Are there any ather a’:‘sﬂngwshing factors which separates the Community Bank aparv
from traditional financial institutions?

Ja, } would say that the other distinguishing factors are first such as relationship building, It
is something that we think that we have to encourage, We are not endowed with a lot of
assets so it is critical that we establish that relationship because when we lend out moneys
to people we are dealing with one of our basic criteria Is that we would like to see some
form of savings mobilisation. A persan developing the savings pattern. | believe that is
actually critical to the success of this organisation, Because people must start showing that
before they can start accessing funds. They must exhibit that savings pattern. Even though
it is minimal it is at least some form of commitment and determination.

10, We have spoken about the Community Bank's Interface with its members in particular
communities, what type of values are considered important I that Interface?

Well, that is to me, well we cut across all spectrums of business endeavours and even
human endeavours as such the basic values such as integrity, respect, concern for othars
and service quality are held to be important, You know these things are the type of things
that people tend to say that low income earners or the un-banked do not cherish and | do
not believe that. ! believe that even the low income earner cherishes those values that you
as a corporate client hold dear, Those same values are held dear to low income earners.
Believe me people do not really want third or second rate service whether they are low
income earners or the un-banked peopls, They still want professionalism. They want to be
treated with respect and that is one thing that we are not going to lose sight of. Our
values are more or less the same as some of the corporate institutions, the values that
people hold dearly to any association.

11, Does the word ubuntu have any special meaning within the Community Bank?

Well ubuntu is a very clear concept, While the Community Bank is not primariiy a black
bank the majority of people who are un-banked and who are low income earners are.
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blacks. The concept of ubuntu is known as the ability to sacrifice not necessarily to take

pity on others but being sym.pathetic to a persons cause. | believe that in the Communiry

Bank the concept of ubuntu will come out very strongly at each of our outlets. In that at

outlet level we have a Board of Directors who advise the manager at the outet of risky

deais. Tais is where people will come in and people will be sympathetlc to their fellow
" human beings in terms of access to credit facilities.

12. Could you teil me about some of the strictures of corporate goverrance in the Bank
and how they work in terms of the Board of Trustees, the Banking and the Foundation
arms? Is that unicue in any respect?

I would not say that it is unique in its structure but rather unique in the its functions. For
instance we have ~ main Board of Trustees, Their duty is to look after the antire initiative.
Cas Coovadia, the Chief Executive Officer, reports to the Board of Trustees, On tie
Trust we have the Beard of Directors of the Bank and the Board of Trustees of the
Poundation. | do not know much about the Board of Trustees of the Foundation, But the
directors of the Bank are charged with ali responsibilities. They have a fiduciary duty
towards the depositors funds, The Bank 's run along business lines. They have to ensure
business ethics are kept to the required standards and it is thair duty that they do so.
Archie as MD reports to the Board of the Bank. The brariches have obviously their
managers and advising committee but, it is not as powerful as the Board of Directors. At
the outlets wa feel that we are reaching the people. In the outlets, which are mainly in the
townships we will have different trading hours. The Board of Directors will be drawn form
the locals and as { have said will advice the manager on all shaley deals and you know ali
matters affecting that community in the area.

13. Would that Board of Directors at outlet level meet on a daily basis?

They would meet majfbe once a month Initially, quarterly thereafter or as the need arises.
No they are not going to meet on a dally basis it Is a voluntary duty that they perform.
They will not be remunerated for it. So we cannot stretch them too far. _

14, Would the customers or members of the Bank upon the purchase of the twenty rand
share, vote them into power?

The members of the Bank vote them into power at the general meeting that they will be
holding,

I5. What is the significance of those annual general meetings and the abllity of members to
elect and appoint directors?

Well the significance of those meetings is that, that is where power rests and it exhibies
our stated objective of taking banking to the people.

16. What would the outlet managers powers be? Can the Local Board of Directors dictzre
to himf{

The outlet manager first of all has the responsibility of running the ocutlet in terms of
business ethics and so forth and of course he is ultimately responsible. He is still the
captain of the ship. He reports to the branch manager of the area. So you will find in an
area such as Benoni you may have say ten outlets. Those ten outlet managers will report
to the Benoni branch manager who then reports to an area manager, who reports to the
general manager of operations,
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17. How does the Community Bank envisage managing its growth and the mushrooming
effect of its exp.ansion with the opening of outlets and new branches?

Ja, in time if we see that an outlet is perfo  ag extremely well we will update its status by
turning it into a branch. To do so we must stviously find sound business reasons for doing
it. If we find that may be the job of the brancy manager of the core branch becomes too
much and that he just cannot handle it and one of the outlets is growing and doing
axtremely well then we will hive off some of the responsibilities of the core branch to the
growing outlet.

/8. To what extent was the formation of the Community Bank a product of South Africa’s
sacio-political struggle and the transformation that we are going through at the moment!

1 think that politics had a great influence on the formation of this bank in the sense that
access to credit was seen as a political issue. How can you expect people to have asses
when the system denied them the acquisition of assets? If you had to go back to the
apartheid years where blacks where not aflowed te even own property how could banks
call on blacks for colizteral before qualifying for a Joan when they do not have anything to
show. Politics had a great influence on the creation of the C.ommunity Bank and that is
precisely what we are saying that we are aware of past dewavatians and that we would
like to address these imbalances because we feel that some of the issues raised such as
high risk areas and so forth where just a smoke screen for not making funds available fow
income communities.

19. Within the bank you obviously have different cultures berween the respective pecple
drawn from the different banks in addition to which you have the Foundation. Bearing this
In mind does the Community Bank value commonality of purpose or dfvemly as a
strength or waa.b'iess within the bank?

i think that we actually value diversity. From a personal point of view | think that you are
actually enriched by getting such input form such quarters as NGO's and so on. Much of It
miay go across the grain but in the end one is made just that much aware about what is
happening. Coming from 2 structured organisation and so forth means that one has a
blinked vision, of you know, people and credit assessment and so forth, but with the input
of people from other organisations and NGO's those blinkers tend to be removed and
you feel and see things in 2 different perspective.

20. What touched you the most coming through that type of personal learning
experferice? Is there anything that you can say; yes, | am a better person because of that/

[ think what touched me the most was the humanistic aspect of it You know that one has
been nurtured into believing that the system is just not part of my cuiture but when you
start getting the humanistic aspect of it only then do you begin to become engrossed.

2/. People talk about the need to liberate the work ethic in everyone, is that in evidence
in the Community Bank!

{ do not know where you are coming from because wrork ethic is quite 2 broad term. You
can use it loosely. If | understand you when you talk work ethic | mean the principle of
time keeping.

22. | was thinking more along the lines of someone walking the extra mile because they
want to and not because they have to.
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Yes, exactly, that is what { was thinking. Then | must say that | find we zspect of a work
ethic in this organisation to be more prevalent among the people in the Banking arm. With
respact } do not see it in the Foundation side, Perhaps that is their way of doing things. |
-am not knocking them. To me that is my perception of them maybe they appear too
relaxed, maybe my idea is before you can spend you have to earn something. Now | get
the felling rightly or wrongly that in the Foundation people tend to get grant funded. They
get grants from overseas and wherever and they are not being accountable. You know, 1
feel that one has <o be accountable i you spend 2 rand you must account for it and
likewise if you are an hour or two late | view that, as you knov, as serious. You know that
your input to work is not productive for the time that you are absent } cannot just take
off a day.

23. Coming back specifically to the Banking arm of the Community Bank are there not
differences in the management styles even within this core activity, such as between
finance, marketing and operations!

Well you know that management style is a very personal thing. It is also subjective. | would
say yes there is a difference because sometimes you find that marketing people by their
very nature tend to be outgoing péople and finance people are introverts and they cross
the T's and dot the {'s, So thera is that difference but that difference Is enriching in the
sense that ones weakness is somebody eise’s strength.

24. Given the operating environment of the communities in which the Community Bank
operates or plans to operate In, has that had an influence on the way in which you go
about your busine.s? For instance where you open a branch, the proa’ucfs you offer and
the types of people that you employ.

Ja, it has had a profound effect especially on the type of people that we recruit. {
mentioned that one of the things that touched me when | joined the Bank was the
humanistic side of things. VWhen we [ook at prospective employees we look at someone
with a humanistic touch to things. Theé market that we operate within needs that type of
feeling. Ir a vary round about way the market out there has had an Immense influence on
the policies and the type of people that we have employed.

25, Have any deep rooted African customs, belfefs or traditions heen incorporated into
your manigement style or the way in which you go about your business?

Well you see talking about deep rooted. The only deep rooted cultural thing would be the
concept of ubuntu that has had an impact on this organisation. You know that culture is a
dynamic concept and by that very nature it has to adapt to different circumstances and
working in mainly urban areas we find that there is a plethora of cultures coming into
effect and they have had an effect and they have obviously an influence in the communities
and even within ourselves. To say that we are adopting the distinct African culture at this
point in time would be premature. It is because we have not really made in roads into
rural areas. | think that would be a challenge once we move into rural areas, This is where
may be we would be sensitive to African culture. But If one talks generally about certain
African traditions, | think that we are of the view that the best is a business culture and for
the organisation to succeed it must draw from the people itself. ln as much as we say that
this is a business culture we have to draw the good from the African culture and from the
Western culture. We cannot afford just to be seen as an African operating bank with a
pure African culture. That would not to my thinking be successful because you would have
to forego certain business principles such as profitabiliy. VWe are in business and we have
to show a profit. Even at the end of the day shareholders want us to give them a return on
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their investment. So the only way In which we can do that is to derive a profit from our
organisation. '

26. That seems to be a pragmatic approach. Ta what extent are em,a!oyees in the
Community Bank involved in the day-to-dgy running of the bank?

The community is involved from the start, you know, before we establish outlets the
Foundation will do Wcsrkshops and so fo: th. They have a workshop process that they do
and they draw the community into them. Once they have shown a certain amount of
intarest they would then elect a committee who will conduct meetings from time to time.
Qut of that committee the Foundation might employ one or two peop's and they will look
at the numbers of peopl: interested in the Bank coming into their a:2a. If the support is
sufficient and we have gone through a process such as looking at the resources needed to
establish an outlet we will look at the entire population fisres of the area, the income
levels, we will look at things fike security, you know, secuniiy of the property from which
we will be operating in. We should not kid ourselves. Even though we are identifled with
the community we have to be vigllant because robbers and thieves do not care if money
comes from the community or the rich people. To them money is money and thay will
rob or steal irrespective of where the money comes from. One they can take pensioners
funds from pensioners just shows the extent to which people can go. Ore has to look at
the security and the premises within which we operate,

27. Is the whole social fabric of the community in which you operate an importint
consideration in trying to reduce the risk factor?

Ja, the social fabric of the community is important in so far as the community values
certain things. In informal sectlements for instance or squatter camps if you do you rounds
you will see the pride and dedication of some of the people living in those conditions.
From an outsiders point of view you would say that those are the things that wouild be off
putting. Those people however show pride and dedication and we find that secial fabric
actually sustains them.,

28, To what extent does the Community Bank pmmote the collective needs versus the
Individual needs of its empioyees?

Again the culture of the business is such that benefits have been geared toward individuals
as opposed to groups, This where if you had to laok at the black culture that type of thing
goes against the grain of black culture, In black culture it is the group and not. the individual
who has to be nurtured or made successful. But because we are running a business and
the profit motive comes in, yes we do take into account that certain things need to be
done for groups. But again we do not loose sight of the individual achievement and
individual existence. Again we would adopt say the group approach but we will only do
that where we ..l it worl and where v feel that it has merit. Some of the concepts that
we have introduced include quality circles. The accounts are collective in certain things.
But then again we have also to look at the individual successes.

29. How do communication channels within the Community Bank differ from nﬁose found
in other more traditional organisations? .

| think communication in the Community Bank has been made easy by the fact that the
~ MD of the Bank not only has an open door policy but he encourages people to come in

and tafk to him. The influence of the Foundation has had an impact on us as well in the
communication line. Mary from the Foundation cbviously Is the kind of person who comes
from that type of culture. She moves around on this floor very often and it encourages
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other people to move in the area. You know instead of keeping the two organisations

apart we have regular meetings as well where people alr their views irvespective of

senjority and so forth and the whole aspect of communication is encouraged. -
~ 30. In those meetings is there an open forum?

It is an open forum. We do have obviously here and there structured meetings for senior
management when we discuss policy but by and large our meetings an open forum
meetings. C

31. Larlier cn this year | followed the rent boycott negotiations in the Johannesoury
Metropolitan Chamber where at any given time you had a number of powerful interest
groups all trying to get their points of view across at the same time. Do you have that
sought of dynamic within your meetings?

Although those open forum meetings are really avenues for people to air their views they
are not really avenues where grievance procedures are set or where disciplinary action is
taken. it is just an opportunity for people to talk and socialise. But when we look at other
issues we need to have a structured meatings,

32, How does the Community Bank define or measure its success?

Well from a Banking point of view we will not have success unless we look at the bottom
line, We will also look at the support we wi. be getting from the communities, A critical
one would be that the success of the Community Bank will be really measured by the
extent to which it has granted credit to those 2w income earners and secondly haw
those communities have responded to their commitments. | think that although we have
net walked along that road but if we possibly can make credit available to as many people
as wre possibly can, they will honour their commitment and pay up, In this way we will have
proved to the formal banking institutions that the market is not that risky after all. If we
can do that we wilt really have proved a point. The whole issue of high risk was just 4
smoke screen We are definitely out there to prove a point.

33. What are some of your primary and secondary considerations in the achievement of
that success?

Could you clear what you mean by that!

34 Just that some companies are ruthless in achieving thelr bottom line targets at the
expense of say social responsibility.

fa, obviously n achieving that success we realised that there is quiet a lot of work that
needs to be done, Now we have this other arm as our partner, the Foundation, side by
side in achieving that. Ensuring that people must be educated and trained. For those two
things to happen the Foundation must come to the party because they receive grant funds
and those grant funds are primarily for educating and training people. Side by side we have
to educate and train people of their rights and obligations.

35, The Community Bank has gone down a steep learning curve, bearing that in mind,
what advice would you give other organisations attempting to Introduce community
management principles into the way in which they go about thelr business!

Well 1 would say first of all to get community involvement that is critical. You have to get
the co'nmunities blessing to support whatever you are doing. And Secondly one must have
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the determination to succeed, In other words you must also commit time and money to
your prolet:f..

36 Is nbere anything that ather companjes need to be weary about or should try and

avom"

ja. companies shou.ld try and avoid being over zealous and .hasty to enter this market The
ather thing that 1 think that companies sheould avoid is trying to be paternalistic. | is off

putting and people see though that very very quickly. W! en you enter a market such as -

this paternalism does not work. You have to be up front and open about what you do. Do
not do things for the people but let the people do things for themselves.

37, That is everything that | would ik to ask, do you feel that there is anything thac | have
left out or that you think that we should elaborate on!

Quiet frankly | think that you have been very thorough.

INTERVIEW SEVEN

Iﬂespondents jbb Title [Managing Director - Foundation

{Biographical Data White, female
Graduate ' Yes
|Background Varied experience In the retall industry, pel- mal activist,

tt'a'.de union movement, community work, rural projects.

Personal Comments and Reﬂectlon :

|OF all the interviews | had scheduled this was the one | was looking forward to the
most. Everyone 1 had interviewed to date had mentioned the respondent in some in or
ather way. The respondent had a lot to offer unforwunately | let the interview become| -
too personal, These personal comments nonetheless shed light on the tension, be it
creative or destructive, that exists within the Community Bank. The responde'nts
enthusiasm and passion about the vision of the Bank and its day-to-day running was
encouraging. This interview did not shed any light on Research Proposition 4.

1. To start could you tell me about your background and how you came to be involved In

- the Community Banl?

Okay, | am a sociology graduate and started my career in fashion, fashion retailing in
London and moved to South Africa and began working with projects in rural areas helping
them with marketing and basic business skills. | opened up the first industrial craft industry
in South Africa which subsequently fell through due to pelitical asylum. | then spent two
years being a small business advisor. | then came back and started working with the
National Union of Mine Workers for as a rural development project adviser on
agricultural business and helped set up COPE which is Co-op for Planning and Education.
During that time | was basically responsible for finding funding and finance for small
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business. | became totally frustrated with the lack response from the of banks and with the
funding process which took ages. You basicaily had to deliver a project and they wanted to
see the damn thing up and running before they would consider your request and even
then they would only give you funds after eighteen months, It was then that Bob Tucker
was talking about the role of community banking, | was at first very sceptical about the
initiative but became more and more convinced that he needed a bank that could provide
funding to these people. That is when | joined Bob and Cas at the Community Bank.

2. Has it been a pleasant axperience since then?

it has been a good fighting experience. i ha* + been involved since the beginning. | el that |
have the vision about what the Community Bank is about. Since walked in here | have
been in conflict as | am not. a banker although 1 have a business background. | found it quite
difficult at the start.

3. What does the name Commurity §. k mean to you? What doss it conjure up inside of
you?

jt is a bank that is really reaped in the community, in delivering to the community, in
attracting investment into the community, for the community and servicing its needs and
being directed and controlled by that community.

4. We have touched on it a Jlitle bit but could you tell me lictle bit more about the
formation of the Bank and how the initiative got off the ground?

| suppose it is 2 combination of Cas’ active work where most of his constituents where
experiencing problers with the failure of financial institutions to finance housing and Bob
Tucker's frustracions In trying oo tuvn them around to provide cradit to the majority of
the population. There are a number of reasons why traditional financial institutions could
not deliver, Well it Jid not balance, So the basic philosophy of the Community Bank is to
service those neads thraugh community outlets, sa that the staff who work in those outlet
can get to know thelr membership or clients. The bank manager in turn knows his clients
and with the support of the Local Board of Directors can make judgements on people
because that's realfly what it its about. Its about making 2 judgement call on somebody as
to their suitability. If you are a wage earner it <an be to a certain extent be a more exact
science but when you are informally employed it is difficult to a make a judgement, So you
have to use a relationship in tracking people. Even then it i3 very hard to determine
affordability if people are informally employed. Therefore all that you can really do just

ask, " ask are you going to pay me back”. | mean it is a voluntary relationship. They know -

what they are getting themselves into, That it is the relationship and they must pay back.

5, We have heard about stokvels and how successtul they operate in terms of the same

principles of trust and peer pressure that you are talking about, to what extent has that -

type of philosophy had an impact on the way you are going buifding relationships?

| chink its about delivering a product. In one of our workshops that wa go through with
members or potential members we ask what they are engaged in whether its a stokvel or
a small business. We build on this life experience so that people can understand what
banking Is about and how for instance the bank differs from a stokvel and how it might
also stimulate business. That is how we iry and sell the idea to the client 1 think one of
the problems with people in this country is that they do not feel that they qualify for
credit because they did not have everything the bank asks for in their credit application. It
certainly not because of the shortage of money. People of this county do not understand
as say you do say in England, where | have three bank accounts which | juggle wniting for
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my bond to come up. You do not have a shortage of money. The original building society
also had a shortage of money and look at them now. We have to build that up again. So
we want to build on peoples experience with a stokvet to which they make regutar a
contribution and say you may have to sit and wait |2 months before your turn comes .|
think that concept; is actually in people experience so long as you make people understand
that is what the Community Bank is all about. Thac money circulates and that the more
money the Bank can attract more money there is in the pot to go around but thers must
still be some kind of waiting period for it. And the other difference is that it is not some
automatc right as it is in 2 stokvel. So we basically use the stokvel as an example building
on peoples experience. For instance how do they make judgement about people wanting

. to join their stokvel? By extensiont we say that basically the same thing applies at the
Community Bank. We ask how sre we going to make a judgement as to whether
somebody should get a joan? If you do nor want him in your stokvel, why do you want
him in your bank? By acking these types of questions why are you not lending him any
money, we are making sense and manzging in an African way,

6. What was it abour Bob Tucker's :ersonality or that of Cas Caovadia and the other
people who pioneered the organisation, the really drove the process and made the Banik a
reality, what did they leave the Bank with?

| think that Bob Tucker. | think that the Cemmunity Bank would really not have been
established without Bob, Whether it succeeds without Bob | do not know. | think that you
need a particular leac.;, he had a vision, he also had the experience whether the bankers
liked him or not, he is recognised as having run 2 financial institution. So he brought
confidence to this programme, he certainly brought confidence to this programme on
behalf of the new government, and the kind of confrontation that this Bank went through
no other institution has gone through at this point in time. It has really gained broad
support, it really has and Bab Tucker was responsible for deiivering that.

7. Tell me about Cas Coovadia?

Cas brought very much and does bring an understanding of the political sensitivity that
Bob Tucker was insensitive to, That was impartant. He balanced Bob. Bob <ame with his
particular background of privileged access to the code of power which he understood
used with regard to how decision making and networking is done. What he did not
understand is that it does not actually work in a black community. t does not work in the
same way. [t does not mean that there is no networking. There is but does not happen
around a dinner table. And that having an articulate argument and discussion and always
leading does not work. You cannot bully people into accepting, You do not have to, They
will make a judgement on you as a person and Cas is very sensitive to that and knows it.
Sometimes you will gain more by standing back and ensuring that people get their
opportunity to speak thie leading from the front alt the time. That is basically a tactic, you
gain z bit more from behind than leading from the front. And for that reason it is very
important to have the pair of them. | mean Bob is an impossible person to work with,
They make a very good team. | think particularly Bob had the authority or right to say te
the bankers that this is not acceprable, if Cas said that and they would not necessarily
listen because they won't think he has the banking experience and that's actually pretty,

pretty worrying.
8 How does the Community Bank differ from traditional financial institutions?

It is different. The reason is that other banks do not build the capacity of their
membership in any sense. They may deliver an efficient product and therefore serves
people but as a bank they have no intention of trying to bring those people onto their
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board or try and to have the institution run and owned by their own people and that is
never going to change. | mean they will never do that. I think that cur concern with
educating and training people about banking obviously has a lot to do with it. Main stream
banks and the Community Bank have a similar aim in one sense that you want people to.
really understand the product and therefore get the most out of it ensuring that they
repay. So its good cornpany practice to ensura that you educate your client. But what the
Community Bank does is to educate both its membership and staff. 1 think its our
intention to grow our own breed of bankers. | hope to god we are doing that because if
we are not we are going to have major problem. You know that Eunice Mohammed of the
Grameen Bank came here and said that he had two major problems with the Community
Bank. One was that we where serving the unemployed as well as the eampioyed and that
was a conflict of interest. And | have to say that more and more | think that he is right.

9. Were there any vther lessons that you have picked up or learnt from the Grameen or
Indenesian bank?

| think it Is not really a model that one can bring inte this country but | think the fuct that
people can be trusted, if you fike, is an important lesson that we have to acknowledge

10, Would there be any other distingulshing factors between the Community Bank and rﬁe
Grameen bani?

Oh, completely one is a bank and the other Is 4 credit prograrnme, Obviously the kind of
regulations that we are submitted to is distinguishing factor, which in some ways is a
strength, This is in fact the contradiction of the Community Bank. You have to be
registered as a bank in this country to bring confidence to the people yau are trying to
deliver credit tw. Even at the bottom among the poorest of the poor it Is important for
them to actually feel this in a proper bank. The backlog of the problems of the African
Bank aimed at the black community demonstrates the need to be accountable. So in some
ways it is good we are a registered bank and peogp'e can see, But because of that
requirement we have to employ experienced barnke.. The problem is that exact same
experience and where they got that experience for. if w2 track that experience it is a
failure. In so doing you are seen to be questioning who they are. They got that experience
by being senior in other banks. What you are saying to them is unlearn the whole bloody
lot and that is very difficult. By their very nature a banker is a conservative risk taker. Now
here we are just trying to say come on, just go for it! | mean its a very difficult leap of faith
to make. | belleve that Bob Tucker could make pecple make that leap of faith. He made us
all make leaps of falth. Well some of us anyway and | think that it is a tragedy that to this
day we do not have someone who can make people make leaps of faith at the moment.
That is 2 serious issue In terms of Community Bank taking an institution into a new arena.

It requires us ali to make leaps of faith in every single thing we do, We are not just asking

just the bankers, we are asking the community people to do that as well, The Community
Liaison Officers are saying to us we do not want to have a bank whith has meter thick
bullet proof glass. We are trying to say this is yours, the communities, and that why is it
that the cash does not get rairist and why an outlet does not need aggressive security.
That is a leap of faith to the bank and you will find exactly that. | will say lets go for it and
while the banking staff may understand they may say | arm not soid on the idea. And
community people on the other hand might say there are rogues everywhe-e. In every
way you are looking for people to take leaps of {aith and you need an ine ibly strong
leader to do that.

11, Within the whole Community Bank structure what leadership and vision does the
Board of Trustess provide!
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| think as far as | am concerned, with our structure, | think the Foundation has a lot of -
allies in the Trust. 1 think the Trust shares the vision. The people in there understand the
language that the Foundation uses and the conflict with the Bank. if push comes to shove |
would probably end up finding | do have a ot of allies in the Trust. So if you really had to
fight things iike making language acceptable, making sure that things are in the vernacular,
that development takes a long time, convince people that capacity building is an
investment, you need to spend time on zll ¢hese things, there would be strong support.
Most of our Trustees are all from the community, some of these things are so difficult to
explain, you know, what community is abour, let me give you example. We opening
outlets and we had this opening in the Western Cape or Athlone, now some of the staff,
now not the Foundation nor the Bank but the staff of both wanted to pay their own
airfare and Jey wanted to take their own time to attend the opening, Now that coming
from my background with the trade union and community work that 1 have done, that is
exactly, that is the essence of what the Community Bank is all about. Do you thinl they
went? They were forbidden. just because we have an institution to run we do not
understand what people were *rying to say. There were going to pay six hundred rand of
their own money, yeah there i some of the staff who are earning less than two thousand
rand and that it ¥We are opening downstairs with the launch of the first branch in town
and only one member from each department has been invited to come. You know if there
is a feast in your community, you do not sand out written invitations, you know, its our
community, That ethnic community is incredible difficult for people here to understand.

This is why black management who have been trained within the formal sector, | mean,

you know, what | am taliing about they have forgotten their community too, They do not
de that anymore. :

12. One theme thar we pick in African management is the whole nation of celebration and
that whole re-enactment of your beginnings and wiere you have been, the past and the
future s quite fmporcant: ! am surprised nobody has tries to invoke that and get some
mileage out of it or to larness the goodwill that flows from .

Bu¢ they do not, | mean absolutely, they are destroying what. is there in that. 1 think that
some of the staff have come here with quite a risk to their career, Some of them here are
quite young in their career and are going to big places and people would not want threats
likke that. If we are going to spend a lot of money on training and moulding our staff and of
course there is the risk that they are going to be snatched up by tan to the dozen by
other institutions, My feeling is that people will stay if it is an environment vwhere they can
really thrive in. And part of that is the actual African management side of it. Given that you
have leadership that is not black, you are not going to develop that becanse they do not
have the same sensitivities there. And even then the senfor black staff are more interested
in proving themselves to be, you know, okay in the white world, | mean that is the
problem But 1 think that in the [ong term there will be success. Once the bank has lots of
outlets open you are going to find chat this is initiative is going to be driven by the
cotmmunity. You must meet the Community Liaison Officers, the people who are on the
Communit~ \iaison Committees. They have a sense of ownership which is unbelievable
and that is hat we are trying to create now when these outiets open and the manager
then becomes rooted in it as well. That is the hope for this organisation. Basically at
bottom of it there is going to have such a critical mass that we may change things from the

top

13. Can you tell me a lictle about the kind of corporate governance of the Community
Bank, the kind of structures in place and the way things are done around here? So far all
my interviews have been with members of the core Bank and not the Foundation.

U O U .
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The Foundation works differently from the Bank as it was intended to, well not always,
maybe. in the long run we will have a common cilture but at the moment we have a
different culture. We definitely do not a top down type culture. We have a team process
of decision making, | inean, | do at the moment. The Foundation is small enough so it is
not a problem. We carry this behaviour through to everything, If something is happening
everybody turns up. | have one of those problems with staff working too many Saturdays
and ! am never going to get them to take their leave. | suppose a lot of it is we are
regarded as being not as disciplined as the Bank, | mean, its always been said that NGO's
are less disciplined but | wouid say that we are more disciplined because we are more
accountable to edch other. | do not worry if people do not come in until quarter to nine
but | am on their backs if | think that they are taking advantage and so you find that people
do not just skive off on this floor whereas there are a lot of four o'clock mestings going
on up there and that dees not happen down here. So it is a different way but we always
seem to be left, um, but we insist on having mass meetings but then | think its the culture,
which 1 think Cas alse supperts, | mean our Manco, that is our management committee
meeting, which is also 2 joint meeting between the Foundation and the Bank, It includes
second line managers. You need these people there in the meeting even if they have
nothing to say. | think that we look at that as a good experience and that they will
eventually say something. How else do you empower people to understand that they do
not have to keep their mouths shut, You have to let them basically see their managers
disagreeing, Seeing in fact that people are not infallible. That they can be challenged
because | think that there is a culture in the formal sector, and | know that culture, and we
have it in the Bank, 1 would do anything | can to break it. The word comes down to a
decision you are told that Is it. That is iic need. End of storey. | think tha= is a very, very
unhealthy way of working, That does not mean that |1 do not say no in group discussions
but it is has to be after a long consultative process. At the end of the day 1 would
guarantee my productivity is higher than theirs from the stafl. | think that if they could get
some of that culture and in some ways there were indications that they are, they have
people who want to work like that | mean it is a case of if people want to feel valued they
need to feel that they have something to cffer and that they will be heard and encouraged.
That Is something which must become the Community Banks culture. And | think that Cas
is working very hard to develop that, Wa are moving to try and develop cross company
teams to look at issues. We certainly have a cross training team, We have a Roll Out
committee which is a mixture of the Bank and the Foundation and we do fight within that
committee. But when that committee comes with a recommendation and we de not know
if its a Foundation issue or whether it is the Bank which had the ascendancy in it.  This is
one of the problems, the Foundation is excluded from those things that the Bank
considers to be of an operational nature and therefore none of our business, Qur
position is that everything is our business, yes, that is our position and it drives them
potty. In some ways there is very little that can actually happen that does not have an
enormous impact on the people side of things. And | do not think that means that the
Foundation should sit there and veto everything that is done by the Bank. What's more
people within the Foundation have z similar type of background, they a . uil activists,
Most of them have leadership positions in some community based organisation. Se
although they are leaders they know what accountable leadership means and they kiow
tha* in trying to ensure that you have to be constantly thinking about your memibership
baseé rather than me personally and | think that is very different.

14, You spoke about giving unselfishly and helping to empower people in a non-threatening
way to help them get up and running by themselves. To what extent was the formation of
the Community Bank a product of south Africa’s secio-political struggle!

That would be very big. | mean it is a product of exactly that, apartheid, in what ever way
you mix it. In terms of people being excluded from the delivery of financial services, from
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being excluded from living in particular areas, their education levels, their exclusion from
formal employment. So with staff have drawn them exclusively from communities,
unemployed and with no banking experience. Which is something thit other banks do not
do. 1 think it is very important and | think we are finding, and our training will tell you,
that it is easier to train people if r.hey have not already been to a financial institution

15. Within the Bank, to what extent is diversity encoumged or do you look more at
commonality of purposet

‘Commonality, | think diversity across is accepted and c-'.xpected, ! am not sure that within
the recruitment process, um | think that Sebastian has a very good approach to
recruitment, | think he does look for diversity and has not got a problem with it But, |
think we are still doing too much of the 'old boy network' in terms of recruitment, in fact
definitely! And if is not an ‘old boy network’ specificaly alkhough in lots of cases with
settior managers it is, | think lts a kind of we recruit what we are fike and what we are and
that Is a problem,

16, Carbon coples of oneself. In terms of diversity between say the Foundation and the
Banking side is thax vied as a strength or as a weakness?

1 think a strength. | think it is a strength as long as it is managed properly. | mean it is a
strength of the Community Bank if the Foundation is staffed by not just a kind of white
liberal with an NGO background because it is not. ! think { am the only white person here.
But it is actually truly i community based organisation in a sense because of the pesple in
it. It is obviously an NGO but the pecple in it are not the kind of pecple whe have had
jobs in a previous NGO, except perhaps one or two, but on the whole all our CLO',
Community Liaison Officers, have corne unemployed out of those communities, they are
activists, they are not NGO people, and | think that is an enormous strength.

17. Within the Community Bank is it possible to identify different management styles
across functions and disciplines.

Um,
18, | was thinking back to the cross company teams your where talking about?

Mm, ja, | thinl¢ that is important to continue to build more of those, | think that there are
different management styles definitely you have one department that is really dominates
by, two departments in fact, that are completely dominated by their general managers and
do nat; push their staff forward. You do not really see the rest of their staff,

" So they are not pulling anybody up through the system with them?
Not at afi, not at all.

20. People say that one of the greatest measures of success is ones abifity to work oneself
out of a job in order to liberate oneself to do something else but that entails pulling

peaple up through the system to create that opportunity.

Absolutely. It is not just senior management., there is a lot of staff who have come ft'om
traditional financial institutions who know that they just have to work with their boss.
They are anly accountable to their boss and sa what you are really trying to encourage is
the sharing of information all of the time, If it is me who else is it effecting? and must |
inform this person and so it is not just from top management, It is also people who come
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from other traditional agencies. They are just not interested in sharing and they find their
own authority and their own positons threatened by other people coming in and saying
'why did you not tell me this? Why haven't you? Well | told myself!

21, In terms of your operating environment and the fact that you are servicing lower
income earners, how has that impacted on the way in which you go about your business?
For Instance the types of systems and procedures that you may have In place?

Vi'ell, obviously we are trying to focus on that environment and therefore we have this,
for example, the other day Bob announced that we could not deliver to this end of the
rriarket unless you really go the high technology state of the art kind of root,

22, Was that in connection with his announcement of the opening of the E-Bank or
something like that!

Exactly, he still believes that. The problem is that you cannot force technology onto
people. You cannot. We ended going back to pass books because although we wanted to
use bank cards people are just not comfortable with it. They do not trust them, They want
to walk around holding thelr books. And people will take their meoney out just to make
sure its there. And yup there is a lot of training to be donhe. | would say one of the
absolute distinctions between the Community Bank and other financial institutions is that
we know we cannot deliver profitably. We are going to have to cross subsidise and we
are still going to have to deliver the product because that is part of out target market. It is
part of our commitment. The Community bank has to deliver to the poorest of the poor
as well. And although we are obvicusly going to have to cross subsidise that with grant
funding it is still part and parcel of the strategy of the Community Bank in delivering, itisa
part of the strategy because its part of the vision not necessarily because it is profitable or
that it is particularly kind of sensible if you like but | suppose in that sense that's good and |
think that the Bank has accepted that as well.

23, One of the questions | have right at the end of my list which ! think is warth bringing
up now Is, how does the Community Bank measure its success?

] think that is an interesting question because one of the things that | fee! very strongly -

about and that | have got to start implementing is that { think we need to have a long term
social impact assessment done on the Community Bank, Obviously that is difficult do in 2
place like Benoni but when we move out to rural areas like Butterworth there is going to
be 2 branch in the Border / Kei area such an assessment will be possible, Now our success
is not rated on our bad-debt ratic and private portfolic alone. Each one of the community
outlet Board of Directors is going to set its own targets within their own cormmunities. In
some senses this cannot do it from Head Office. it has to be negotiated. The targets will
depend on the demographic advantages of the community and their credit needs. Ore of
the Local Board of Directors jobs will be to ensure that the Bank Manager does not tend
toward lending to the least risky only, which they will inevitably do. Their job it to ensure
that a certain extent of the portiolic ends up at: the highest risk end. So that is something
that you can look at. In the assessment we will look at whetherr the Bank has actually
drawn in Investment into the community and whether it has acted as a catalyst for
development in that area. The purpose is to ensure that our vision becomes a viable

. reality. And then in the long term to ensure that there is real participation on these Local

Boards to the point where there is a very healthy Community Banking forum, which is
electing directors and trustees directly and has no interference from the Bank or the
Foundation.
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24, When you go up stairs and ask the same question how do you measure you own
success the answer Is a little different to yours, there is talk of accountabllity to
sharefiolders, sustainability, profitability, what Is the debate around that?

i think very few banks actually understand these issues of community and its political
ptocess. -

25. Almost like the RDP programme, you have to see beyond the immediate to realise the
benefits of the programme and why It is needed,

Ja, in some ways the RDP brings everybody on board and | often say that the
anti-apartheid movement brought everything form Communists to Christians at the two
ends of the spectrum and everyone In-between including business, because it was bad for
business, together. But once the need feel away so did the structure. People moved away.
| think that in some way the Community Bank brings on board communists, sociafists, all

‘the way up to straight forward business people who are interested in black

empowerment but only as a kin”®  wreation of opportunity for them selves. If everyone is
working toward the same enu.  does not matter if people have different kinds of
perceptions of the thing as long as it [s controlled 4nd it is probably healthy to have that.
But | think is does carry. The Community Bank has a complete mix, a total mix. When we
set up the division my problem was that we all shared the vision but we did not
understand it in the same manner. Even the word empower, you know, we would have
debates about what does empower mean. Does it mean that a person can only just use
thelr bank account efficiently or does it mean that your bank account is up to maggots' in
tarms of their needs?

26, Have you consciously gone out and sourced any deep roated African beliefs, customs
and ¢traditions or have any of these been incorporated in the way in which you go about
your business?

We have rot consciously done that because, | mean, | think that in the Foundation the way
in which we go about things Is because fts peoples natures to do so. That is their life, that
is how we do things. Yesterday we all dashed off to give condolences to a member of the
CLC whose husband has just been shot down. | mean we do not do this every day but
when it does happen it is important to deo so, to go to the funeral. It is just completaly
different. We just work in a different way. | think a lot of them really believe in community
participation. '

27. When | have asked 2 similar question in my earlier interviews | felt a little bit
despondent about the replies that I got, | thought, you know that this was the type of
thing that should be coming up.

They are not coming up. | am telling you they are not coming up for two reasons. Oneis a

black face doesn't mean that you are an African manager and 1 think that's a fundamental

mistake Bob Tucker made. His constant harking on getting a black face as upposed to an
Africanist and you can talk to the staff they completely trust my experience and where |
am coming from and it is not to do with skin. | am not even African, you know, | am
British. But that is not what its about and to try and to get Bob Tucker to unde stand.
And if you look at the ANC and if you lock at the kind of people they have in their
jeadership the ANC has never ever taken that kind of position either. So that Bob's
expression that a black face will make a good black institution is flawed, look at the African
Bank. You haven't interviewed Pule yet, have you?

28 No
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We imade a big mistake with our Bank staff, the experienced ones, we the Foundation did
not make any and | stand to be corrected. When we recruited the community staff for
the Community outlet, they have to have a matric and they had to show that they were
community activists. They could be church activists or political activists. They just had to
show that they undetstood the community process. Those staff are turning out to be
fantastic People are really impressed. When we recruited our Bank staff we made no
effort to test their community sensitivity. To assume that just because somebody is black
that he or she has that jdentification is a real mistake to the point where some members
of staff are horrified at the thought that they may have to go to a place that does not have
quite the kind of sanitation's that they are used to. These kind of things are really
irmportant. In terms of the people you interviewed upstairs you need to interview Pule.
Have you Interviewed Tammy? -

29 Yes

Whom | have a lot of respect for. | think that he is extremely good, not a Community
Bank person at all, anything but Community Bank. He will get there, | think. He heads up
operations, Brian Viller, the white guy, the Regional Manager, a Community Bank person.
Les Scott | think is quite a Community Bank person. | think he could be quite a strong
Community Bank person, if he did not have this problem that he comes from ABSA. He
still has problems breaking that mould but his heart is there.

30, To what extent are employees In the Community Bank engaged in the day-to-day
running of the Bank and in decision making?

In the Foundation everything, more or less everything but in the Bank it is not. It refates
only really to inputs into the process. Some of us on management committees have a bit
more input particularly in the rural communities. So we do have a bit more input into
that. But on the: Exco we should have more say in the day-to-day things but even so, one
tends to force you entry into things. That is basically how { have to operate. | hear about
something and | am not automatically told about things. Anything about staff which is part
of our vision, that could be anything that is published for public consumption, should have
our input particularly if it is for community consumption. We have no input into their
booklets, their leaflets or anything, In reverse that frustration has led tn the point where
we are developing our own home-ownership guide because we want to make sure our
members know and understand home-ownership. | had a video made to show staff, All our
material we are trying to start from scratch, comic stripe type thing and it has worked
quite well. | have got someone coming on who Is basically going do posters, comic strips,
more videos, tapes and whatever to get the message across. Now given that one would
think thar we should have some input into things like the forms and other bank material, f
you go into our Brarch there is nothing but English, other languages are coming, lts the
kind of thing said and how it is said which one feels is important. The kind of clauses and
legalise is totally irrelevant. { mean If people cannot understand it what is the point of
putting it on there! '

31, In African management there is talk of nurturing and developing trust and mutual
relations. Earlier on we spoke about the fact that somebody had died and there was a
funeral arrangement and that in terms of your community ethic it was natural to go way
and attend, are there any other traditions like this that you have considered?

The Foundatiﬁn, not the Bank.

32, What avenues have you explored?
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We have a social committee that goes across both sides which dezls with funeral
collections and it does birthday party and things like that. Supposedly we are trying to
organise the community side of things but we do other things together. There is a fot of
staff in the Bank at the kind of middle management level which have much more sensitivity
with the community side of things. Archie's secretary comes to workshops in the
townships on Saturday. Part and parcel of orientation is that every member of staff from
all the general managers downward has to attend, They come to a weeks orientation, run
by the Foundation and attendance to a workshop in a township is compulsory. Now some

of them kind of become 'born-again’ when they go through that process, they really do.

that has happened, some advanced staff particularly have really kind of taken off,

33. Within that whole orientation procass, what kind of values do Yyou put forward, or
promote as being Important!

People centred, participation. Our values arg, even from the community side, we want to
promote professionalism and security so that people have a sense of faith and confidence
in the Community Bank. So that should be reflected in the way we deliver workshops or
anything, you know, we should be professional in that, the delivery. But | think people
centred is the most important one for us. Everything should be people centred,

74 What about the whole notion of ubuntu do you conscfousbf try to espouse that and
address that!

i personally hate the word ubuntu.

25, It is a kind of buzz word that is doing its rounds at the momen.

1 think that the word community has also been abused but its still to me the essence of
what we are doing. Community means having empathy and understanding and cohnection

with people in the community as opposed to as in their individual positions. | think the
Bank is still totally obsessed with positions, its standard practice, 'and who are you, well |

~ am, and where | come from and where | live', you know that kind of thing.

36, To what extent does the Community Bank promote collective versus individual needs
of its employees?

Collective or individual?
37. For instanice, your reward structures seems to me to promote individual achievernent
as opposed to being a team based reward system. Your recruitment and selection process

also seems to be done on a individual basis.

No, no we recruit everybody on a collective basis down here. The Managing Director of
the Foundation was recruited as 2 group. ! will not interview anyone unless it is on an

group basis. { actually forbid anyone to recruit anyone on an individual basis whatever the

level. The Trustees have brought into the process and Sebastian is completely sold on it.
There is no way you will have one-on-one situation because you ill take that person on
and they will, be an absolute disaster. The group process of interviewing is particularly
important where you have a team who have to work together, The team members have
to be there. Team reward, we have quite, um, basically the training, we do not have a
training team, There is a area team who work as a trainer and an organiser and
administrator. They work together as kind of area team which then make up regional
teams, Um here as well there are teams. And you can be cross teamed and there maybe
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fhner-city teams. The reward for that not so much, Our salary structures do not really
distinguish between salaries as much as they do up stairs between =2y training and
operations. In fact the Bank is hoirified at what we pay our training 5 % They undar
estimate and value training completely.

38. What about Disciplinary Codes and Proc'edums, what is your thinking on the need for
them?

| fired the first person in the Foundation, there is another one, it does not matter. They
are all talking about how no discipline is carried out, that we are not professional. | am
extremely conscious that in some ways the Foundation is the interface with the
community and you actually cannot hide. You have to be |00 percent competent in your
job in the Foundation because they are dealing with community. They reflect how the
Bank is going to appear in everything. So we are a hell of a lot more caring in the
environment but in saying so if a person is allowed to get away with not holding their own,
then its their peers whe are the ones that suffer that. We have been though that, we fired
a regional organiser by following our Disciplinary Code and Procedure and it worked
wonders. Um maybe that's my Trade Union background. 1 am a great believer in the
disciplinary process and grievance procedure. It often formalises things eastly enough to be
able to deal with the problem. You know you start a warning procedure you will probably
hear the other side of it and then you try to deal with it. | have used the grievance
procedure and the disciplinary procedure a couple of times.

39. What kind of values are espoused in your Disciplinary code/ Have they been thrashed
out amongst paople over herel

Together. At the start of our orientation we ask people what kind company their would
like to work for, a mini mission statement. We make everyone try and go through the and
develop their our inital statement. Obviously you cannot keep changing it. Its a way of
trying to see where people are coming from. We tend to work these things through quite

“oftan. | think we do not do it enough. We do not sit back and review our procedures in

terns of our valties sometimes.
40, So it has not becomne a living document as such?

it is here, | think that it is here, but itis not in the Bank, nor at the Exco. There there is a
problem.

1. What initiatives are being undertaken to bring these two divisions of the Bank together
and to forge 2 common culture?

| think that one of Cas's hardest jobs, It is not the role of the Trust to develop. It is his
role to develop a common culture but that Is not by taking just a mediating role between
the Foundation and the Bank, it is ¢aking a leading role. | do not know if 1 can explain this
properly. But if you try and compromise too much between the two you actually loose it
all together. | think that Cas has really got a hard job in delivering that new cuiture and |
think that is why he is trying to work directly with the Trustees as opposed to the two
Managing Directors. Because as he says the problem is if you involve the decision makers
of the top team, if one of them puts their foot down, which Is basically what the Bank
tends to do, then it is actually paralysing the whole process. You have to have common
agreaments so he is now stepping back and reflecting with the Trustess and using them,
back skating if you like, to help him make dacisions which sometimes which neither of us
will like,




Appendix 2 | | | Page 20

42 So it carries enough weight in order to balance everybody out.

But you have to have a commitment to that process and | actually do not think that is
there with the Bank. | think basically that Archie sees himself as running this Banl and that
we kind of a nice but at the end-of-the~day | am running this Bank. And he sees that as
being directed toward Cas, rather than understanding that we are miore than just 2 Bank. |
think that in some ways Bob left because he did not understand this dynamic. Again his
background in the formal institution made it impossible for him to understand that you can
actually have two mancgement teams, Not that he did not enccurzge teams below him but
at the end of the day he felt that thera had to be a decision maker and he felt that he had
to, | mean, he had this workshop where he kind of crystallised his decision to feave. We
are talking basically about the role of Managing Director of the Bank and the Managing
Director of the Foundation and him. And he felt that we should work as a team and th~>
vas fine. Now the point Is that is fine. As long as there was no interference you have a
bank. 1 think he felt because he also had been a CEQ of the Perm he had always worked
witn a lieutenant who, although they had they disagreements sornetimes but at the end of
the day, would take his word. Now | think that he felt that he could not do that and if he
and Archie could not get on then one of them had to go. | mean its really a problem
because this man could be an unbelievably irritating man to work for. But an excellent
brain and actually the kind of person, the traditional visionary, useless manager, completely
useless, you have to have a really strong lieutenant who can keep up, follow through and
keep people happy because he ain't’ going to do that. As long as you understand that this
was his nature and his strength. if you take that away you have got no one who can really
make people win, Not that Cas is not a goed leader. We will foliow him but you will not
get the Bank to follow him because h# is not a banker. You know, he does not have this
authority, He does not really know about banks.

43. In terms of communication channels within the Bank and the Foundation do they differ
much from that found in traditional organisations?

| do not know if the Baak differs very much from traditional banking organisations because
| do not work for it. | think they are still quite traditional. Their are kind of Archie's team
or his sub-teams. He does not refer to them as sub-teams but they do meet and | think
that is really very typical of it. When | was in retailing it was also there, very male and even
very white male here, | mean, Archie has a little team of Dannie and Ben and Les who he
talks to, you know what | mean, he would never admit that in a thousand years but he
does, And the staff said to me that they often refer to one of the General Managers,
among one another, as the white man, | mean well he is a black / white manager, What is
missing from Archie, which is quite unusual, is actually disastrous for the Community
Bank. | mean Archie does not even engage in what would be traditiona! team building,
white management tearn building, you know, going away and socialising together and doing
the parties and all those kind of things, To give you an example Cas invited people to his
house for a braai, we had the Investec Team Race, okay, Archie runs the first leg and goes
home. Now, | mean that's a disaster in a white erganisation, let alone in this culture. You
think we can make him understand what the Community is about?

44, What about internal meetings, how are they run, are they unique?

| suppose we are less formal than most, | mean, 1 actually get, | do not know if this is
typical of business or not but it seems to me that most pevple from 2 corporate world
have no idea how to run a meeting. There is no procedure, | mean it is all about people
putting their hand up, and saying excuse me, except me | interrupt them. But there is 2
democratic background that Trade Unions have, you know there is a meeting procedure.
One of the things that we said we have learnt with the orientation particularly was that we
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put everyone through meeting procedures because there are appalling and people need to
learn how to chair but on the other hand what makes for, what would appear on the
surface to be a free meeting is not because the people who are speaking are dominating
because they have got the authority of their position. You will find the odd person who
will respond but even when you have the Manco most people are just sitting there and not
participating it is because they are not encouraged or expected to talk really,

45, Earlier on this year | was following the Johannesburg Metropolitan Chamber

_ negotiations around the rent boycott and what struck me the most was the dynamic of

Chamber meetings Involving a multitude of radically different interest groups involving
powerful and not so power leaders. How an agreement was ever reached in that
environment surprised ma. Do you have that same type of dynamic here in the way in
which you go about reaching consensus?

No, you see, it does not recognise peoples authority. We do not see them in their
cornmumty it is depressing and 1 think that a lot of the Bank staff have not seen our staff
in action in communities so they do not always listen to what is being said. Now | think |
make myself heard, You kriow that | am leaving at the end of this year?

46. No, this s the first time that | have heard about it/

Anyway | think that the ability for somebody else to exert themselves and there is a
dynamic of race in it, you know what | mean, | am a white female who is going to interfere
and it might be quite hard to find somebody who is going to be able to interfere in the
same way, | suspect, | mean, the woman who is taking over is terrific and maybe she will, |
do not know how to put it, you know, you learn such a level of modesty from going out
into communities. You are work with people in community structures or community
projects with people like Boetie and Abe, That is Boetie who has just walked past, if you
interview him you will think this man is fine but there is nothing appealing, Then you see
him in his community, like Abe who you went to see yesterday, Now Abe is the chair of
his civic association, he is well known, he is a leader, he is really extremely good. He was
there too, and we get in there and it is Boetie who stands up and starts talking and he has
this enormouws authority which if you do not see you cannot understand, One of the things
people said about the Community Bank, in market research, is that they want a black
manager in the Bank because it is very hard for them to sell themselves to a white
manager and it is the same type of thing. It is very hard for me to sell these people who
are obviously activists, may not be as articulate. In time ! think they will prove themselves,
We were talking about it yesterday, Pule and myself, about the advantages of being
someone who s kind of aggressive or quietly influential. And Pule was talking about the
fact that he wanted to vary his style of management which is very much fike mine of
challenge and putting in your point of view across and stimulating debate. He was learning
from Sebastian to be quieter and to take the line and | think that is a mistake. | mean |
think you need both kinds of people but | said Pule ‘you lead people, Sebastian does not.
Sebastian is excellent, | am not criticising him in any way and | think he is a wonderful
facilitator of the human resources but he does not lead people and that is what this is
actually about. it is about inspiring people and | think Pule does inspire people. This whole
thing about the 34 people who wanted te go down to Athlone Pule was leading that and |
said if you start compromising and acting In a facilitating role, you will be following. | think
in the future Community Bank will be full of Community Bank people. At this point in time
you need strong leadership and you need very good people and he is important

47. The Comimunity Bank has been down a steep learning curve, so to speak, what advice
would you give other organisations trying to implement community management principles
into their day-to-day management!
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| think that your recryitment process is critical, | would say without: fail you must follow a
group interview process. | mean | am astonished at how the correlation between those
who do not fit in and their selection though an individual interview process, | would
guarantee you, you can pick out the people who have not gone through group interviews,
In the Bank staff, | mean the telephone and line staff as well as at Head Office. Also
occasionally 1 think you need to supplement, sometimes that group interview, because
there is a tendency still for introvert people not to come through but even then you need
to consider you are, Taiking about people who are going to interface with communities. In
this case there has still got to be a leadership role, You cannot actually have someone whe
is completely introverted. But | cannot over emphasise the importance of a group process,
giving people a task to think about or something to debate around. That would be the one
thing. Secondly | would not buy skills. 1 would not do it. | would build skills and training,
And 1 think that the cost to the company may be astrononvical but | am not so sure that
the cost of these inflated salaries we are paying to outside sldlls is justifiable in any sense of
the word. You i.ow for the extra fifty thousand, if not the hundred thousand that you pay
per annum on a bloody salary | would rather train somebody every damn year, it js a
better thing o do. The other thii:z is | think we have made a mistake in under estimating
our common sense approach and ubility. And | know that the whole world is going
towzrds out sourcing and yes, its the right thing, but | think we have gone about it the
wrong way. | think we put into the hands of people who where out sourced in the division
of the Community Bank which is an absolute mistake. | think that every level you only out
source that which you can control and not just because you are feeling unsure. [ think
that it is impossible for the people who are out sourced to do the job properly and 1 think
that is a mistake for everyone to keep telling us that it is a damn strength. | do not believe
it for a minute, § really do not believe it. In terms of management | think that if pacple can
really capture the vision and want to work here, Then we are ante something, If they are
not prepared to come on the salary offered they are not going to stay at the Community
Bank because of this issue of people poaching our staff. So if they are good someone is
going to and there is one member of staff whose is already been offered another job on a
salary of 50% more than what he is earning now. What | ar1 saying is that the person will
not go s ot they are happy here and you are delivering to them something that is
unique and that's where you get this combination of valuing the person and yes sometimes
allowing things that you cannot justify, maybe, in terms of the company's productive time
or the cost, The intrinsic value being that the initiative that comes from them. You have
got to let them learn, to make mistakes and do it. | do not know, its a very, um, | mean !
was actually thinking about this because 1 was thinking about what | wanted to do and |
was thinking, you know, for once in my life | would really like to start organisation that
does not have any outside interference and how | would go about picking stafi and liow
you would just let it grow. ' :

48. | hear want you are saying.

You know | see such potential in the staff here. There are some really fantastic staff and
one of the things the Trustees keep coming znd saying Is, why have you got such fantastic
staff? It is unbelievable, they are so friendly, so nice and so good. And it is not just about
picking or selecting people, that is only part of it, its alsc absut nurturing and giving people.
One of the staff in this section was extremely valuable in the NGO environment and
people there were saying but that the people there needed quite a lot of hands on
experience. And it is just not true, you know, as long as you are given the right
environment, you know, in 2 team, you do not need that hands on direction all the time.

They will find it amongst themseives with the odd meeting and planning. You know they

are just people trying to meet their targets. You do not direct that but it does need hands
on training, People love it and they can see themselves groving and its just wonderful to
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watch people. The staff hera § am incrediblv yroud of them, they are incredibly competent
and very very good. And you just think if you were given an opportunity to carry that out
with the Bank staff too you would see an amazing improvement in that section. 1 am just
afraid that they are not going to implement it.

49. Is there anything you would avoid if you had %o go down the same kind of process
again?

The same process, youl mean, setting up the Community Bank.

30, fa, [ thinking about whether there is anything that people should consciously avoid if
they had to introduce community management principles in the way that they go about
their business?

| think that we copied too much. § think we did not take erough risk at the beginning. |
think we should have had set up more task teams and done more brain storming before
the bank was formed. Now that was a problem as many of those people involved in those
initial teams did not come forward with us. They were quiet creative. YWe had people from

" all of the different banks some of whom had never been able or allowed to do things that

they wanted to do. We should have *aken those things rather than sit back again and say
well what does a normal bank offer, well lets offer something in competition or something
similar. Now, | understand that there is a requirement that we have to look like an
ordinary bank but, you know. one of the things that we have been toying with, is the fact
that everyone in this markec plays the Ithuha tickets and belongs to the Edgars Club even
though they cannot afford it. Why because if they pay their five rand they might win a
million. That is the environment we are in, you know, people have to have a dream and
why the hell are we putting two percent or four percent on savings accounts. Instead the
idea was that they put that money into a * ular draw and win a big priza Why not
because the he Bank would say that it has .. moral effect. Banks are not supposed tc
gamble. And those are the kinds of creative energies that come and we should have
harnessed those instead of re-inventing it all again. And that was the problem of waking
people frur the other sectors, you see all the Banks gave people to start the
brainstorming, now they have taken all those idras back to their respective banis and used
them there. But | think that if you were starting again it would be important to ensure that
your initial team has not only the vision but the responsibility of taking it into operation.
Les has beeh here since the beginning but he is the only one, Dannie's has too. That was
another problem all of these senior managers wara given by the other banks in their
efforts to support and help us. Now you have ask yourself who are the people that they
are going to give you it is fike pecple that they put into social responsibility, The people
that they do not where to put. Now that is a reality, We may have people that we
pinched. But | think it is essential that start with people who share your vision and do not
let outside people pressure you to do something simply through a threat te withdraw:
their funding or their support. Bob made a critical strategic mistake he did not understand
the upport that he had rallied. He did not actually underscand how powerful it was and in
any sense he did not use it. When the chips where down we had a lot of problems, you
know, Archle with COSAB. At times we should actually have just said no. | mean Cyril
Ramaphosa was furious when he found out that Bob had not bothered to ask for
assistance for whatever reasons. Cyril could have brought about prassures from outside.
He said why did you not bother to ask us for support? § mean he maybe a politician but he
is 2 great one for negotiating and putting together deals. He certainly would hava brought
a bit of pressure. So | would not allow that to happen again.

51. M:.'r;v those are the questions that [ would ¥ea *~ ask, is there anything that you think
that { ave missed out on or falled to ratch the upnamics of?

A b fmaag



Appendix 2 Page 214

Ne | do not think so,

INTERVIEW EIGHT
|Respondents job Title |Community Liaisor Officer
Biographical Data Black, male
Graduate Spent time at Oxford Univeysity
kBau:kgrt:nund _Trade union movement, broken empiayment nar.or'd ANC :
Research Department, NGO experience, unemployed at time
of appointment. '

- |Persenal Comments and Reflection :

"[This proved to be my rnost rewarding interview. The respondent demonstrated a true
passion about realising the vision of the Community Bank and a deep intellectual
linsight into community management principles, The interview had a natural unforced
tempo. { left the laterview with a lot to think about.

I, To start could you tell m2 a little bit about yourself, your backgmund and how it is that
vy became involved in the Community Bank?

| have twelve years experience in the Trade Unions and due to an injury § sort of moved
out of Trade Union work in 1992 due to pressure on my heart. | have not been
consistent you know in jobs. 1 worked in the ANC research department and. then went

over to Rustin College in Oxford, [ came back and did some sundry work for, you know,

an education NGO, then | joined the Bank in January this year. | wis just encouraged to
joi the Bank, nd | came over and spoke to Mary and when | got an explanation of the
Bank. It then dawned to me that , you know, there is a very, very strong vision, There is
something ' «t the Bank can deliver to our people given this pericd of transition not just
to democracy but tn a new prosperous South Africa, Since | saw that joining the Bank is
stif part of my political life, is still part of the struggle that | have been caring for, itis justa
new kind of vis.on, you know, empowering the people and ensuring that the youth credit.
As one of the tools of development they use the Community Bank as a vehicle for
investment. | knew that they'd be devoted from Cas, you know, because we worked
together but in a sense, i've never applied my mind until Mary explained it to me.

2, Could you tell me about your fears, depredations about Joining the Bank, was it 2
natoral thing for you to move into!

{ think, ja, it was natural but the concerns that | had when Cas used to taik about such a
big venture how could political activists, or people with a political activist background or
view grapple with this, maybe he did not explain it in full. He had all these actuary dining
room figures. So onee | got exposed and found that you know it has a balanced human
resource then | got sectiad,

3. What does the name Community Bank mean to you, what does it conjure up inside and
how do you feef about t?

LW
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Well it conjures a new notion, a different notion, a notion of Banking with a difference,
banking with a culture. In fact | would like those two slogans to be used in out marketing
drive, ‘we are a bank with a Jdifference, we are a bank with a new culture’.

4. Could you tell me something abouc the kind of peaple that were involved in the
farmation of the Bank, and what gave rise to the Bank?

Well, its bob Tucker obviously, sitting down with Bob Tucker, talking with him, listening %o
what he preserits in the workshops, and also just generally, one picks up that Bob had this
vision for years, His involvement in the Perm Building Society exposed him to this life.
There was partial or clear denial of access to banking for the majority of the people of
South Africa, He made attempts, | think that the Perm was the first financial institution
that ventured into boldly and daringly into the back communities. That was largely due to
himi. But they could not move beyond a certain level and that is when they decided to
move on and start it all a fresh with the right people, which they did successfully.

5 You mention Cas and his kind of involvement.

Well, Bob looked around arid said who can | rope in from these communities. He needed
somebody who could help hir . alise this vision, And he called in Cas and the whole
process started, the process of consultatdon and conceptually, In fact a process of
conceptualisation and consultation. .

6. Wiat was jt that Cas brougf:t along, you know, obviously he is a person with
tremendous background,

Community background and civics,
7. Did he bring the kind of credibility that Bob Tucker could not muster?

He definitely could not have been able to muster that but that is part of it, but | weuld not
like to put that at the forefront, the issue of credibility. | think the key issue is that Bob
had to get someone from the very communities or a leader, you know, who can articulate.
in itself leaders have got creditability because they run, they go to hundreds of meetings,
but that does not necessarily mean they are grounded in those communities,

8 Other people who have been involved in those formative years that had a special
contribution to make,

| would not know in particular, No individuals, All | know that somebody, | forgot his
name but Cas would know it, camie from the United Nations to help with the feasibility
study. | spoke to him a couple of times and from that time he was quite optimistic about
this. He came to held with the feasibility study, he went around and his impression was
that he sees a strong fibre, you know, strong prospects.

9. Bob Tucker has subsequently left, did that leave a void in the Community Bank?

Not at all, Bob was here to build the concept and put the Institution into place and at the
end of the day he has to make 2 living. So, he Is still 2 Trustee, not just a Trustee but an
active Trustee, His position was very unclear, even during that time, you know, some sort
of head, in the sense that he started it but he never came to head the Bank,
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10. In terms of Cas Coovadia’s unique position of being the Chief Executive Officer of the
Community Bank, how would you define his role, what does he have to do?

~ Well, he is the head, the full time head or leader of the Bank. He is the liaison, the key

liaison between the Bank and the Board of Trustees, which has the ultimate control of us,
at this stage of the time. He is the spokesperson of the Bank to the public.

11, As the one person that has a foot in the door of the Bank and the other in the _

Foundation, not to mention the Board of Trustees, hov' does he merge .rhé two cultures
that are evident within the Community Bank?

Well we will have to wait and have to see. [He has only been in the position for a couple of
months and there is 2 lot ahead of him, What he has done is to balance, you know, the
creative tensions between the three components of the Bank and that proceass is unfolding.

12. In a nueshel, what would you say gave give to the actual formation.of the Bank was it
the fact traditional financlal institutions were not deﬁven‘ng or could not delfrer?

No, they were not dellvenng first and two they cannot deliver by their very nature, They
are niot delivering, for example they are red lining and then there were a whole host of
other things that you may have picked up as well,

13. How would you say the Community Bank differs from traditional financial institutions?

Wa want our target communities, that is, what | would call the inappropriately banked,
un-banked and under banked, low income rural and urban communities, We want them to
use the Bank as a vehicle for investment. We want them to use the services and all the
faclities especially credit as one of the tools for development, Of course that is a very
broad term = you can unpack it - a very good example is that of RDP delivery. At the
mesetings you know half way through a workshop, whataver workshop you run with the
community, | am talking from a political point of view, people are able to pick up that the
Bank has a role to play in the RDP delivery and in user financing, RDP, to a very great
extant, is expected to finance projetts, to resource projects and the Bank has got a
distinct rofe to resource Individuals to empower themsealves. Primarily housing, We have
to talk about housing because you see the Slovo's and the Tokyo's they talk about large
scale moneys to develop infrastructure, you know wholesale financing and we so okay fine,
we can integrate in that prospect of housing delivery in ensuring that the individual gets
credit to finance his or her house,

14. In terms of the way In which the Community Bank goes about its business is that very
different to the First Natiopal’s and the Standard Banks of the world?

fes and no,
15, How does i differ?

Yes, because we are a bank, we have to go according te the Bank Regulatians, although we
are registered under the Mutual Bank's Act but there is overlap, obviously, in terms of
technicalities, you know, the lending criteria, the financing of the Bank, capitalisation. But
no in the sense that | would not say we are just going to provide credit to the
communities or to the end user and it ends there. We say that our involvement in that
process is capacity and institutional huilding because they saying that let someone use the
bank as a tool, now you cannot use that tool if you have no capacity in using it
Conventional Banks do not care if you have the capacity to understand and use them.

Y
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Unpacking that as well you can say that there is customer care, you know, banks are
intimidating in the sense that they are unfriendly, and the whole issus of accessibilicy
comes in there. Accessibility comes in various ways, accessibility its i, cerms of access to
loants themselves or access to bank services themselves, whether it is savings, whether it is
loans. Geographical access in terms of location. We are taking banking to the people.
Access in terms of time, Daveyton is a tast case, an acid test in fact, where the dream is to
open from ten to six pm, something like that. Open from after three on a Saturday
Afternoon, things like that. | do not say that these are the right times, Access in terms of
staff, the staff will come out of Daveyton, in fact the Daveyton staff is already in place, they
are still working in Benoni, So you can see what we mean by accessibility, it is in various
forms. YWhen you compare those various facets of accessibility to those of conventional
banks that is where we differ.

16, One thing that | found very interesting was the whole notion of people buying a
twenty rand share and becoming a member of the Bank as opposed to a customer, can
you telf me about the significance of that?

Go back now, go back to capacity and institutional building, go back to credit as a tool for
development and look at the vision. | am sure that you have a copy of the vislon.

17, No, ! have not, | need to get one.
Yes, there are hundreds of them here is one.
18. If | could ger a copy it would certainly help me.

Because, let me read it very, very quickly to you, "The vision of the Community Bank, is to
be community owned and managed, to be a sustiinable institution which caters effectively
for the focused saving and borrowing needs of low-income, urban and rural communities
and which empowers those comimunities through a process of capacity and institutional
building”. You must have picked up what | was saying in those words, because | am
backing them, so the key thing is community owned and managed. If peaple are going to
be using this bank as a credit, you know, as a tool for development, it people are gong to
have their capacity built, they have to own it, they have to manage it. Ownership Is the
anchor for identification and how do you do that practically is to get peopls to join as
members and the entry facility is that twenty rand share package.

18, In terms of that share package, how does that transiate in terms of involvement in
day-to-day decision making?

Mrmm, | am glad you asked, you know, 1 have just being discussing that with the training
people, we need to unpack that. very clearly, | have not found a way of doing it. But | have
few things that | have picked s people have been discussing it since | joined in January. |
say that it is an entry facility, to get into it What does it mean? There are rights and there
are obligations, The first right is the right to participation, which could ultimately translate
into the right of ownership. But | think in general terms it is the start, it is the right to
participation, to participate in the Bank. lts the right to information, to know what is
happening in the Bank, We hope to give quarterly financial statements, which we will put
in the outlet offices and branch offices, how are things working. In fact, you know, the
right, which is unpacking the right to participation is attending member meetings and you
know, sorne statistics that is part of the business, Part of that is the right to influence the
direction of the Bank through those meetings. Influence, in particular, part of Influence is
substantial control of the Bank and the last one is the election of the Board of Directors,
through annual general meetings. 1 put that as last because it is quite important that we
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are not going to only let a member participate once a year. They have to be part of the
process. They have got to influence the needs, you knovws, the product development, We
are saying that the guiding principle for product development is that it has to be
cormunity needs driven, our products will be tailor suit made not a ready made suits,
Our regional manager takes about these nice concepts and | am going to develop this. The
obligation is now to attend meetings, who is now going to elect those bloody Board of
Directors, you know, if you do nct attend as a member. There is an obligation for you to
promote the Bank, there is an obligation for you to support the Bank in whatever
appropriate, you kniow, ways as a member.

20. In terms of the Local Board of Directors at outlet level what kind of decision making _

or influence would they exert on the bank?

It is limited at this stage, it is much more advisory than supervisory.

f!. How de you see this unfolding over the next two, three, or four years?

Elect a Board of Directors and then they oversee, together with our branch m#nager‘

how the community outlet works, how the staff handle the members, how applications are
processed, you know and the creating of accounts, and any investment needs.

22. Wil particlpation on that Board be totally vo!unmry would there be any .'

remuneration, reward or anything like that!

We are discussing that, we are discussing it, you know, when you develop a concept, in
particular such a major and complex concept like this you can never say that you are
finished, we are discussing it. | have seen some report whereby , you know, one of the
branches, actually irembers are discussing it.

23, How would that feed into the bigger, wider process, regions and then into the
Community Bank's Head Office itself, to other structures that exist?

Well ultimately it has to feed into the Board of Trustees, at the top - but the thing is that
they have to take into account whatever is discussed on the ground by the members. If
you mezn there is remuneration, for the Local Board members, ja, it has been discussed
by the staff at various levels, and also In existing communities and the Liatson Committees
are discussing it.

24, Wich these Liaison Cominittees, how then do they feed-back to you guys up here,
how does that alf work?

Bear in mind that those are purely advisory structures promoting the Bank and ensuring
the constant and ever improv'ed link between the target community and the Bank. They
are voluntary and transienr in their nature, They are born out of a need to maintain that
fiaison and constant link with the coramunities. But once a Local Board of Directors s
established, then they kiss them good-bye.

25, So the Liaison Committee falls away?

The structure, j» Is dissolved but there is a probability that some or all of the Liaison
Committee members would be elected onto the Board, Over period of time they would
have developed their leadership, they would have been observed and judged by the
membership,
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26, In terms of the Community Bank, to what extent is It 4 product of South Africa’s
sacio-political struggle and the phase of transition that we are in at the moment!

If one iooks that the transition process one would say yes, it is a result of that it came at
the right time. But at times | wish it would have come earlier. | would have liked the
apartheld government to have done something about it.

27. What was it out there in terms of the soclo-economic environment that actually gave

_ n:fe to tbe bank?

Soctally, | think because blacks in particular were fourth grade citizens and they are just
entangled into a maze of social problems, obviously 1 have to supply each, the same
economically, they had no financial nstitutions to empower them, And politically, the
financial institutions had no concerted effort or worked out programme to empower the
majority, which is black. Now when | say black, it is a generic term and includes coloureds
and Asians. And a very good example is how the Volkas's and Sanlam's of this world have
come about. | think the Community Bank has almost come about for the same reasons
that gave rise to Sanlam because the Afrikaner felt there is no financial insticution that can
empower him financially and economiczally. You know you drive between Bloemfontein
and Queenstown up to Kokstad to experiment. You see in those small towns Rouxville,
Jamestown, Aliwal north, this and that, and you see a series of co-operatives established
in 1923, {930 or something that. You can see that the Afrikaner people went back to the
ground, they collectively came together and people keep reminding us that. You know, at
the launch of the opening of the Johannesburg Branch on Saturday they gave the example
of how Sanlam come about. | think the soclo.economic chastraint that the Afrikaner
where experiencing led them to set up Sanlam. We ara the same. Not that we were not
experiencing at the same time, one hundred years ago. I is just that they had better
access. Now that the political scenario has created a constructive environment for us to
establish it. | mean it took Bob, Cas and them around a year to raise this two hundred
million because they had to finish with the feasibility study first, and then they had to start
the fund raisirg.

28, In response to the lack of formal institutions to help the un-banked market a host
Informal structures like stokvels developed, have you acknowledged these bocﬁes and
worked with or againist them?

If you say you want to empower communities and be part of that community served by a
stokvel and burial soclety network and other forms of syndication such as kitchen clubs ali
of which are informal financial networks you cannot worl against them. If we did that we
are running against our very vision, So we are there to strengthen them - it is simple.

29, Has the Community Bank borrowed in management principles from those informal
structures and Incorporated them into the way In which you go about your business?

Us borrowing?

3. Ja, | mean has sormething special come out of that?

Oh, not in terms of tha money - oh, ja, ja « | think the key thing is one word ‘trust’.
31, How would you unpack that?

Eh, in a Stokvel money revelves. There a no legal documents for those people saying to
them how they repay and how they regulate themselves. People still collect money and
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take it to the bank to deposit or circulate it to one another. Compared to the
conventional banks you go and ask for just one hundred bucks, you got to sign a ten page
form, you know, to make sure that if you fall ill, die or abscond that is what is going to
happen. The difference that is based on a relationship of trust. The difference is that the
whole concept is based on, you know, strong community, you know, institutional fibre,
You learn that, you know, successiul projects are people driven, because stokvels and .
burial societies, syndicates and kitchen clubs are people initiated and people driven. Hence
; our strong position that our projects, development programmes are going to be
' community needs driven. That Local Board of Directars is one of the things that is going
to ensure the promotion of the Bank, ensuring that the Bank is well and a live. }f through
; general meetings of members, there are strong signais for a specific programme it should
;, be taken up by Head Office, Marketing has got to deveiop it and look at the feasibility, go
:' back and say look this is fedsible, this is not feasible. A good example is a cheque account,
we do not have it now, but already there are some mumblings around it. And we said okay
lets not rush it, lets see as it unfolds in the various branches whether there wili be a
sizeable number of people and the marketing department has recommended it because
of the feasibility, or has not recommended it, then we will enter a debate, But obviously
we will do our level best to convince the people.

32, Within the Community Bank, to what extents Is d:versmy encouraged or do you lock
for commonality of purposaf

L SR

{ like that one because we say the Foundation, because of the Foundation and the back
ground of its staff and the staff of the core Bank, the Bank is lke a fruit salad. The fruit
salad is there, you do not blend i, you keep it mixed to maintain the creative tensions but.
you ensure that it can deliver.

33. Do you view this diversity as a strength or as 8 weakness?

It is, there are more strengths than weakness with all the professional blas and you know
economic conservatism from the bank and the humanistic and community biased
orientation within the Foundation.

' 34 How do you me?ge two different groups of people that think very differently, one
group In tarms of systems, controls and procedures, and the other about people and
feelings? Tell me about the dynamic and how it alf works?

_ There are fights, some get frustrated but some like me enjoy it because | know it is bound
-y te happen, You have people with years and even more than a decade of experience in
conventional banking and you have these zealots from various NGO's and various political
. activists from the Foundation who are so passionate about reaching out and defivering to
® the people. They are being constantly questioned by the core Bank about the cost and the
likes. You have the whole process exposing misconceptions from time to time, but also
putting into place mechanisms for people to ensure that they don't exercise those
misconceptions.

[

35, Could you tell me a bit about those mechanisms?

Well, its joint, its cross-functional teams, joint teams between various departments, within
each arm, particularly across the two divisions.

36, Would you say that the management approach within say the Bank and the Foundation
are different and would it be possible to say that the approach differs even within the
! Foundation from person to person, from one area of responsibility to the next!
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Of course | mean we are relatively new. We come from various backgrounds. That is still
identifiable and | feel its healthy because It is going to enrich a broad management style in
future, But bear in mind in January we were just eleven and now we are, good lord, we
must be around eighty five, If we are growing ar the fast rate, then you cannot walk to
either a blended or a consolidated management style.

37. How do you giys go about managing your growth so as not to loose sight of your
vision?

1 like that one too much, 'managing your growth', Everything in time, we are quite adamant
about consolidation for expansion. We are stick.ng to five pilot areas and it Is going to be
some time before be go beyond these five pilot areas, The cross functional teams, you
know, the new strategies that { wanted to be put into place. Given that we have just had a
bosberaad , you know that, we are qun:e confident that we will be able to handie that.

38, Do you see the Local Branches hiving off mushrooming and spreaa&'ng out as a

network, how will that alf work?

At a branch, we have got to have a network - interruption person entered the room - A
branch, you know, is linked to a network of outlets, Right and as { say we have five, no,
six branches In those five pilot areas and we stick to that. And if those branches are able
to sustain themselves, you know, qualify for 2 network, you know, of commumty outlets
-around them, so the better. But we are going to have to make sure there is a feasibility
study for each beciuse those outlets are within the community, so that ensures that there
is going to be growth, savings and the rest,

. 39, Can you telf me about how you go about the feasibility study, obviously the social fibre

about where you are going go into and vpen a branch or outlet is important, does that
have any influence on where you open up? :

Yes,
40. What kinc! of things do you look for in a community before opening a branch?

We look, it is 2 community population of at least one hundred thousand, so that we can
be able to mobilise enough savings for the community outlet to be sustzinable. We look
into political and social stability of that area, We look into other community development
initiatives and development support and the communities support of those projects. We
look into financial viability of the whole area as to income levels, disposable incomes. We
look into infrastructure, can you put in data lines, telephones, can you set up premises so
that we can be secured. But most important of all is there a drive and pressure from the
community that we should go and open a community cutlet there and are they sharing a
reasonable commitment to ensura that you get the support and sustained support.

41, If you had that strong support but nov the infrastructure would you still consider
opening a branch, say for example in a community such as Fhalo Park!

We are working hard on those meetings. Once again you move form conceptualisation to
recommendation. There are all sorts of options that we still have to put fnto test,

42. In terms of the branches that you have opened in Commissioner Street here in
Johannesburg, Hillbrow and Benoni tose are not in local communities, are you not doing
things back to front?
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No, a lot of people come in. here from Soweto, from here in town, from as far as the Vaal,
so if joining or buying of shares becomes so strong from one area so that it justifies the -
opening of a community outlet, we will sit down through our structures and committees.
and look atit,

43. In terms of the membership of the Bank, the Banks" customers, how does that impact
on the kind of staff that you employee!

| said one of the points was accessibility is staffing. It is staff who must to understand the -
culture thing. They must also have propensity. You cannot always say thac somebody has
an understanding when you are recruiting this person. But they must show potential to
work with others ir. a user friendly way, The Community Bank is not a 8 o'cdock to a 5
o'clock bank, be rest assured of that. People have to accept. that they have to work during
weekends, after hours to support the communities, to interact and understand them.
Especially outlet staff, we Insist, except the outlet manager, that the rest of the staff must
come from that communicy and that they be known by the community,

44, At times you take on people that have not had formal banking experience or anything
like that.

You train them,
45, Is thar a strengtﬁ'or.nfeakness? |

It is a strength , the weak thing is that they do not have any experience but the strength is
that they have, they have an orientition and keenness to be part of this new venture, and
from what | have picked up particularly the Athlone and Benonl staff, you know, we have
moved correctly, .

46, If you had to say here 5 an employee profile, what type of pecple would you employ,
say within the Foundation?

In simple terms people who know how to work with communities, who irrevocably strike

_ a balance between working with communitles and ook into financial abilities of financial
institutions like the Bank. 1 mean we are not a grant funding institution. So it is not a
function or a task or a challenge for the core-Bank personnel enly, That's equally a
chaltenge for us, you understard, we are not a grant funding institution,

47, Have any deep rooted African customs, bellefs or anything llke that been incorporated
into the way in which you go about your business?

Hardly as yet, though some interesting things, we open and close meetings with prayers,
we let the local priest or any elderly to that prayer. That is about all the tradition,

48 You spoke earller on about the cancepe of trust, is that encapsulated in the notion of
ubuntu?

Yes, well its going to come out clearly during the development of community outlets. But
it is more of a. it goes beyond tradition and custom. | mean it is a philosophy of life. But
the very orientation of the Bank is that we should be culture sensitivity.

49, You also mentioned earlfer on about managing in a humanistic way, can you tell me a
bit more about that!
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Well, conventional banks are cold, impersonal Institutions, they do not value human
beings, they look at them as numbers. It is not until you come within certain levels of
income or belong to certain income brackets that you can start getting credit. To us we
will value each and every member.

30, Is there anything else, have you chaqged any of your systems or procedures to
incorporate these values, | am thinking in terms of disciplinary codes and procedures,
recruftment, reward and that, to Incorporate the notions of humanistic management?

Ja, we've just finalising the human relations systems, employment conditions and there isa.
strong debats on it, incorporating, you know, views of the staff generally. And part of it is
consuitation, That staff has to be consulted on policy formulation as broad as possible
especially on issues that affect them.

51, Do you have forums or committees or in what context does that consuftation take
place?

f is still done on an ad hoc basls, to be quite frank. But there is an expectation that it has
te be institutionalised.

52. Having heard that there is a funeral for one of your colleagues over the weekend and
that a number of staff are planning to attend and help prepare and say prayers, are these
important things that should become part and parcel of the terms and cenditions of
empfoymenr over here at the Community Banki

Not necessarily part and parcel of the terms and conditions of employment but part and
parcel of the evolving culture of the Community Bank, That is definitely going vo become
part of it.

53. You had a party or a celebration to faunch your new branch down stairs recently, was
that a celebration for everybady within the organisation or only for a selected few people?

A selected few because of space and resource limitations,

54, In African management people talk about thie importance of rituals, celebrations, oral
communication and that, have any of these things been incorporated in the way in which
the community Bank gocs about fts business?

Bear in mind that we have hardly moved. You know some of the things, you cannot say
they have been done, you can say so towards the end of 1995 but not now. You see that
but be rest assured in Daveyton, the launch of the Daveyton outlet, the launch of the
Butterworth branch, you will see interesting things come out thera.

53, Could you give me an example!

Ja, the launch of the Essie River outlet, ] believe they are going to place a lot of emphasis
on a local content in terms, of you know, a festivity. Now | do not know what they will
bring to die Saveyton outlet, the people will expect to see the launch in terms of the
other festivities or activities that they are used to.

586, Would you go so far as to say shughtering a beast or something symbolic ltke that!




Appendix2 ' Page 224

Of course, of course. | do not know, | am speculating in Daveyton, but in Butterworth,

being a rural drea is a foregone conclusion.

57, While people over here in the Foundation no doubt feel part of that and ¢ "mioreable
with that what about the pecple in the Bank, are thay going to come along 3 enjoy the
festivities as well?

Up to now 1 see them as being orientated to like these new activities and revelations, And
| will still expect them to come along.

58 You mentioned earfier on the whole notion of orientation for new people coming
into the beak, can you tell me what happens in that orientation process?

The orlentation of?

59. New employees or people that are employed by the Bank.

Well there is a five day induction for each and every employee to ensure that people
understand the vision of the Bank and the culture that they are going to get involved in.

60. Have you conducted any specific interventions or Interventions in order to introduce
community managerment principles into the Bank, such as value sharing workshops and
industrial theatre and things like thas, have you explored or tried any of these things?

Eh, 1 think they are still being developed. We had two workshops to ensure that we have
shared values and we seem to be coming to a good concurrence as to what are the shared
values. The last bosberaad that we had, had an effect to ensure that people understand,
you know, even the vision, a common interpretation of the vision. QOut of it an unfolding
strategic plan, out of which we could see how we relate to one another on a day-to-day
basis, what mechanisms could we put into place As | said cross functional teams,
communication, both vertical and horizontal, lateral refations, formal and informal, you
know Interaction.

61. In terms of the way that you reward people is that done on an individual basis or on a
collective basis?

Reward is individual definitely at this stage.

62 You have got team focus and you are all in this together, but you are still rewarding

individuals, can the team spirit survive with this?
How would you reward them as a team?

63. The team decides how things should bz broken up and divided amongst them, how the
cake is to be divided,

Not as yet. The Bank will tell you t:here. is no way that marketing can be done separately
there has to be team work, There is no ways you can open an outlet separately, There has

to be team work. There is no policy that can be developed separately or be-

compartmentalised. There has got to be team work. In many respects both divisions have
to work together. There has got to be joint effects, translated into joint teams.

é4. In terms of the Community Bank and the Foundation, how do you measure your

" stccess, in other words haw do you know that you are doing the right thing?
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The Bank as a whole, the Bank measures its success as a bank that it is going to provide
savings and borrowing facilities to the community. By the level of its impact to the quality
of the life within target communities,

63, You go along to the banking side and you ask them the sarme guestion and they say we
are looking for sustainability and new accounts, in other words they seem to be
profit-motive driven, is that a true reflection or not? :

Well the Bank has to make profits to ensure sustainability, that is unavoidabla, But still we
are not going to measure our success as to how much profit compared to the previous
financial year. We shall check through our input and contribution as a bank in the target
community. Have there been any marked change in the quality of tife of that community?

86, In terms of going out and achieving that quality of life and up-lifiment, are there any
primary or secondary considerations that you take into account]

At this point in time you ses, probably we would be having about one thousand members
collectively now between three banks. What would be primary? Primary would be the
amount of the loan portfolio that is available to the savings institutions, You know this
'gearing up' the community saves one thousand rand and we would get it up to three
thousand rand. Obviously if you work hard enough and inform the community, the more
they save, the more they can borrow form the loan portfolio, The foan recovery for us at
this stage, we look into that, we are able to get sustainable participation from members.
And secondary would be the support that we are getting from othar development
initiatives within communities, the support from even the local industries, the local
business.

67. How imporant is that networking with say NGO’ and local bueirass to you?

We are part of the environment, we are not an isiand, and we are appropriately sensitive
to that. Normally we have got membership in a number of ....... recording interrupted,
end of the tape, lost information.

- 68 We were talking about being serisitive to cnes environment, As a last question since
the Community Bank has besn down a steep learning curve, what advice would you give
te other organisations trying to emulate your success in introducing community
management principles inta their day to day business?

Value human beings, they will make it, they wiill make mistakes, will make hundreds, they
will be frustrated, they will be inspired and will br up and down. But as far as | am
concerned even when they are down they will succeed. Value a hum n being and out of
that a lot of things will flow out. Community participation Is strategic, it is a strategic plan,
you know what will e appropriate to the vision - team: work, permanent enhancement of
the staff, success to venture, support from the ¢oinmunities, support from the networks. |
think it all centres around valuing people, If an institution does not see human beings as a
valuable entities in the world but sees them as mere entities to make 'bucks’ and give
loans that is where all sorts of problems will creep in.

89. In terms of valuing the human being is that a way of liberating the kind of work ethic
and natural work riythm of people?

Ja, 1 would think, and enhancing staff performance. So, the valuing part of it is not only
autward looking, that is to the community that we want to give banking services or cradit
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services but also it is inward looking, that is the sta¥, the people, the army, the cardres
who are going to carry out the big job. Using simple terms staff have got to be valued as
well, You have ta fook after they development and training, the working conditions ensure
that they are conducive, ensure that communicaticn, you know, work relations are ever
improved. Statf must feel part of the family. We see ourselves as a family. We are building
that culture of a family. Is that not one of the best methods of improving productivity? If
bankers we can flood this place with highly skilled people, within the Foundation and the
core-Bank but i you do not build a culture of a family here things will be different.

70. Vhat would you tell other people to avoid if they had to go the same route?
A -vid being impersonal, aveid a top / down approach. Be sensitive to the communities

Mm.eds Sut be equally sensitive to high expe:tations. In fact avoid fiving ap te the
expectations or living up to alf the expectativns of the communicy.

71. Some people have accused African management, at times, of being paternalistic, of |

nepotismn and that, have you had any expeilence of that! For instance your focal outlet
manager is not elected by the community, is that a check and bafance against chat ype of
rhingz’

It is an attempt obviously. If | say value, also the key thing is to inject democratic values in
work, 5o if you are injecting democratic values you cannot be paternalistic because you
have to be transparent and accountable. | think the thing is to bring in new cultures, like
being more accountable and transparent, like developing more democratic values. But
obviously avoid being ultra democratic because out there peoples needs are ves.erday,
they would like you to bring ten million bucks right now that they can simply 'chow' it in
whatever way. So in a sense, the passion to work and serve communities and meet their
needs has got to be balanced by rational resource utilisation. A good example, you say to
pc; & everyone can join but do not think that everyone is going to get loans. You can ali
Lpily but do not think that just everybody is going to get loans, But alt should be deone in
a ‘ransparent way, because I hear when | speak about the other credit programmes,
people are still frustrated by them and | suspect that those credit programmes are not
transparent. Feople do not exactly know and also they do not engage in capacity and
institution building. As a result people have no sizeable understanding, | would say

thorough understanding, even sizeable understanding of those programmes. And of course, -

let those institutions, wherevar they establish themselves, let them grow o1 ganically. Again
addressing paternalism.

72. Those are all the types of questions that | \iave got to ask you, have | lefe anything out
or is there something that you would like to add?

The government Patrick, the RDP delivary and again that is very clesely linked. ltis mucha .

personal type of thing, though you pick it up from other simitar instanc 5, the government
have: got 4 meaningful role to play in community banking, Let me generate now because in
fact if | have time | would like to write a paper en that. Gosh | have got all sort of things. |
think the Bank has got to be sensitive to political issues. Like you know, to what axtent

. are we going to be rurul biased, given all the high overhead costs, when going into the

rural areas, you know, premises, infrastructure and that lot. Then the government has g-

to get in there. The administration costs of macro lending, good lord, it is too high ana
difficult to travel, mind you he says that he is going to remove what is that, there is an
exemption from six thousand rand down, you see. Those are the things that the
government has got to get into. The relations between the Community Bank and the
unemployed, vis-2-vis RDP delivery, that is why ! said, you know, 1 am just general here.
We have a bank, we have got to be sustainable, so we cannot just be grant funding. But if
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there is a grant funding institution coming in then we can explore join ventures, in fact |
am ziso looking into the issue of joint venture. But | have also been pushing that people
should not. always talk just about forrral relations and formal “etworks. In any work
situation there are informal relations and informal networks and they should equally value
those relations and networks because they are helpful. At the end of the day they are
going to enhance the purpose of the staff, as well as the functioning of the Bank. | mean if
people talk during tea time and pevple talk in the passages that must be equalfy valued. No
matter how much procedures you have, this committee can only make a
recommendation, the management cormittee can only go up to this level, then there is
the executive, then there is the Board of Trustees, But yeople picked up the phone and
manipulated things so that humanistic and integrity component must come in, so whon the
influence from formal relations and informal comnunication comes i, it must be positive,
~ not destructive. ' '
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INTERVIEWY NINE

lRespondents job Tit'e Community'ljaisom Officer

Biographical Data Black, male
Graduate No
Background Varied manufacturing, trade union movement,  political

activist, community leader - Tamboville Civic Association

Personal Comments and Reflection : .

The respondent; had a very direct and concise manner., | do not think that either one of
us was sufficiently relaxed to reap the full benefits of the interview. The respondent had
fjust bought a hamburger for lunch and put it to one side when | entered his office, | felt
uneasy about disturbing his lunch break an” . not want to take up tco much of his
time. In spite of asking a fair number of questiuns | do not believe that | probed enough
to clarify specific issues pertinent to the Researth Propositions forwarded.

l. To start off could you telf me a bit about yourself and how you came to be involved
with the Community Bank?

All right | come from a trade union movement. Firstly, | was employed in one of the
biggest Steel manufacturing companies which was later on taken over by Iscor, | was also
very much involved in the formation of FOSATU and the change to COSATU and the
unlon which is now known as NUMSA in 1987, Also linked to that period, 1979 to April
1989 or the early 80's | got involved in civic Issues and the establishment of the UDF at
that, stage to oppose or attack the racist system. | was also one of the first founder
members of tha Wattville Civic Association. | have been the chalrperson since 1984 until
this year March. 1 was also engaged with quite a lot of NGQO's. In the late 80's and the
beginning of the 1990's we had to transform the civics from popular resistance into
development and | do not know if you have heard of the Tamboville story?

2 No,

It was based in Benoni and we where one of the very first Civics go into a joint
partnership with the local authorities to develop land for housing. | also began to get an
insight Into how the bureaucrats operate. And then w'th the Bank | also think that | began
with a proc-ss in late 1992 when they were doing quite a number of case studies and | was
involved with Bob and Cas. | was also part of the main group that made a presentation to
the Registrar of Banks, My involvernent with the Community Bank began formally last year
in about October when | was employed and given the task of establishing the very first
Commmunity Bank branch in Benoni. So it was a mammoth task, it was quite difficult.

3, From your background in community structures what does the name Community Bank
mean to you!
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First, | consider it as a type of identity for me. | is not just an institution. | am part of it
Also | do not just see the Community Bank as a dellvery vehicle. | see it as an Institution
that embraces the community that we intend to serve, It is really being part of the less
privileged people. that is how I feel about it. It Is not just a job. It is ¢ Commitment more
than ainything else.

4. In ong of my earlier interviews the person thar | was interviewing said, ‘the Community
Bank is my Bank' denoting true identity, do you feel the same type of identity!

Yes.

5. Could you tell me about what gave rise to the formation of the Community Bank and
the people behind the formation of the Bank?

Firstly, it was a commitment from those people and it. was also a realistic approach about
what the Bank could and could not do.

6, How about sab?e of the ' «aple who where involved in setting up the Bank?

There was a committee which was actually set up, a Liaison Committes, | was very much
Involved. We wete not promised any compensation or remuneration or jobs for that
matter with the Bank. At first it was a bit of a sacrifice for them as they had to attend
meetings and of course they spant very leng hours in those meetings. Instead of the group
becoming smaller becausc of the number cf meetings we where having. We found that
thay were in a position to motivate other people to join the Local Liaison Committee. In
the beginning the committee was about 8 people wnd ended up with about 24 people, and
we still applied those very same principles,

7. In terms of the broader picture, the Community Bank, what gave rise to its formation?
Could you re-phrase that question?

& In other words the purpose of starting a bank of this type?

| think until now the critical issue has been housing and as to how institutions begin to
differ with regard to low income communities. And the other aspect was that the

established banking institutions instead of really going into those lower income
communities they tended to backtrack in the form of, you know, red lining and i the

townships where classifled as high risk areas. There was not a bank which was willing to

lend to thess low income communities.

9. Is it possible to identify a vision or drean of anyone who said come lets go out and
make this a reality?

Well it was Bob, Bab Tucker,

10, What role did he play in the whole process?

He engaged himself in various activities and he also consulted members of the established
financial institutions as well as the civies, And ! think that he had, which 1 thought was
quite unique abaut him, was his ability to listen to ideas and to encourage people and at
the same time to transform those ideas into pragtical and achlevable goals,

1. What role did Cas Coavadia play!

v
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Weil Cas was really concerned about the issue of houses. He really understood what the
needs where and so on and he provided guidance as to which issues needed to be focused
on.

12, You have mentioned two powerful and influential men, did a special dynamic develop
between them?

| think that it did. It did in that Bob had very Lroad ideas about the community in terms of
transforming them into achievable banking actions. He could not delve into that much and
he was there with his banking expertise and putting up the numbers. | think that he was
quite unique in doing that that, Meanwhile for Cas he was looking at the banks relations to
the communities. 5o they kind of complemented each other. '

13, Besldes Bob and Cas where there any other people who deserve mentioning in the
farmation of the Bank/?

| think PlanAct played a major role, | guess also the Tamboville community because of the
number of peace areas. A number of exploratory meetings where held with them and |
guess Mark Swilling was also there and obviously Mary Cobbert and | think a number of
people who came from the formal banks,

14 To what extent does the Community Bank differ from other traditional financial
institutions?

Firstly, we have the training and capacity building side. | am not saying that other banks
might not have them, They might have them. Our modus of operandi is nonetheless
different in that instead of looking at the high tech management styles etc, we are
concentrating on the Hliterate or semi-litarate communities. Secondly, in terms of the
Foundation we are also able to respond to our membership needs in terms of their
product needs. We are able to design products to community needs,

15, We hear that the idea of community banking Is not urique to South Aftica, there are
other such banks, such as the Grameen Bank, to what extent then is the Community Bank
a horme grown product?

I do not think that that is a fair judgement. One, what where the other community banks
established for and second what where thelr successest So you cannot judge the
Community Bank against something that is really not there,

18, During my interviews with the banking arm of the C‘ammirnity Bank mention was
made of the Grameen bapk and the Indonesia Bank, do their syccesses and fllures have
any bearing on the way in which ths Community Bank goes about its business?

It definitely is, as the Community Bank recognises the various alternative structures within
the community such as burial societles, the stokvels and so on, Why did we have those
structures? It was because traditional banks stopped addressing the needs of those
communities, It is only recently that they have done studies that say there is a loss of
money so we should lend to them. But in the real sense they are looking at the rands and
cents of those institutions instead of the culture of those institutions. We at the
Community Bank recognise their culture and at the same time we are saying that these
hybrids need to be strengthened. We should not be destroying them. In fact they should
be utilised in such away that they are effective in their communities as well as in the
financial comimunity, So it is a type of twa way process,
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17. You made mention to the culture of those struc:ums and the social fabric, could you
efzborate on that?

In fact those structures such as the burial socleties and the stokvels were formed on the
principle which is very simple. It is actually based on a particular need in that community.
There is 4 focus within that group and then the other aspect is that those structures do
not have to go through all the legalistic processes, They do not have to sign any legal
obligations to fulfil their role, | have still come across situations whereby the burial saclety
or stokvel has collapsed because of minus one and so on, It is quite the opposite the only
thing about this structure is that their leadership style whereby they have a president, who
is a life president, and { do not really know how to put this now. | would like to put it in a
very subtle manner, They are sort of success oriantated, You have them for predominantly
women only and then for men only and it is very rare that you have the two successes
coming together, So it Is one of those unique things and at the same time there are
feelings that Africans are very conservative and allow their wives to do certain things, One
is that African men do encourage their wives about joining those burial societies and
encourage them to participate.

18 Can you telf me about some of the structures that exist within the Community Bank,
such as the Board of Trustees, the Banking arm, the Foundation and the significance of

these structures?

| think that there are a number of cross functional committees that we established because
we recognised that we come from two different cultures. One is the Roll-Out Committee.
Our special task is to deal with areas which we intent to open up. We also have a Launch
Committee which does our launch functions. There is also the Official Club Committee
and out of the bank we have the Community Liaison Committee.

12 The word Lialson Committee has a historical connotation.

As much as we would have liked to have called it another name such as a Community
Co-ordinative Committee. It is really a questlon of semantics because if you look at its
function it is more than co-ordinatlve because this committee does have a direct
paiticipation In the Banks activities. The members of the Liaison Committee participate
when we interview the prospective Branch Manager and they also set out the salary scales
of the Community Lialson Officers. And they also have 2 say when we have to locate
premises and a location. We also have although it has only met about twice a year, a staff
Liaison committee meetings. The purpose of those meetings is that we begin may be to
start to engage the staff that is working for the Bank. Now the community representatives
that is done In a sort of formal and informal way. If we were to talk of the Community

- Bank being a type of relationship bank you obviously have to begin with youi structures.

The other structures that we would like to have in two to three years would be 2 number
of outlets throughout the country whereby the Local Board of Directers chairperson and
secretary would be z.x¢i1ing and would have a direct say in the policy making of the Bank
as a whole and then secondly there would be a National Banking Forum and a national
general meating, They would then elect 50% of the Board of Trustees serving the National
board of Trustees. 50% of the Board of Trustees would then have to retire, Then we
would have the people from the townships and villages and so on certainly being the
managers of the Bank?

20, So the Trustees are only there for a imited period or do you stiy on for as long as the
community feels appropriatef
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Yes, | would say the community would not want to reject the current Board of Trustees
because they are ali good. They deserve the recognition but ownership has to be
transferred to the Bank members, This is the only viable way.

21, If | went along to the banking arm of the Community Bznk and asked them the same
question would they give me a different answer to the one you have given me?

Look you know that ultimately we have to do that, But at the same time | may say that
there may be critical resistance as it is just unthinkable in the South Aftican context
whereby people in the township will be running the Bank. It has never happened before.
But { am from the Foundaton and | am absolutely convinced that, if we looked at our big
trade unions, COSATU and so on, who will be controlling it. it can happen. | am
convinced. :

22, To what extent is the formation of the Community Bank a produict of South Africa’s
socio political struggle!

[ may not have 2 correct or direct answer to that. | think that through the process of
econamic depravation of communities the need had to be addressed. And also again this
notion that South Africa has political but not economic freedom. This is a way of
addressing this misconception that the majority of South Africans, especially the blacks, do
© not strive for economic power as in other African states, What we would really want Is
real eccpomic freedom. When we talk about economic freedom we are riot; talking about
being remotely controlled. We do understand that there is a shortage of skills and we
have to develop ourselves. In the process of doing that we cannot blame everything on the
leaders of apartheid. You, recognise that apartheid had done us some damage but then we
have to use the existng resources. The human resources and the skills in the white
market place and so on and say tgach us how you actually did it

23. Earller on you spoke about capacity building, what do you mean by that?

That is really the buzz werd of today. | think that in order to answer the question one has
to ask how does one measure capacity building. At what point do you say that these
communities have the capacity to do certain things. | think that with the Community Bank
that recognition will be there when the Local Boards of Directors begin to function.
VVhen people have to make decislons about loans, about the planning of the Bank, about
adviging managers and so on. | believe that at this stage it is really one of seelng that
coramunity, the first belng Daveyton, and saying what really mattered to them. Hence, the
workshopping process and the training programmes and so on. | think that every thing has
a beginning and an end. You have to measure it A thing fike mentoring where you would
say okay you are an vnderstudy for Mr XYZ and you - have to reach a certain point
whereby you can do certain duties on your own. You also have to be in 2 position to
make judgements and you should be prepared to take risks. That Is how you have to
phrase this whole word of capacity building.

24, Alberr Koopman writing on the Cashbuild experlence talks about defining the hard
and the soft variables of decision making. In other words those issues which are and
which are not open to discussion and consultation. Is it possible for you to define the hard
and the soft variables applicable to the Community Banid

f would most probably classify the soft variables as more of the application and training
aspects and to be in a position of being able to take decisions with the community. The
hard ones, would be the rea! practical things such as management for instance.
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25, In the Community Bank there seems to be an ethos that separates the two sides of the
Bank, the Banking arm and the Foundation, within the Foundation do you see management
styles difering at all or do you all operate along the same lines?

i think for practical reasons yes, in the sense that most of us come from civic or NGO
structures and secondly our structures are really flat and democratic. Also the emphasis of
the Foundatlon is not in terms of valuing community empowerment in terms of rands and
cents but through education and waining. Whereas in the core-Bank, although people do
not agree with it, they function with a hierarchy which is bureaucratic and they value
people in terms of rands and cents. That is the difference.

26. Is it dehumanising?

| think that it does in the sense that at times one gets very frustrated. Ve want to do a
certain amount of things and we know that we actually understand what needs to be done
and addressed, The problem being who controls the balance? It is the core-Bank So
basjeally the man who has the money says no you cannot do anything, That is one of our
reasons of frustration, Although we are grant funded, But there are, you know, other
activities which our organisers really are backing which the Bank should be doing and there
Is building recognition. There is no professional research paper that has proven that this
needs to be addressed. | think that the attitude is that a sclentific approach in that if it is
not at risk it is not bad.

27, Are you saying that they have not lived In the communities that yrm serve and as a
result do not adequatsly understand what need to be done?

That is correct. That is where the problem really is. As a gripe for instance if you where to
conduct a number of workshops in the townships, A general introductory workshop, the
Foundation staff will always do it. In the core Bank you will come acroes people who will
say am | going to be safe in the townships because | am white. Of which | can understand
their fears but then the worst part if you come across a black manager and he asks you the
axact same question. Now you ask yourself where did that guy grow up. | can understand
a white having those fears. The judgement of blacks with the same fears Is more
conservative than the whites because they want to project an jimage perhaps, | am a guru
in the banking world and | have to prove to all that | am board'.  know one guy who made
a ridiculous stztement, '] do not think that the Community Bank should open up in
Atrridgeville townships.'

28. The name Community Bank implies :hat It should be located in communities, Is this at
odds with the opening up of the Commissioner street Branch downstairs!

| think that this is branch were you have to ask where do most people come form which
gives us a signal as o an area where we might open,

29, Within the Community Bank is diversity of opinion or commonality valued?

| guess there is a recognition that we come from diverse backgrounds and at the same
time there Is recognition that we need to respect each other and at the same time that we
try to change people from different cultures and try to adapt to one another. But there
should be some type of common understanding on how to operate on such things like
cross functioning committees or teams which we establish together on a particular issue
from the Bark and the Foundation and try and deal with it.

J0. Do you see diversity of opinion being a strength or a weakness?
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For a Bank of this kind | guess it is - interruption someone came into the office, train of
thought lost. '

31. Do you see a common culture emerging over the next 5 years or sof?

Ja, 1 guess with the people é_.lf the Fouhdation there is a willingness to learn and listen to
other people and to develop a unique Community Bank culture which embraces both the
Foundation and the core Bank cuiture. | would definitely say that we have to adapt.

32 In terms of the Community Banks operating environment and considering that you are
primarily involved in delivering a service to low incorne communities, has this effected the
way in which you go about your business and the way in which you service that market?

One of the criteria is that we had to employ people with banking experience and others
without banking experience all together and really combine them at the community outlet,
or whatever, At same time the emphasis should also be on people who come from those
communities and that people should have some background of being involved in
community activities. '

33 The way in which you engage yo.r members or customers starts with your
workshops.

In the workshops we tell people what we are all about, the type of products that we have.
{ think that the most important thing that people have recognised is the importance of
how they are treated. Every question that is being asked by our members is important.
Where people bank is irrelevant, we will try to address their questions because in the long
run, it is stll happening, wiere people will go to a particular Institution first, stands in a
long queue to only find out that it is the wrong queue with the transaction not belng
properly explained. They are being frustrated as time goes on and thelr questions will
never be answered. If you walk inta a bank, that is one of the things that we express upon
our employees that In urban areas every African guy can speak either Zulu or Sotho. So
you can answer the guy in his language. You might also talk about the weather, it is very
het, are you tired and want to sit down. People need to feel that there is a guy in Benoni
who is quite good in that. As a result some people who just go and because of the
treatment stand in the queue and confess and say, 'll never meant to open an account but
now that you have explained | am going to open an account’. We have found this to be
very very useful.

24. In terms of this operating environment is there anything else that you do differently!

Yes, we are going to start a process of ~eneral meetings with our members. In those
meetings we will be informing them of how to open accounts, telling them about the types
of accounts available, we will also be discussing the products, z little about the Branch and
its operations and at the same time we definitely need an input from them as to what is it
that needs to be improved about the Bank and what other products do they think that we
need to develop.

35. Some people would say that the approach is just good marketing.
Yes, it must be good marketing but with us it is not related to any particular product. Qur

focus is on capacity building. Part of the problem is engaging people because we have to
refine some of the workshops. These people need a workshop on how banks actually

B
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work and so on then we can develop our central workshop. Therefore we do not have
ready made workshop modules, .

36. Have any deep rooted African beliefs, customs or traditions been incorporated in the
way it which you go about your business?

1 do not think very deep but there is talk about trust. The one is respect. Respect in the
sense that if you come across a person and you do not greet that person that is really a
sign of not recognising that person. | think that these are the very basics.

37, The blg word at the moment is ubuntu, does that have any special meaning within the

Comimunity Bank?
Ubuntu, yes but we are nat talking about it but a tually practising it.

38 In wf:ar way do you fncorpamfe it into your day to day management style and make It
a reality?

1 will give you an example. One of the community members husband was shot dead, Mast

of us made contributions. from the Foundation, and others came to pay respects and

secondly teday 2 number of members went to help, you know, peeling vegetables in
preparation for tomorrow’s funeral. That is ubuntu in a way. Besides that we have also
recognised that people need very special treatment like the elderly people within our own
communities. Most traditional financial institutions will not wouch a pensioner because 2
pensioner would haye a minimum deposit. For us we need to recognise that there are
people out there that can make use of our Bank. In discussions amongst the Foundation
and the Banks members that when you open outlets, you probably have to make deposits
for them. We have to may be make actual payments for those pensioners. Thase are some
of the discussions which are taking place.

9. In African management text books there is talk about the imporiance of celebrations
and rituals, are these considered important for the Bank?

Yes, | think that one of the things that we have to do is when opening outlets, although we
do not have the money to do it, is to slaughter a beast and then process sorghum beer
and then have a number of respected elderly people who come to speak to the officers
when we open outlets in the townships, But | think people in the townships are sought of
living in the modern world. When we move into rural areas that is going to be a key issue,

H0. In terms of human resotrce systems and procedures within the Community Bank, are
you doing anything different to that practised in traditional institutions?

In what sense?

41, For instance the banks policy toward recruftment, selection, reward and disclpline?
Since | began here ! have not been involved but there is a grievance and disciplinary
dacument. | for one think that we need it In case but it is not really there, | think that the
principle that if you are wrong there must be a mechanism to deal with it you cannot fire
someone on tha spot. Secondly, we also allow coriflict it is very healthy in a way,

42. Does the Community Bank promots the individual or collective needs of Its employees
within the Bank? '
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| think have already expresséd myself on this point We actually look at the collective
needs. Secondly, in the meetings we have a chairperson but that is really to facilitate
discussions and ensure that every one participates, Others direct and issue instructions.

43. YWhat kind of injtiatives or interventions have you carried out to get work riythm?

§ thini that perhaps there have been a number of tensions in that peopie want to cling to
their territery in a way and not wanting to share information. Qur function is to break
those tensions. We work as a team collectively. | do not believe that we should restrict
other peaple, Secondly, the sharing of responsibilities. S& what we began to do was that
they should have weekly planning meetings. | did not have a direct say in that. But they
wouid clear out a way and decide how they are going to work.

44, In terms of meetings and communication in general, how do lines and methods of

communication differ in the Community Bank compared to those found in traditional

financial institutions?

Look, if it Is an issue related to a particular person or a particular department or division
in the core Bank | do not go through the first line then the second line of management. |
go straight through the to the cors Bank whether they like it or not

45. Earlier on this year | was following the dynamics of the Johannesburg Metrapolican
. Chamber negotiations to end the rent baycott and what struck me was the farge nurmber
of interest groups with different power basis a/l trying to represent their point of view in
an open forum, is this type of dynamic present in your meetings?

Yes, it is sought of like that but in a way it is a lot more focused on bank related issues

rather than influenced but outside influences.

46. Do you have a lot of people attending those meetings where maybe traditional
organisations might only have four or five people! Does the size of those meetings make 4
differance?

It does in a way that one could get bogged down and not make any progress. The other

aspect is that people tend to differ on strategy whereas traditional financial institutions
may agree on 2 certain basic principle as to which strategies need to apply. It is good that
peopie debate issues and test models that need to be applied. But at the very same time it
is a bad thing in that it delays progress in a way. | do not personally have much gripe about
it beczuse | come from an envirenment which allows community participation and which
recognises that it Is a very long process. | do not mind it because once you have it going
and once you have it right it is bound to sustain itself for ever, for a number of decades to

come,

47. In terms of the Community Bank how do you define or measure your success, how do
You know that you are doing the right thing? :

That is a tricky one. In terms of the Bank | suppose we measure our success by the
number of people opening accounts and also we have an important aspect when someone
is opening an account. We also check to determine whether it was result of our
workshopping process. These are the type of measures that we look into and of the
measures is the Community Liaison Officers they were initially employed on a six months
contract basis, we later recognised that we had invested a lot into them In terms of
developing their understanding of the Bank and so on and as a result of that we had to say

LG
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what do we do with them] Their contract is about to expire so if you can find permanent
job for them on a full dme basis it would be appreciated?

48. Besides the Banks need to show a profit and open new accounts are thera any primary
considerations or values with which you go about your business? For instance values which
Yyou are not prepared to compromise in winning new accounts?

-} - aot really, not. really not that | am aware of,

49. The Community Bank has undergone a steep learning curve, what kind of advise would
you give other organisations trylng to emulate your success in introducing community
management principles into the way they go about their business?

| think one of the mistikes that they made is that they tried or sought of replace white
management with black management. As a result. you find that a layer is repliced by two
layers. | think that resu’s in an environment in which people get frustrated. They are put
into those positions as a sort of window dressing without making an input. | mean that this
should be avoided. The other aspect Is that a number of companies would prefer focus on
academic qualifications rather than on the experience and the impetus that the people
could really deliver. | think that has to be taken into account in that we have had decades

- of apartheid and so on. That most probably needs to be taken into account, One that is

very much important is that management should fisten and be vpen, even to junior staff.
So you go to someone who scrubs the fioor in the morning and say how things going in
the township and so on. You would be surprised how much co-operation you will get.

50. Are there any downsides to community management principles, is there anything that
people should avoid?

What do you mean downsides?
51. Is there a danger of nepotism or favouritism creeping into the management practice?

Ja, | think the danger really for us in the Foundation is that we .nteract with the
communities. The major issue that keeps emerging is one of employment. Since you know
that | am related to bla, bia, bla, can you? | think that this has been the history of
employment parties in all the major industries. A foreman in company XYZ needs a
person so he goes to a supervisor and says can you get me someone. You gat a neighbour
and that is how it became a pattern. That is why transparency in employment practice is
so important. Then the other danger is the whole aspect of secondment or mentoring
management staff. Companies need to come to a point when they have to make some

judgement as to whether the mentoring process has really achieved its objective. In other

words if one looks at the current South African industrial trend you would lock at people
with a community background. People who play a secondary role may end up being
poached by other companies - telephone interruption - and you will find that these
people will also be poached and they will never be given the opportunity to develop
themselves. They tend to have sought of negative atti'das towards other companies
therefore you also have an element of retworking,

52 It is interesting to hear you mention the word networking, do you find it of
significance, does the Community Bank make extensive use of networking?

| think firstly you get to know the institutions that are out there, and secondiy you also get
resources from them in the form of maybe information and you also avoid duplication as
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well. You are also adle to spread your unit quite wide without havmg to stretch oneself
within the areas that we are working.

53, Those are all the questions that [ have to ask, is there anything that )'ou would like to

add or which you feel that | missed out on?

You asked quite a nuraber of questions, not any that | can think of now.

INTERVIEW TEN
Respondents Job Title - {Br. ich Manager
Biographiml.[}ata Black, male .
Graduate | N .
IBackground Experienced banker

IPersonal Comments and Reflection :
The respondent, whilst describing himself as a bit of a maverick, came across as being
very friendly. Regrettably, the respondent spoke very quickly and did not slow down
sufficiently to allow purposefu! and controlled interviewing. My intreductory questions
should have been more focused, At times | felt zhat the incumbent did not reflect

deeply enough on the questions asked.

I. Please would you tell me about your background and how It was that you becime
involved with the Community Bank?

] used to work for First National Bank in 1980 until 1992. | started straight from schoo!
doing almor* averything as far as the many aspects of the Bank are concerned. Now |
moved through the ladder from enquiry clerk moving over to lending and service
positions, being a teller and being transferred from one branch to another. Please stop me
if | am talking too fast?

2. No not at all| please carry on

Moving from one branch to anuther because when | started working it was in the
township branch in Daveytan so we did not have anything like foreign exchange,
guarantees, off shore finances. So | moved from Daveyton to Benoni in 1985, From where
| did foreign exchange, managerial, off shore finances and guarantees. | must say that ) was
one of the very few people to get that opportunity. Some of them joined before me. Being
black you were told you are a teller and that is it. | was transferred back to Daveyton and
‘became what was known as a Branch Administrator which is like an Admin Manager, |
went there until we had to open a branch in Spruitview. | opened that branch and from
there is was profitable, You know what it v about FNB they give you a branch and say
OK fine the cost of a branch like this one is une million rand. That is what you owe us -2
million rand, in brackets they say this is your business. So before you can make a proft
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you have to pay us back the one rand we spent on the branch. So the Spruitview

branch cost round about three quarters of a million rand. Their pay back targes. was within
two years. | had to pay them back that three quarters of a million rand. Now we started
operating in September 1971 and In September 1992 we had our profits of 38 cents. That
was our profit. Now what helped us when we started was we had Thokoza, Vosloorus
home loans that were held by a branch called Smali Business Loans, We took over 36% of
those loans that amounted to 4.5 million and our interest paid per month was on average
seventy thousand rand. Now you multiply that by twelve and that gives you an excess of
what we owed plus the new accounts, okay, but you have to build in the interest that you
owe. The total set up then was less than fifty rand. Which means then in fiscal terms we
had reached our target. That is we had repaid the Bank their three quarters of a million
rand. Now in 1992/ 1993 financial year | left FNB.

3. What persuaded you to leave FINB and join the Community Bank?

No not really. | then went to Nedbank. Okay there | was their manager in the department
they call Corporate Matching What it is a fraud detection department whereby all the
Nedbank branches in the greater PWV where under me. All the deposits being made.
What happened is that if they capture a deposit on the systen: at the branch the deposit
now has to go to the access centre. Now that credit matching how it works is lets say you
make a deposit of one thousand rand but the teller captures it as one thousand and ten
cents. Now then it goes to the access centre where they do it as one thousand and one
cent. So the two do not tally, théy do not balarce. The crédit is 9 cents so it will show
there is something wrong. Everything should balance so that you can match those two
entries. But what happened is that | worked there from September 1992 to May 1994
when | left them to join the Community Bank, But the problem why | left them, actually |
was quite happy there, but we had too many clashes whereby | had |2 people who were
working under me. Okay, it was ...und ethnic, we had blacks, whites and coloureds. When |
took over my department | found that there were guys there for the past 25 years who
had never received a rise in their entire lives. Now when | started to raise the issue and
unravel this thing, | became a hero to some and a pest to others. Now that it started to
become conflict management because we had conflicting managers there. | had to go
through each and every file of my staff. Then | kad to interview them one by one. Now
there was this one guy in particular who was a scooter driver and he was sixty two, ja
sixty two, who was transferred to a branch in 1984 and now in terms of his academic
qualifications, { mean he had gone up to standard six, now they taught him the job, and
now they felt he was a scooter driver. | mean it the lowest of the lowest grade. Go ride
your scooter because you have been hired to ride a scooter. Thetr he said look | have
falle~ off that scooter five times and now | do not want to ride the scooter any more. So
they had two options fire him or relocate him to the Bank. Now what was he supposed to
do? He was a standard five guy. But, okay, he managed. If he was not productive why
would they have kept him for so long, Either you /e him because he is not matching the
company but by keeping him you are doing him a favour. Never allow this to happen.
Either give siv .1onths and say if you do not pull up your socks then we will have to
retrench you. But that was never dene. He was about 64 when | left Nedbank.

4, So you were a bit of a maverick!

That is right. So 1 tool that guy. | mean he never got any promotion. So | took the matter
up. A rear payments amounted to about 18 thousand rand. From a mere grade pay of one
thousaiid one hundred rand to about two thousand four hundred per month. Now | mean
10 percent, seven percent and like that. Now any problem that they had, because we had
eight floors, the word spread around, hey there is a black manager down there if you have
a problem go to him. Now w' :t they forgot was that was my area. | could not go and
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solve a seventh floor problem as that would put me in conflict with some, So it turned out
to be 3 racialistic thing. From the background that § had come from | was not afraid. So |
was making them very much against me. Because why what would happen is that they
would all go out to lunch. | was on the third floor and most of them were on the fourth
and seventh floor and now they would forget about me. They would go out on a business
lunch and when they would get *here they would say oh what about, you know about that.
They would th2n be too embar  ied to call me and say come over and join us, | would
then say ah sh, as i they hio forgot that i existed, They were feeling very much
embarrassed, Now § know who was spear headin~ thae, 1 then went to him and said, "Look
| do not care that you have been with the bank for 25 years". What was important was
productivity and | had it So that was why he could net realise this error. Now if this man
was correct he could of taken the matter up with the industrial court. But all he wanted
was to stay there until retirement. Now being on i third floor and being on the other
floors. When you went there you found them all locied in the senior managers office and 1
would say why wis | being left out when | went to find out what was happening. He said
why and ! said because you having 2 meeting with the other managers not me, He said he
had called which was a lie. So | took the matter up with the senior executive. e said, no
he had no personal grips against me but they were making [t difficuit for him. | then sald
why If that is the case he had better transfer me to one of his branches, That was sl
about to be done vhen this Community Bank thing came into existence. | was not
interested in the Community Bank. | did not know were it came from, what their policy
was and what was to happen. But | sald take the concept. It was nice to be associated with
the first o” its kind. | was the very first black « no the very first manager at this branch,
which was the very first branch to be opened to the public in the whole of South Africa.
Now if | do not support this worthy case and this Community Bank goes up and up and up
1t is best you know to say that } am part of It. | would have been part if | had joined them
with my experience and expertise throughout the years, | felt rake a chance and jcin them
and that & how | ended up joining them. S5 then | was a bit cynical about the whole thing.
| mean we are in a new era. You know the quotation | like gees, "The people who make
the most ont of lif are those that take the bad decision and make the ;nost out of it". So
| said if | make the most out of It | will be the first person to enjoy. So | said fine even
though | did not know much about the Community Bank, Let me take a chance even
though it could of been a bad decision but if it works | am the one who will be very much
happy. That is why | jolned and opened the first branch before Johannesburg and Athione,

Now everybody was saying fine lets look and see If he Is going to crash or is he going to go -

u and up. Now at least most of the things that | actually put into place when this branch
opened we did not have. So | had to try and introduce this and that at the end of the day
perhaps now the other branches will ask how did you do this and that. Some of the
policies suggested have been accepted and are up and running. Hence, | am saying then we
were able to be ' first because why because of my expertise there is going to be a
second and third branch. We started the ball rofling and once the ball was rolling all eyes
were focused on us. There is now competition with the other two branches, | know
maybe if they want to overtake us as far as deposits were concerned they would say coi.ie
look you were the fir  rie and now you are lagging behind. So | have always got to take
theleadr Jopenupt gap.

5. What does the nar  Community Bank mean to you, what does it conjure up inside of

- you?

Mow what happens is the Community Bank, a. you are probably awarg, Is not a
commercial bank whereby you just go and save fifty rand here and thare and when you go
and want to borrow one hundred rand they tell you no you need security. The
Community Bank Is about the community. It deals with the community and it is for the
community. Now | am sure you know that we have the amount of 200 million rand which
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is with our Trustees. Now thac 200 million rand is going to be bought from the Trustees
by the community. We do not call them customers but members because it is their Bank.
Hence, we call it Community Bank. What will happen now once we have those 200 million
rand then they will have a say in the running of the Banle If they say okay guys change
from a community to a commercial bank we wili do so why because the shares are no
longer held by the Trustees but by the people themselves. That is how the concept of the
Community Bank comes into effect,

6. What Is the significance of the share and being a member of the bank as apposed to
being a customer?

You see in this the core branch we will have what we call outlets or sub branches which
are going to open in the townships themselves. The core branch like this one in Benoni ls
going to have outlets in Daveyton, Tatwa and one in Wattville. Now all these outlets are
going to have what we call an outlet manager whereby once these people buy those shares
they have what we call a Local Board of Directors and onte a year, say they mark up two
hundred thousand accounts, then they will have a meeting whereby they will choose from
the people who would have brought those shares the people who will represent them as
far as decisions of the bank ar» concerned. Now they will be represented by those very
same people who baught those sharés, so they will say okay Patrick, because we think that
you will be the one who is most influential we want you now to be on our Local Board of
Directors. Now the Local Board is the one who will go to you as the Qutlet Manager and
say okay fine Mr X went to you for a loan but you turned it down. What are the reasons?
The Outlec Manager would then say okay Mr X might do this and do that to improve
upon his past rating then we would be able to redo his loan application in four months.
Okay then you would go back to the very same people and say this is the problem. So
when he goes baclt the next time he knows what to ask them the next time, you know
what made them turn down my firsc application, So you work on impraving on your credit
rating so that you can qualify on your second time,

7. How does the Community Bank differ from traditional finzncial Institutions? You have
had the unique experience of having worked in both.

You know that our barrowing is not going to be based on security but upon trust, That is
whers we differ. On trust how does that function : take for instance directors at local
outjets - that Board has been chosen by the people to represent them. That Mr X wants a
loan, you the branch manager might not know him. That Local Board is the one who might
know him. Okay, we know him as he has a house here, he is having kil . You with me
now! That Local Board has been chosen by the people who will be telling me the outlet
manager to give it a go, granting the guy a loan or no. So if he does not pay | will be golng
to that very same guy and say okay that guy Is not repaying his loan so say to him is he
going to repay us, That Is how we aim to reduce the risk,

8. The whole notion of stokvels, have you borrowed any guiding principles from those
informal institutions in any way?

1 do not know whether you have heard of any of those developmental companies which
are under the IDT, They, are, some of them, are called the Thiabele Development
Corporation they went down. Why because they used to say they will give a stokvel two
thousand five hundred rand per person of a stokvel. Now if the Stokvel is ten chey will
give you twenty five thousand rand, Now say the stokvel might have five thousand in its
account. Now it is collective bargaining but per person. What they forgot about was
concerning the address of the stokvel. They would give all the members of the stokve! the
same address. Using one guys address but say 5 guys resigned from the stokvel now they
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are looking for them at an address where the guy does not stay. So that is how they
happened to loose part of their money. Why because they did not have the proper
address of whera the person stayed. Now we are saying that we are going to borrow to a
stokvel. But the way we are going to do it is they have ten thousand rand. Now we are
prepared to borrow one person ten thousand rand or 5 people two thousand rand each
from the very same ten thousand that they have got and they can stifl continue to deposit.
Now once the first 5 peonle have repaid their ten thousand we are prepared to glve
another 5 people ten thousand rand. Now our risk will be reduced by saying we have
given it all now but now they must repay from something that they have actually saved.
The ability for the next person to qualify for a loan will be on the good of another to
repay us.

9. How does the Community Banks approach o people management differ from that of
traditional financial institutions?

We are saying, like | mean, the core branch may differ from the outlets because it may
operate like any other traditional financial institution. The trust element lies at the outlets,
But whatever we do we speak the language that people understand. Whereas in traditional
financial Institutions there are those banking jargons that if you go to a teller they think
that you understand what they are saying to you and when you go out you did not
understand anything.

10, Earlier on we spoke zbout the importance of trust within the Community Bank to
what extent is that an extension of the concept of ubuntu? Do you manage in that way at
all?

As | said to you before this one is like any other vank, We get any customer of any kind,
black or white, whatever, Now the trust element lies in the outlets where the ¢ustomer
is basad where the growing power lies with the Local Board of Directors In that particular
area. When a person wants to borrow we bring in that Local Board and we will say do

-you know Patrick, how long have you knowr him, what do you think if we gave him X

amount, do you think that he will be able t> repay us, you know you are sitting here, and
Patricle that guy is not here, The Local Board of Directors is putting their head on the
block for him. If he does not repay questions are going to be asked of the Local Board of
directors. now that is trust. That is how it functions,

! 1. What gave rise to the formation of the Community Bank?

Okay, well | am not too well versed, as | joined the Community Bank quite late. The
concept came into effect some three years ago. You know Cas Coovadia, he was with
Actstap, Actstop, you know, was about stopping evictions out of flats, whereby these guys
where just accupying those flats for 5 or 10 years. Now the landiords want to kick you
out. Now there was no ownershio involved so Cas and then Bob Tucker came together in
order to do something for the pecple by the people and managed by the people
themselves, Out of which came the concept of the Community Bank, which now came out
of the concept of the Grameen Bank in Indonesia which is 4 rural community whereby it
was maostly targeting women while most of the men are in big industries in the big cities,
The women where left in the rural areas and the husband might not send any money for
four years or something like that so they had to set up some gardening of plants and
flowers and rice. So what happened in that community the Grameen Bank would come in
and say all right so you have land but no crop now we are going to borrow you say ten
rand each to buy crop and once you buy that crop you plant that crop and once you sell
that crop you repay ts ten rand, So it is on a small scale but it can become a very big thing
managed by the people themselves. Now once they have bigger plots you have some crops
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and chattels that you are sefling they now most probably have one thousand rand which
they would sub-divide into a group of five. Now they wouid borrow the first two and the
other three must wait until the first two have paid back. Now If the first two do not pay
back then the other three cannot gzt any loans, Now the other three are working and
they will assist in any way they can to help the other two pay back as soon as possible. So
they ¢an qualify for those loans. Now those three will be helping those two to sell and

~once they sell and pay back the other three ga: loans in return which means that the other

two must the other three to self quickly so that the whole thing is repeated. This thing
has been very successful thus far, The loss they suffer is less than half a percent, Why
because it belongs to the community of that zrea, If they say go and rob that person they
are robbing from the whole community. Trey will not do that as they know the whole
community will suffer. That is where the concept of our Community Bank comes in.

12 As you have mentioned Community Banks are not exclusive to South Africa, there Is
the Grameen Bank and others, to what extent do you think that the community Bank is a
local home grown concept?

Here in South Africa the number of un-banked communities far exceed the number of
gigantic conglomerates, Now we have got black banks and mega bankers. Now people in
rural areas may be small farmers. Now he is making money selling chickens or things like
that and the nearest bank to where he stays form his residence s 500 kilometre. If he
wants to go and bank one hundred rand it is going to cost him sixty rand to and from and
he ends up with only forty rand, So he might as well put his money under his materess. 50
if we are going into those areas where people are not being represented where we go and
take that money from under the mattress. | mean from where is It easy to reach them we
assist. them there and we will reach all the un-banked communitles in South Africa.

13, To what extent is the community Bank a product of South Africa’s socio-political
strugglef

Naw you see that is one thing that Is socio-poiitical. Now | do not know if you know of
the Community Housing Bank. Now | will not be able to elaborate much on that, Okay,
Cas Coovadiz was on the ANC electorai list. But now | firmly believe given the changing
socio political climate in South Africa will have a very much positive effect on this Bank,
Because now people want to have a sense of belonging, Now if we invelve them sochally
we bring the so called Community Bank nearer to where they stay then we can bridge the
gap between those communities, Whereby FNB is for the DP and ABSA is for the CP and
the Standard Bank is for the NP and now what about the black bank they do not have.
Now as you see now as soon as we identify this Bank in the political spectrum they must
thinl that this is our own bank, The black man they come here to town. They get a bank
in town run by black people, So that creates a sense of pride in them. '

14, How important Is the Community Bank for black economic empowerment?
Now i do not know in 1994 they are members of parfiament,
15, | was thinking more along the lines of tradjtional banks red lining certain areas?

That is sull happening. People come in and say | have been to this and that bank. It is
happening probably why because of the risk they took earlier on whereby it is the mistake
they made long tima ago whereby the person who was borrowing money to build a
houses or extending a house was actuaily a third person instead of being the first person. |
mean you get an estate agent in front. Right you get the bank in the middle. You get the
buyer right at the bottom. Now this guy the estate agent will go and take the forms at the
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bank and now take them to the prospactive buyer and help him to qualify for what he
does not qualify for. Now building a house which is below standard. The bank in turn does
not even know this person. They have never seen him in their lives. What they do have is
a so called pay slip given to them by the estate agent and then now say okay he does not
qualify and say okay go ahead. Now this guy will build him say a house that is below
standard, Then now say the house was built in winter and it Is now summer and it starts
to rain and the roof leaks and now he wants to go to the estate agent. Why because he is
tha developer or person who made the house. Who says no, no not me you must go to
the bank. When you go to the bank and say what is happening to my house they will say
what who are you, we have never seen you befure and you say but | have being paying you
for my bond. and they say oh, oh Ja Mr Patrick what is the problem, No my roof is leaking.
But we did not build your house. MR X built your house. But | say | am paying you the
bank not Mr X, So they say okay but the 5% retention has been paid to that guy who has
now gone to Bloemfontel. Now this man who s committed to paying the Bank for 20
years within a year he is unhappy. Do you think that he is going to continue paying Jie

bank? Forget it. He is going to say no 1 am not going to pay the bank. He will become a

liability. | will get within the very same street all the people who got the same developer
who built all those houses. The same bank financed them. They will be unhappy because
why the banks de not care and they will stare now by stopping their repayments. The bank
will now seek a court order to evict those people, Now we are going to sell those houses.
Who is going to re-buy thosa houses? They say if you touch that house we will burn It
You will not move inside those houses. So the bank tries to evict them, they get
vandaiised, Oh they say you buy it, it is my house, | paid for it. You cannot have it unless
the bank re-pays me all that | paid for it. Then | will go out, The banks themselves are
afraid to go into the townships so they will send a ¢ourt order. The people do not care
about the court order, Some of the people are not even educated so ft means nothing to
them so they throw it away. Then the police will come and say no you have to evacuate
this premises, They say how can you sell my house without my consent? This is my house.
! bought this house, Hence, now they decided to red-line these areas wnere they felt thelr
loses were too big. But | still think. it was thelr fault because they never went to the
people themselves or even looked at tha house, Now buying a house is a big investment
and you must be proud of it. But at the end of the day any problem you have come to us
we will sort it out for you, Instead they closed thelr doors to these people. Now in return
you would say we have been banking here for twenty years and you do not want to talk to
us, Fine we will take our bank accounts elsewhere but here, That is how the whole thing
started,

16. Would you tell me sbout the Foundation and the type of werk that they do? In other
words about the training programmes they run and the significance of these interventions,

Now the Foundation they go out to the very same community and say for instance we
were to give a person 2 bond. Now they will telf you initially what is a bond, what is
co-association, how can you build credibility, how ¢an you be empowered, That is what
we call capacity building. Now you mnake people aware, whatever you acquire it must be
paid for, Now you cannot just say ! want to borrow money for a bank without starting
somewhere, You must start saving yourself. But at times you need money right away, not
next month, As the bank says when you get, but what you have on hand, Even if you only
earn fifty rand per month save ten rand for a rainy day. Then you can say okay | will go and
borrow against vy fifty rand. You cannot comie to the bank empty handed and say you
want to borrow money. What is you track record, it Is nil. so they the Foundation go out
there and say okay look this is your Bank, It is important for their sense of belonging. they
say have pride in this bank and support it in any way that you can. They will be able to
look after you, make you aware and tech you more about banking itself.
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7. In terms of buying the share certificate and waiting six months and making deposits to
build a track record, could you tell me about its significance and how it works?

If you buy a certificate you are buying from the two hundred million rand, now you
become a member of the Bank and can elect a representative to the Board. That is how
the whole certificate works. But now coming to the saving accounts how it functions is
we have saving accounts as a new barik, would , | mean it took |5 years for compinies to
change 2 persons mind. Now say you have your account with FNB, they are happy, why
should they change to a new banl, will it survive and if xo will it not be like just any other
bank. So we are saying, if you save with us, with this Bank, without your savings account
we cannot survive. So before we borrow you monsy you must have saved for at least six
months with us. Tell your friends, tell your family to support the what you call. Then we
will Took at considering a [oan for you when the time comes,

18, At the moment you fhave your core regional bank, the Benoni Branch, do you have any
operating outlets yee?

Not yet. The first one that we are about to open will be in Daveyton, It was supposed to
be in September but we are having problems with the lease and that. It will nonetheless be

in Daveyton,
/9. So as such you do not have a Local Board of Directors?

No not at the core branch, Why because here In Benoni we are getting white, black and
Asian customers, whatever. So if now we where to elect a Board of Directors here we
would have pecple saying now the Bank is controlled by whites. You know that whites will
come and buy shares of fifty thousand rand. So this core branch will run like any other
tradidonal financial institution. Mow in the townships that is were the Local Board of
Directors will come in.

20. How do you see those outlets evolving over time? What is it that they will be dolng
that will differentiates them from this the reglonal bank?

The outlets have limits, Now say a person comes in and says that they want to borrow ten
thousand rand from the outlet, Now because the oudet sub-branch menager can only
authorise 5 thousand rand he would then refer that detision to us. Because you see they
cater for small Joans, small housing loans, small business loans and srmall personal loans, But
anything bigger than that is referred to the core branch,

21, ] have picked up in my discussions with other members of the Community Bank that
the manger at outlet branches Is not elected from the local community but is appointed by
the Bank from a different communfty from the one he or she serves.

No he will not be elected by that community but will be from vhat area, say form
Daveyton, but not elected by that community. The Local Board of Directors have no
power to hire or fire. They only get the powers to recommend and decline some of those
people whe apply for loans, Now you could imagine If they were to hire and fire, they will
come and say, "No Patrick we do not want you, get nut, we are going o get Godfree and
| come in and then | do not grant a loah and they say get out, we do not want you either”.
They will not have any of those sort of powers, it is just to recommend that is all.

22, In terms of the notlon of empowerment, bringing people in and giving them 2 degree
of decision making, how do you see that evolving over nexc five years? How is thac going
to effect the core branch and the Community Bank’s Head Office in fohannesburg?
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You see in the townships, | know you have been in them, it is a very much interesting
sitvation. You get that little old lady over there selling tomatoes and she has been doing so
for the past five or fifteen years and she has about seven thousand rand with her through
saving those extra coins every day. Now some day she goes out and says «ay | want a
loan of ten thousand rand. The bank says no, no why because he has been with them for
so long but when she wants to borrow they say on ways, she has not been working. But
she has been saving with them for so long, It is those sam~ very old ladies who want to
expand by say buying five boxes of tomatoes per week an. say create a beautiful store.
You know make it iook more attractive. So she can buy more stock and increase her
revenue. Here in town we have the so called iniddle <lass customer. In the townships it
will be the lowest of the lowest. So we have our ries. . .ere which is different to the one
in the township. The middle class get transferred to the core branch,

23, To put it In perspective you have a Board of Trustees at the top of the Community
Bank, is it possible that members of the bank in their respective communities will one day
be able to vote in new members to the Board of Trustees?

Okay, that is a good queston. Now those Trustees are there to look after that two
hundred million rand, Once that two hundred million is paid for by the members of the
bank those trustees will relinquish their post. In fact - "2 people who held shares are
riembers of the Bank. Because they have that mone is entrusted to them. But as
soon as that money is in the hands of the people the., ...y have nothing to control, That
is how this thing would operate,

24, [s there a real vislon that once the community or communities are self sustaining then
they will stand on their own two feet?

That is right, because we know it now, the Board of Trustees thay are looking after that

" money in the interests of the people, who are members of the bank, who have a vote. So

wa will get new faces amongst those people.

25, In terms of the structures within the Community Bank, namely the Foundation, the
Bank itself and the Board of Trustees, what are role does the Board of Trusteas fulfilf s is
concerned about merging the two organisational cultures of the Foundation and the Banik
togetherl

As time goes on there will be a need to merge the two. Because once we are up 4nd
running, okay, it will take some time to achieve the commitments that we are struggling to
reach. Now what the Foundation does Is that they go down into rural Durban or Natal
and they tell people about the Community Bank, we will service those outlets there and
now once we branches th ‘oughout South Africa the Foundation will be engulfed by the
core bank,

26. Is it true to say that the management styles of the Bank and the Foundation are very
different? They do things differently. In tarmes m" this dynamic do yout see diversity as a
strength or as a weakness?

Well it should be commonality, I mean at this point in time the Bankers are saying that
they are higher than the Foundatior. because they are the ones realising the profits. But
without making people aware the Bank would b+ ‘ust like any other institution. So that is
our belief. Making people aware through the .undation and once they are aware then
they will be engulfed by the Bank,
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27. On the one side you have the traditional bankers who have 3 certain mind se¢ about
the way in which things should be done and then you have the Foundation which may be
described as being more open. Is that difference considered 4 strength or weakness?

Well | must be honest with you when 1 firsc joined the Community Bank | said they are
totally uselass. When | first joined and undergoing the induction course, rtin by the
Foundation, | came to realise - why because | came from the banking sector whereby

“things where done in 2 commercial way. NMow here i am and things are so diferent, With

all my years with a commercial culture . Now | am told that this guy 2 civic leader is going
to tall me how to run the bank. Now | mean | am a banker and not a politician. | know
something about banking and nothing about his politics. So it is difficult to reconcile the
two. But now after the induction course | would say ckay how good are they. That is
when | said that Is very true. You get it now. Town councils are merging but they know
very little about black cultura, Now they want to go out and it maybe too late. Because
why it is a diversified country, But now here we started out as friends. Okay politician
become banker, banker become politician, become one.

28, In terms of your target market and the environment in which you operating in how has
that influenced the way lu which you go about your business, the type of peaple you
employ and the range of products that you offer!

Okay, the type of people that we have here, while at first | was astounded because they
had why people straight from school and how can they sart 4 bank, a new bank with new
people, why did they not get ex-bankers and put them In here. But ! started to realise now
but | mean how do you start to transform form a society. You have to get someone or
somebody who s going to get the consequent credibility, who has not been involved in
other institutions like us then it is easy to transform him into this type of community
banking, But with us who is wanting to compare, Why are things done this way? Because it
will take time to change that particular attitude, But with these new people you will be
okay that is the way it is, now just do it, So | said okay they have a pcim: as far as that is
concerned.

29, We have spoken about the fact that when a customer or member comes in here you
talle the same langusge, in terms of your employees are tuned in, what types of qualities do
they have to have to service your members?

You see some of the branches are in town, like this Benoni one, so ! cannct speak like
Hindu, | can however speak Sotho, Zulu or eight black languages and here for instance if

‘you get a person who speaks Shongaan come In | will have some one who can speak

Shongaan, If we get a person coming in speaking Pedi ] have someone who can speak Pedi,
if the person speaks Afrikaans we too can speak Afrikaans. So now at the core branch it is
a multi linguistic branch, In the township the branch is based on the predominant language
of the area, If it is Zulu we will put Zulu's there. Other outlets may be Sotho.

30. Have any deep rooted African beliefs, customs or traditions been incorporated in the |

way in which you go about your business?
Not really, not really.

31. Do you see that ﬁappening in Hme as you become mare active in Jocal communities at
outlet level?

Yes.
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32 What types of things do you think that you will have to consider then?

Well, as a | said to you it depends where those outlets are going to be situated. Now if
you have been into the townships we have a lot of factions, Xhoza sections, Zulu and
Shongaan sections. So one thing is the predominant language spoken in all the like areas Is
Zulu, Every person, every black person can speak Zulu. So now if the outlet is going to
be in a Sotho area you would expect the Banks people to speak that language. Because,
why it is the language that they understand. But now if you had to go to places like in the
Free State or in Natal they speak Sotho and in Natal they spesk Zulu. In the PWV they
speak any language but the predominant language is Zulu and secondly Sotho then Pedi and

Tswana. '

23. What about the importance or symbolism attached to rituals and celebration?

No, a bank i5 a bank, a bank is a bank. | mean if you understand a culture we want to take
it in and bring it in. | mean now lets say we take in a culture it may be important to that
particular tribe. So if for instance somebody wants time off to go to initiation school and
it is part of their culture we would give it to them but there s a cut off point.

34, In terms of systems and procedures that you have In place over here with reference to
personnel, do they differ from those in operation at traditional financial institutions?

The peoplel

35. Yes such as recruitment and selection of staff, disciplinary procedures, reward ,
maternity benefits.

Well at this point in time they still have to be put In place. Because up to now they have
not been needed, So we do not have them yet. Fine this is the path for us to follow f this
and this happens. There is no such book yat.

36, Does the Bank promote the collective or individual needs of its employees?
The collective needs but based on individual needs.

37. Would you give me an example of this for instance how do you go about recruiting
new smployees or handle grievances! '

It depends on the posidon the person Is going to oeccupy. If it is management you have to
do so under what we call transparency. Where say you are dissatisfied with me and you
are my clerk you can go straight and talk with my MD. You do not have to go via the red
line. Okay so you understand. With interviewing first of all there is top management who
will interview that person then second it Is followed by the human resocurces, the
Foundation to ask that person how does he know that community that he is going to be
working in. We do not just to take anybody and to put him into Daveyton if he is living
in Alexander, if you say you are serving the community where you belong. So people
would not call you by hame but would say you know that guy from where you come from.
So you have to be from that particular area. The people would say he belongs to us.

38. To whar extent do the channels of communication in the Bank differ rom those in |
traditional financial institutions?

Well could you re-phrase that?
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39, For example the way in which you hold meetings do they differ at all?

Well, some of the things might not change. If you had to look at now what happens is that
we hold our meetings. Well being a town branch | mean all the things are in English so you
cannot expect them to be in Zulu or Setho. All our meetings are in English. What it is top
management coming into the branch and wanting to know the problems, the mishaps. You
know the difficulties we are encountering. The things like that so there is transparency. It
involves the whole Bank as such. But you say, if there is a problem, okay, | will take it up
with top management as such. Now if you look at it from the financial side of it. You will
say ah, ah, people wait a minute it will be costly. If we make profits then may be we will be
able to re-look at it again. '

40. That leads me onto the question how does the Community Bank measure its success?
In other words how do you know you are doing the right thing?

Through all the things 1 have told you. Though the involvement of all people, the Local
Board of Directors and zll suck things. Now we see ourselves through the involvement of
the Foundation, You kitow the people themselves, get them in. Our success will be based
mainly on those communities that we serve. If they let us down we will not be successful.
For them to stcceed they have to support this cause. They know that now my borrowing
Is based on their ability to repay. If you do not repay he will not be able to get what he
wants. So naw that is collective borrewing,

41. Are there any primary or secondary considerations in the way in which you conduct
your business. For instance values which you hold dear and will not compromise oné

Like here in the core branch we operate like any other financial institution. So there are
many things that we will not entertain. | will make an example. We get developers coming
to us wanting to say get. one large loan to pay the people, Now we are not sure that the
people will be getting what they wanted, the happy individual himself. We like spreading
our risk unlike giving one person ten million rand we will give ten thousand people ten
thousand rand each. Then we are spreading our risk by that.

42. You have been responsible for getting the Benoni branch up and running since which

time you have no doubt undergone a stegp learning curve, with respect to the experience
that you have picked up along the way what advice would you give other organisations
trying te Introduce community valuss or principles in the way in which they conduct their
business!

This is a new country what was done in the past was far too little in terms of what needs
to be done, They have to get themselves orgenised and get involved in the community,
We do not want to come to the stage whereby there will be a law that presses other
financial institutions which says there will be no red lining. There will come a time when
the government will say, "like it or not there will be law, and you will fand in serious
trouble, if paople do not lend everywhere.” So they must tnvolve themselves now. Because
why what is about to be done | tell you is quite different to what was done before. | mean
there are a number of people who are not housed properly in this country. If | succeed
and people are properly housed it is round seventy five percent of people being under
housed which mieans over the next twenty years we have to get people going,

43. Is there anything that you think that other companies should avoid In trying to
impleient community values and principles in thelr day to day business?

Chne is red lining.
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44. With reference to African management some writers warn us against the dengers of
ngpotism, RAvouritism and paternalism. Do you see any truth in these assertions! for
instance high unemploym-nc may aggravate hiring decision?

| mean we have to get South Africa going, get it working. We cannot cover the whole
aspect of employment. But once we get people employed, once we get people committed,

who will reduce 2" the bank robberies, all the car hi-jacking? Because people are thinking

about making fiv: bucks. But later if we let that stay as it is in the year 2000 we will have
one thousand car hi-jacking per day and two hundred bank robberies per day. Then the
country Is going to slide into what we call the banana republic. So we have ic get
everybody working. By that way we will be eliminating those people whe ara idling and
doing nothing. We Fave to get every body involved in community activities,

INTERVIEW ELEVEN

Respondents job Title | Managing Director - Community Bank
Executive Director

Biographical Data White , Male
Graduate " {Yes
Background Experienced banker, played a formative role in the

promulgation of the Mutual Banks Act of 1993 hereby
grining approval for the registration of the Community Bank. |

Personal Comments and Reflection :
It was with regret that /ny interview had to be cut short due to a time constraint posed
by the respondent. The primary interview questions were nonetheless asked and the

interview proved t be concise and to the point.

!, Could you tell me a lietle about yourself and how it was that you came to be invalved
with the Community Bank?

| joined the United Building Society i 1958 and after holding various position was
appointed a Group Executive of ABSA. My involvement with the Community Bank was
brought about by the need of COSAB to appoint a delegation to investigate the feasibility
of Bob Tucker and Cas Coovadia's idea to form a bank such as this. | managed that pilot
study and made representations to COSAB.

2. What does the name Cormaunity Bank mean to you?

The bank is primarily about the provision of a focused savings and loan facility to people |

who have not previously had access to capital, It is about the servicing the needs of
un~bank communities.
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3, In your opinion what gave iise to the Community Bank's formation and could you tell
me about the personalities who ploneered the formation of the Community Bank?

The formation of the Bank as | said was brought about by the nead to service a large
group of low income or un-banked people who for historic reasons where deprived of
banking facilities. Bob Tucker and Cas Coovadia where the visionaries behind the idea or
concept which was developed through consultation with various community leaders and
people like that. At that point the services of a technocrat were required to give substance
to those ideas through the development of acceptable banking systems and procedures.
This is where | became involved In the Community Bank. The Trustees of the Bank also
played an important role and they were drawn from cc ~ymunity structu, s, Their primary
responsibility is to ensure that the vision of the Bank remains true. Furthermore this group
of Trustees play an important role in providing legitimacy to the whole process. This
legitimacy is derived fortn the fact that no individual had to have cross representation in all
communities. As a result there is a good ba.u«ce of representation and the legitimacy of
the Trustees is widely accepted. :

4 To what extent was the formation of the C..nmunity Bank are product of South
Africals dval cultural heritage and socio-political stryggle?

It is really a product of the way in which traditional banking structures where set up.
While they were controlled by large financial institutions their focus was on growth and
the maximisation of shareholders Interest. As speculators sharcholders would not support
risky investments. Up until the late 1970's blacks could not own property. As the issue of
ownrship came more and more to the foreground so it became more politicised, Those
fingncial institutions who had become heavlly invelved in housing loans faced a serious
i ~ em of non-payment. As 2 result of the risk Invelved a cautious approach was
adepted. Banks and building societies called for guarantees from government and this gave
rise to the negotiation of the new indemnity insurance scheme. Looking at all this it is
clear that the market was influenced by political events, The affect has been profound and
has left communities without the provision of basic banking services. Hence the need to
work with communities to rebuild trust and new structures. This bank is based on trust
and the need to develop a sense of ownership. .

5. How does the community bank differ from traditional financial institutions

Firstly, the Community Bank is essential 2 mutual bank which was made possiole by our
representations to COSAB and the subsequent passing of the Mutual Banks Act. { think
when we first met | explained that we are not equity based. Instead we have managed to
secure two hundred million rand in loan capital which is held in trust by the Board of
“Trustees, The intention is that members of the Bank will purchase a twenty rand share in
the Bank from the Board of Trustees and iy so dving the source of credit available in
future will be from the members themselves, Secondly, and flowing from this the way in
which we are structured is more like the traditional Building Society serving a particular
need, We do not have a cheque book facility and in an operational sense we are
restricted, Thirdly, besides the way i, which we are structured with the Board of Trustees
and the issue of member ownership of the Bank we have a Foundation which promotes
education and trainir J in local commnities. This is what sets us apart and puts us at the

leading edge.

6, Could you tell me about the management style of the Bank, does it differ between
funcrions and across the Bank and Foundation?
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Management style is really depends on the person. Each individual is different. Generally {
think that we have 2 more participative style of management than that found in other
banks. The style is more supportive, Mentorship is encouraged and our focus is
development driven. Our approach is more humanistic and we are aware of the needs of
people. :

7. Does the community Bank encourage diversity of opinion or commonality!

| suppose diversity because of the division of the Bank. The bank itself is more traditional
in the serse that its focus is to be sustainable, It has to be profitable and business
rraditional measures znd financial ratios apply. The Foundation on the other hand is staffed
by people form an NGO backgro* d and other members of staff have a pelitical activist or
trade union background. They are accustomed to grant funding and previously were not
held accountable. As a result they do not look for a return on investment. They tend to
measure their performance by the number of people they draw to workshops and
meetings. Their approach is very humanistic as is that of the Board of Trustees. The
marriage of these two arms gives rise to relationship banking run on commercial lines.

8. Is this relationship between the two cujtures viewed as z strength or as a weakness?

At times there can be conflict at this interface but we need to interact in order for this

_initiative to be successful and sustainable, The dynamic is healthy although it is not an easy
issue to deal with. Relationships between the two developing and things are beginnmg to
settle down.

9. To what extent are your strictures - the Board of Trustees, the Bank, the Foundation
and the Local Boards of Directare ' branch or ouﬂet level - in line or congruent with the
core values of the Bank?

The vision of the Bank is to be community manages and community owned. The Bank has
to eventually belong and be managed by the community. To get to this sage Local Boards
of Directors at outlzt level have ro be elected in tha short term and in the medium to long
term these will feed into the election of a National Board of Directers. This represents
the fruition of our stated vision, At which point the management of the bank will come
from and will be directed by the communities which we serve. The vision is essentially
about. the mobilisation of savings and the education of people, Without savings there will
be no loans or hand outs, The accumulation of savings Is imporant to the basic philosophy
of the Bank and its success, Further to the accumulations of savings is the whole concept
of capacity building which is facilitated by the workshops carried out by the Foundation In
~ Incal communities. it is about the empowerment of local communities.

fa What impact has the Community Banks operating environn, .t within un-banked
communities had on the way in which you go about your business and the type of people

you employ?

in the appointment of management we look for proven banking experience and the
incumbents abilicy to identify with issues in local commtasdes. Preferably the person
should be from 2 local community, but possibly not from that particular area, so as to
avoid the danger of assimilation, The person recruited should also feel comfortable with
group dynamics and share the vision of the Bank. At junior levels we do appoint fresh
people without any banking experience and we try and keap a fifty / fifty balance between
experienced and non-experienced staff. The balance s.4is to be working well. Once again
the people employed at this level must identify with *5e communities which thair serve.
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/1. Have any deep rooted African beliefs, customs or traditions been incorporated into
the Community banks management style?

None that | am aware of,

12. Alternatively has the Community Bank developed any of its policies or pmcea’ums to
accommodate community management principles?

In terms of our Human Resources policy we have tried to address all important issues that
might be raised. As a result the process followed In its development has been
carticipative, At the end of rhe day however the policies and procedures that emerge have
to be sound so | would say that they do not really deviated much for those policies arnd
procedures found elsewhere.

13. To what extent does :he Community Bank promote the collective needs of employees

versus their individual needs?

The bank recopnises and ¢nccurages the contribution of ail its employees. As a collective
ernployees have complete freedoir: of association and may join a union of their choice. the
majority of out employeas have not joined and at the moment there is 2 move to establish
a staff association within the bank which will fuifil the role of an in-house union which will
get involved in the negotiation of staff policy issues,

14, How do communication channels becween the Banw, its employees and the cbmmum‘ty
differ from those found in traditional financial institutions?

Communication channels conform to traditional structures without being remote. A the
moment the bank is small and managerent it close to staff, Staff at all levels are free ¢
discuss issues openly, We also have various management committees which meet regularly
and there are regular briefing sessions. Communication in the bank at the moment is flat.
Management meetings between the Bank and the Foundation are run by Cas Coovadiz
who facilitates the exchange of views.

15, How does the Community Bank define and measurs its success?

The banks management team focuses on business measures such financial ratios, new
membership, breaking ground in new areas, how effective ownership is transferred from
the trust to members, how effectively are outlets being run. in a nutshell we are
concerned about the financial success of the Bank.

/6. How do you see the bank developing over the next five years?

We have a five year target with regard to community representation and the
establishment, of branches at which point the Foundation role will diminish and will sither
fait away or will incorporated as a marketing / training and development branch within the
structure of the core-bank. The Board of Trustees will continue to be representative of
local communities and will remain the vehicle for the transfer of shares to new members
and will be responsible for the repurchase of the twenty rand permanent interest bearing
shares, :

17, What advice would you give other organisations attempting to implement community
managernent principles into their day-to-day management! {5 there anything that they
should avoid?
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Firstly, business has to give increasing recognition to e rv.»d to engage consmunites as
:  that is where the bulk of the people are. Unfortunately, you cannot engage them without. a
' : genuine attempt at up-liftment. For this to happen a g zat Jea! of fozused development has
- _ to take place. Secondiy, instead of having a national focus business should concentrate
i their efforts in targeted regions and work intensively on development. The problem being
that you cannot be all things to all pecple. There is a real danger of over extending ones
human and financial resources. A change of emphasis is needed to cope with the demands
of targered areas. As tempting as it [s to heed to all calls and requests one needs to remain

focused, .
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