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The purpose o!fhis study was to identffy the factorS involved in the process of Human;
Resouree policy formulation and implementation as well as <to determine who the
~takeholders· are and to what extent they tue consulted in 'the process..A further objective
of this exploratory research. was to gather empirical data that wouldsetve as the basis for the
development of a generic human resource policy formUlation and zmplementation model.

This research, the first study of its kind, .was prirn,arlly undertaken/or the following reasons:
there is, paniculwly in, South Africa, a distir.tct paucity oJ'literiiture on the subject;no
empirical evidence of any significant prior reseatch. into ··the··area c()~ld befound; policy
formUlation and implementation is not only,·a highly complex function but also a. critical
success factor of most senior human resource management positions.

A questionnaire!SJ,li!'.ey was conducted into 93 .la.rge South African organisations, mostly
public. companies b,ksed in .the PWV region but with some national representation. The

. - . . .

questionnaire comprised open and closed ended tzuestions aimed at soiiciting information
on the ·de ·facto practices .with regwd .to human resource policy .formulation and
implementation.

Three human resourcepolicy issues were selected for the study; ..Industrial Relations policy,
as many lwge SouthAfrican companies are unionised and because there are weltestablished
legal prescriptions governing practices in this area. The other policies selected were Aids and
Affirmative Action; as they are both more recent developments requiring policy statements
and as there are CU:r1ently no legal prescriptions in these areas.

The major findings of this exploratory research are both interesting and significtmt. The
more srjUt!nt a/which include the/allowing: .the process, steps and factors involved in.policy
fOmlulai/orNmd implementtJi(on are the same across the three policies; and the« is at broad
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spectrum ojt stakeholders involved with varying degrees of in.J1,?Jfflce"cmd interest~.Although
l1.qt dealt with in the literature)'la major flndirgg was the ~jrl.ad 0/ complei compete~cies
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required bj' hummz resource. practitii:)#ers 'involve~~"in t~is process, including, policy
I), '"., i,., "

.conceiieuatisation" consenstts bl),ilding ajittimplement~ftion skills.. '
',' ''\ , """, " I:: ," ,\,.' ' " ,,'"

:;J:;;;::~17a~;:!;:;::t!;=m¢!~;d:;~
of an empi~fal!Y basedl.rmeric model aimed at assisting human lfsource piacf!tioners and

OrgrmisatiorJ\ in the n c~mplex process of human «resource j~f)l~o/ formulation and
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i
In Chapter t, som~/background to the research and t~1erationaieJor embarking

" ,./

on this. exploratoryreseareh IS discussed, Chapt~r 2 is,a detaiI~d, Iiterature review
'.1 .' "J"

into the area of policy formulation, implementatidn and stakeholder theory.
;' "', 'j.l .', ' ,'.,

SignifiQ~mtprior research into these areas is examir1fedwithin the context Mthe
formulation·· and fmplementatien of poHc.jI. This"iChapte; concludes wi:.th the
research questions. The research methodology used in this research as '~enas
limitations and key assumptions are de;:tailed in Ghapter Three. 'Ihe fin~li:ngsof
the research are presented in Chapter Four, followed with an analysis and

..

interpretation of the results in Chapter Five, Finally the research report is
concluded in Chapter Six with the conclusions and recommendations f~Jrpossible

future research.

There can be lit~(ledoubt that South Africa is moving towards a new, different and
in many ways a more challenging business environment. The stability and
predictability of the 1950's and 1960's has been replaced by ambiguity, pan.dox
and an increasing rate of change (Human and Berthan, 1990).

As stated by Post (1978)~organisations of all sizes and types face the challenge
of operating in a social setting that is increasingly complex and jnberently
political, He states that the manner in which organisations Nspoll-cl to this
commercial and social complexity is fundamental totheir instituti'OtlaIlegitimacy
and their business survival. He further states that the most challenging frontiers



of professional management tpday are probably those in which change is
occurring most rapidiy~where the least is known, where the most speculation.
occurs, arid wherrr· the QPponunities for imaginative .exe~iutive leadership are
greatest (Post, 1978).

Today, organisations are recognised to be "open", inextricably interwoven and thus
interdependent with the complex fabric of their environment (Emery., .1969).
Business in South AfrIca has increasingly been called upon to become involved
in. activities and issues .:that transcend the boundaries or the traditional
management ·of the firm and take .part ·in the) social restructuring of society
(Bernste~ 1988; Burgess, 1~89;Godsell, 1987). Tromp (1990) emphasises the

rate at which the environment is changing and points out that not only 'the rate
( , .... ;.. ': . . . " '. ' ..~
of change but also the complexity of change poses sp~clfic threats to erganisations
should they not be able to adapt and adjust.proactively.

Accordingto.Fr~~man (1984), the environmental shifts that ha:tlf!occurred place
a need for a radical re-thinking ofour model of the firm. (be it a production or

a managerial view point). He further states that we need a theory or set of
concepts which can tum external change iuto internal change, thereby reducing
uncertainty and discomfort. Such an "intellectu.al" or "coaceptual" move serves as
a legitimising force so that changes can be positively managed. Freeman (1984)
thus suggests that one possible approach to this conceptual problem of dealing
with the external environment of the firm is to redraw the picture of the firm.
This must take into account all of those groups and individurus that can affect, or
are affected by the accomplishment of the organisational purpose. Furthermore,
each of these groups playa vital role in the Success of the business organisation,
and each of these groups have a "stake" in the modem corporation,

Thus, a key problem facing South African organisations· today is hoWi'to best
respond to the fast cbanging socio..political environment. The fowl.llation and



implementation of policy is a critically important fianction of humbfi reSOU1"€:e
»,

management and is an eJq>ression of. the organisation's< interlace with its
environment. Beach {1980} states that policy is··~ statement of intention
committing management to a general C01.lISe of action .. He further points out that
certain personne] policy statements may contaip.elements of philosophy. 'Where

;!

these policy commitments or philosophies are. found to be in conffi~ with the
environment, difficulties are inevitable,

Famularo (197:2) thus points out that policy fortrll#ation .and implernen!ation is
a job that is never finished, as cenditions IDlevit.ably~lndcondnuously change. The

, .', ,,', 'I,:

H!.;¢stionis whether-the socia-political a,nd .other et!trironmental changes are being
taken into account ill the process 9f human re~ource policy fcntD.ulataon and

implem~ntation.

AI; research into human resource policy/omuIa,rica and. implernentati(>n.has not
beenwidelypuhlished, particularly ina'South ,Mlican (~ontext,theftollf>'wing aims
were decided on for this research:

t. To identify what are the factois involv€~liinthe process of~Ul1ian resource
policy formulation and implei,nentatio1l.

2. To determine who the stakeholders are in the 'iform.ulanon and
implementation of selected human resources policies • .!

3. To establish whether the; formulation and implementation process is
different for different types of policies.

The research approach .was designed to establish who ar~;"considered to be the
siekeholders in the formulation and Imnlementation of selected human resource. ..... . . . . ," .... .,

policies. Having. identified who these stakeholders are, the researen examines
whether these "perceived" stakeholders are actUally involve~ jn the palicy
formulation and .implementation process •

.----------_.---------



Thereafter theresearchairned to evaluate ilie.irnplemelltatiQKl approa.chused by
vm6us companies against FosterG (1989) pro-fcrma recommendation ~mhow an

-,_ .. - - - -;.'

employment or social policy may be formulated, adopted 'and implemented. The
research also examined the methi~dsusez-to ccmmunicate the selected kuman. - '.,. - jl - , , - - - ..

resource policies.

Finally., the research ahne~ to brlngall the factors and processes iden1ified as.
..... playing a role in policy. "formulation· and' implementation intO a' c6nUnon

framewcrk; An ·overall framework to human resource .policy formulation and
impletnentation is.offer~d.

That art espouse. meve ,towards developing a more participative \vurldng
environment is currently uppermost on many organisational and managerial plans
cannot be doubted. 'For example, Hofmeyr(l993) comments that a participative
approach to affirmative action would suggest-that all the individuals and groups
Who have a stake in the decisions taken and the programmes implemented, should

.:participate in the process.

In contrast to what)Hrofm~yr (1993) is suggesting; .human resource policies h~v~
tended to remain nJl¢hanged for fairly long periods of time and in certain cas(~s
appear to have evolved from a. strong "legal" base. In oth~r words, compar.acs
have tended to Only develop human resource and industrial relations policlesin
response ..to 1?l.legal or other prescriptive requirement. Douwes-Dekker (1990)

pomm out how one of South" Africa's corporate giants rely. he~Vily on the legal.
system inmanaging their industrial relations. "The emphasis. Is not on lndustrial
Relations, but on how to exercise legal control over anyunion's ~tt.ionswhlchate
seen to move towards centralised bargaining", Douwes ..Dekker (199(),.p232);

....lit view of the above contradictions and the fact that hmmm. resource policy, . _. - -; - ..

formulation and implementatlon has not enjoyed wide cover~~ge,a n~ed exists to



·.... know \v'hatthe current situation is on ~plllart resource policy in.Soutl; Africa.
There is a distinct: p~ucityiofliterature, both locally and inten1anon~lly~ on 1l1e
subject, The' ·la.?1tof. empirical data onthe .subjeet further emphasises the
importance offhe. research,
.:J(.' . \' '"

The •following limitations are detailed:

. :.ffii-: research sample has been broadly categorised into two groups. Group one
being the. companies where the 1993 Post' Graduate' Diploma' in Mapageme!lt
(PDM) students from the. Wits Business School carried out their two 'fuanth

practical internship.

The. second category of the sample was identified as those companies where the.
researcher 'lias able to gain reasonable access to data. An cottlpanie~ in this
sample employ in excess. of 250 peop,le. These' convenience and. judgemental
methods of sampling have mllitations with regard to the generallzability of the

,~" '. ' .

findings.

A number of .the respondents lin the second category of the. population are
generally known to the rese;~rch.e't. This could have influenced the responses of
these participantsin completing ~!1\equestionnaire in a manner thatwould .make
~heir companies appear more ·f~,vqurablethan they actually are.

The research is limited to identi(y~ng those factors that influence the formulation
and implementation of a selected number of human resource policles. The
factors covered cannot be considered exhaustive or all embracing.

Data was collected using a questionnaire. AlthQugh data collection via this
method is extensively used in social sciences research, itmay be argued tbat there
is a large elerrrentofbiasin the.useof tli1estioruiaires. The' researcher also brings

-5-



The research report is structured in. the f()llowing manner;

This Chapt~r deals with the. literature review.and commences with d'··~t~gthe
often misunderstood and misused notion of policy. The three hUinatl resources
policies that formed the basis of the research, namely Industrial Relations,. Aids
.and Affitmatlve Action are examined and contextualised,

An integral part of ensuring. the success of any .policy issues,.is the involvement
of the critical and often less obvious parties who have an.interest in the policies.
The notion of stakeholders is therefore analysed. Thisall provides. the rationale
and framework within which the factors influencing the formulation and
irnplementationef certain human resource policies are considered.

The research process is discussed in detail in this Chapter. Specifically the survey
population, sample structure and design of the questionnaire are expanded on.
The process of validating the questionnaire and method of collecting data, are
detailed, The survey method of data collection is also examined in .detail.

This research has essentially been e,..ploratory and descriptive in. nature. The
limited statistlcal analysis, sample demographics and sample composition are
described. The ·1'Ulalysis of the. findings is dealt .with in this chapter including a
discussion of the '~,na1yticaltechniques employed and the correspondlng findings.

·6-
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HUman Resourc~ poiicy formulation and implementation 11$ not enjoyed wide
coverage in academic literatUre. As a result there is a distinct dearth of literature

, ' ., '~

both .locally and internationally on the subject.

In this Qlapter the often misunderstood and misused notion of policy is explored

in detail. The relationship •between policy. and strategy is examined, Policy is
defined fot the purpose of this report after which the varlo~ forms that policy
takes is examined. This is followed by an overview of the three human resource
policy issues that have been selected for 'this sirudy,namely Industrial Relations,
Aids and Affirmative Action.

A detailed examination of the processes of policy formulation and implementation
follows, As policies are essentially designed to regulate and influence the
behaviours of the people and the organisations, an examination of the concept of
"stakeholders' follows. Finally, these concepts and principles are integrated and

the research questions. introduced.

The .terms Policy and Strategy are often used interchangeably. It is therefore
necessary t(}, for the purposes of this. research, dlistihguish between these terms
.after which policy can be defined. Torrington and Hall (1991) point out that the
word "Policy" causes more .confusion than clarity among managers, as it means so
many different things to different people. They emphasise that any discussion of



.,
,'d. ',.":d

th~!/issues lying.behind. policy requires careful definition of. terms.
:-,'.! :/~(~ , '. ".,' . . . . . '~,

Jlifllen .(19.83,plO-ll) defines pplicy as Ita standing decision that applies to
:\ ..... . .....\\ .(, ". . .' \! .. . .". '

r~!curring questions and problems of concern to the organisatiot('ag a:-i' whole.
, '.. j

Sttategy on the other hand, ..i'~·define4.~tbegeneral approach to be followed in'
1 .... " . " .;> ;.;' .,' ,

achievIng an object,ive".
li' '. "

Policy is defined by 'fottirtgtoll and Hall(1991) as a declared mode ofac1;ion for
)/

th~ future. They saythe objective, of policy is to set a fraxvework within which
a~t1on can be tal~en. it is not to analyse what has gone wrong in the' past 7 thoqgb
that may be a preliminary' step to the policy formulation stage.

The distinction, as previously mentioned, between strategy and policy IS seldom
clear. Strategy is usually relgted to planning what is to be ach~~ved~while policy
is the framework. within which the plans to implement the strategy will be put into

" .

"1\,\operation.

Stoner and W~nkel (1986)' proyide contrasted definitions:

':' ) 'I

"Strategy is the broad ptograrfune f9t defining and achieving an organisation's
objectives, the organisation's response to its environment over time" (Stoner
Wankel 1986.p69~~.

"A policy is a general guideline for decision-making. It sets up boundaries around
", -

decisions, including those that can be-snade and shutting out those that.,cannot.
In thls way it channels thinking of the organisation members so thatJt is
consistent.with org?lolsanoaal objectives" (Stoner and Wankel 1986~p91).

Fombrun, Tichy ana Devanna (1984) suggest that strategicmanagement involves
cOTIsidera4i()DJlfthe following:

-)} -



1.
2.
3

Missionp~?-d.Strategy
'\ .'

Formal Structure
Human Resource Systems

Fombrun, et al, (1984) state t}18.t the organisation needs a sense of being. This
.,

,tbey refer to as the mission, A sense of how to displa~ materials, informatfon,
"and' people to carry our the mission is referred to as the strategy. Figure 1
presents the basic elements of mission' and strategy~fonnal structure, and human

; ~,~, =r =i"e~ce=managerne!1t as il1!f!rrelated system th~t are embedded in a turbulent

environment.

'This .framework ei~borates the traditional view of how a firm should think about

strategic management by including human resource management as an integral

tool that managers can !-AseIn.the strat~~c arena of their organisaticns" (Fombrnn
et al, 1984, p35).

FIGURE S'IRi!\TEOle MANAGEMENT A:IID ENVlIRONMENTAL

PRESSURES (fombrun,Tichy, Devanna 1984, p35)

Political

Economic
Foll'ces

CuItutal
Forces

/
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For the purposes of this study, it is not deemed pertinent to elaborate further on

the concept of strategy. However, strategy muse..be defined in tIle context or this
research. Stoner and Wankel's (1986)· definition of strategy is considered TIlOS!

appropriate. Hence strategy is defined as lithe broad programme for defining and
achieving an organisation's ~bjectives, the organisation's response to-: its
environment over time",

Torrington and Hall (1991) state that when coming to consider personnel policy

as part of the total policy framework, there. is again a problem about. definition.
The foHowing phrases have been found and all seem to be used to mean the same

thing: Personnel policy, Manpower policy. Employment policy, Human Resource

policy, Employee Relations policy and Industrial Relations policy .
•

A number of definitions of policy are given in the literature:

"A policy is a plan of action. It is a statement of intention committing

management to a general course of action. When management drafts a policy

statement to cover some f~uure of its personnel programme', that statement may

often contain an expression of philosophy as wen" (Beach 1980, p35).

A policy has been defined as a statement of objectives and a strategy. fot their
achievement (Salamon, 1987). A policy is a set or system of principles by appeal

to which we can consider the question as to what should be done ina certain set

'Of circumstances (Horwitz, 1987). It reflects a system of principles which guides

managerial interaction with employees and which communicates the following to

~11-



employees ~tall' levels!

(a) The orgamsation's philosophy or core values about its employees;
(b) Acceptable and unaeceptable behavioural standards; .and

, ,(c) Referenc~ points for establishing the organisation's approach to employees,
for example,.tbe freedom of association,

", ',,- . .- -- ",_,":":1

:. ,i;
: " " '-"

.According to Brewster and Richbell (1982), the first issue that needed to be

determined was what constituted an oq~anisation's personnel .policy. 'their
research led to the definition of personnel policy as: ·'A set of proposals. and
actions that act •.?S. a reference point for managers in their' dea.lings with
employees" (Brew$t,~r etc at 1982, p3S). This;' definition of policy Is, for the

-, - - ,

,.
""

"'. purposes of thissmelYt considered most relevant and appropriate., Ii ...•.
" II .

\\
Ii

"

1\
I,.

Beach (1980) contends that policies should be in Writing. A1\thoughthis
I'

proposition may .seem self evidem, countless companies!,\~ave never
, .. - - - II

'bothered to 'reduce their practices, customs and traditions \~towriting.
Beach (1980)· states that many" executives' are actually oppose~1 t<fwriting
the personnel policies on paper and disseminating them to a111~mployees.
They' contend that such action would tie their hands and '··[limit their

"

freedom of action.

Policies, according to Beach (19fm are usually stated in broad terms.
Written policies should not tie the hand$ of management so th~:tit cannot
use some discretion and flexihility in handling particular cases. They are
designed to aid the operation of the business, not impede .it.

Beach (1980) is of the view that only when policies are reduced to writing
can they be ,communic*1~~dto employees, He believes th~t in large
organisations containing many dispersedplants, it is almost a necessity to
have written policies.



1Srewst.er and Richbell (1982) state that there appears to 00 two fo.rtns of
personnel policy within an organisation. The more obvious form they have
termed the ~'esPQused" policy. This refers to the :-.ollection ol proposals
obje"1ives and standards that top management hold M.dl or ~tate they hold
fOlf establishing the organisation's approach to. its employees. ·'n includes
the more formal written aspects .•of policy contained ..iJ+ various. documents?
statements and agreements and also verbal statements of intent made
top management.

The other form ~fpo1iCYis referred to as "operation31" policy. Thisrefets
to the action or behaviour of managers .and supefvlsors according to a set
of defined principles, Espoused and operational policies may confli(.1wiili!
each other, When.seen in the context .of mdustrial RelatiPtlS, l-)forwitz
(1987).. has added that the espoused policy reflects good int~nt, wbere~
the op(lrationai policy reflects a pre-occupation roth goal acmeven:u:;ut such
as optirnisation of production output. The operational policy may more
aCClJratl~lysignal the de facto ort~~tlisational climate and practices.

Finnemere and Van der Merwe (1989) have noted that industrial relations
policy statements may be bri~f and general or detailed and much longer
in the form of in-company manuals or booklets.. Cohen (1990) states that
booklets and longer policy documents are dir$cted.'Jprimarily within the
company whereas brief and general policy statements are rumed both
inside and. outside the organisation.

One of the principle aims or this research is to determine what forms the
human resource policies selected take in South Africa.

As it is not possible to research all orthe areas uf human resource policy,
it was necessary to identify a cross section of suitable poijcies for the



Jfudustrl81 Relations~'poliCY 'e$~($ntia.ny lrec~use most l~$e South
Afrlcan:org~satianS5hav~ S(J:ati¢ form ofuniQnisatjon aswellas the

.') ..» ," ~""""'<',':1 .., _., -, ,:~"'>"\:'", ,6','" , '

fact. that there is a fair amount of legislation preSCriX~irtg minlmum
practices in t~is. area•..o A" farther faotot being" that many

',> I)' I,

'i! o~ganisationS !lave hacLp.olicies. in this area for.a. number of y~ar$•....
. , ,0:.:.: .. " t,;-;'

:. " 'i'" ;:, " .,'

Ai9~,,~ridAffirmative; Actionwgr~ the qth~r policy issues identified
'_ ,(r'I,;. "", ,i.\, .. ' ", ','-',;'. ':', .,I_.

pritri~~~lybecausethey are more.l'eceX\t issues' to 'n(J).veel\}erged and
i _.:l/'"' , ",' ,,', , -: >, ,"' ..-. '. u .s,. <, ,"., ,',' .. '_ "

many organisations ate in.the .ptoce;;ss'o'f grappling 'With. how to
address them, They ..rus~ "have .a.....very. diff~rent emph~is to

,\ /'

Industrial' Relatiomh. as tb.e,re i~rio, Clltreht ·legi,slation'pr~~cribi!lg
: _- - -_- -__ - .:." "_. _ _-.- .' •• ~-_ 1, ,

mi~imumpractic~s.'These p,p1icle~,w~Uldseemto be inOl'e inclined' (i

to facilitate a particip'~tive':'p'tocess of f()~ulation aud
imple~entatiQlll.

~"..,
'\~I
(";"/

2.2.2.1

" concept 0,( an "End~strlal Rel,atlons roli~", when
discuss~d~is rar¢ly..~e(inea:; Their a:aalysiS. m&catea
tha~ an in&usvila1 relations policy is seen as a ,set IOf

,'. '. II
proposals and :'ad.i011S'. These establish\;,the

)1 _'.

orgruusation's \approach'tQ. its ernploye~sana;!act"as
,'_!. " .\ ,\ " ", <': c-..

"i;·, 'I}a 'reference point for managemen~.
. ',J -

_,)

_",

, r
;'

As referred to above, th~y" hav~. <~tinguiShfld
between what they have defined, ~ eSPI~us~~poUcy

-i .'

.and operadon~ poHey~When polimes ,~ fo~rui5ed
itjs the esp(()use~poUcywhlch ~g~m.~!J\ft \Gommtts
to, paper. The,opeiagonall,oijC'ljin oo!~ttast"is the =

way senior rQAA~g$m~'nfke.seen to Qrd~l'·industrial

1\
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relations prh>nties vis...a..vis those .of oilier policies.
\'>

'%!s is done through the mecbaJrJli$lt'!'l$o£J!'estrictions,
i'

control and direction that they impose on line
(/'

Salamon (1987) has noted that a clearly defined
industrial relations policy is fund~.nlenta1 to the

d~velo~rent .and maintenance of an orderly
industrial relations system wit.bin the orgamsarlon .
...He fut'~ietstates that a ~omt>anyslndllStriaJ relations
policy espresses the ol'gam~ation'spver~l?bilosophy
towards its employees and ifcs condurt '1.n~usttia1

,~.! ~i .
';:\reladOl1s· affairs.

In .determining the role of an industrial r~Jations
poUry .. PriijSloo (1990), has 1'I,ot~tj~ha'l' itsc'prlmary

. function is!to: remQve ullce>:1:ainty i:ox:uilie mirt6'S of
the managers; promote consistell~'Y in management
approaches and decisions while still aUoWir g'difff'rln~
approaches and decisions on W JllS sets of facts or
circumstances; promote the 4~ontin:w1Lyof :hM.iU5Uiai

relations prinmples; and to serve es a standard- of
performan~e in the monitoring ofindusmal relations,

Cohen (1990) beliel.~s that the indusmal relations
policy Should be communicated to ruJ! employees so
that tbey are aware of and able to assess
management's intet)ti<:)!l. ,He suggests that it is
therefore advantageous that it shomd be set out in a
"formal! vmtten doeument", Cohen (199m 'further
supports this view for. the follovJing te~ns:

-------------~,------.~---------~------~-----------------



producing such a document help$ management
to clarify its thoughts and intentionS.

(b) A 'Written doeument ensures that managers,
supervisors, . shop stewards and employees
receive the same information.

(0) A. written policy tflay be easier to change in
the light of 41pang~d.circumstances than one
based solely on custom and practice,

. Industrial relations and human resources. policies
constitute two" distinct categories. VVhile a
relationship exi~~$.(~etweentllem, the human resoUli'.ce
msnagement policies address the individu4d employee
within the company, The indpstrial relations policies,
on the other nan(t, are intended to' regulate the

iii relationship' between management- and employees,.
iI tnaufJ.gemene:and QrganIsed labour and management ~,
and external agencies that playa role. in industrial
relations. it is clear, however, tbafbQthcategorles of

'. . )\

pplicy influence the industrial rela~l~nsclim¥~ 'within
" 'I,

.the company and vice versa (lPrinsloo,1990).

Cuthbert (1973) suggests tHat underlying' the

expresston of a policy are certain. values and
constraints. He furtlier suggests that industrial

, ,

rel~I..()lru;policies should be designed in tenus of the
,':/ .

following varirbles; Objectives, FraAm~wol'~
Standards and Principles. Various guidelines for the

{, \~

presentation of ~ indm;trial rei:ations policy ar..\\.' : . H
suggested- Cohen (1990) emphasises the importance,"
in this regard, of drawing a distinction between =,~



\t
Ii
iiJ?lici$~1and procedures, MiJrlng them \Ip may easily

.~give a .ifalse impression o~ •.for eXlMnple, 'rigidity.
Salamon .(1987) has also drawn a distincnol1 between
polkies, procedures and practices, Policy ~~flect§cilie
organisation's overall philosophy while procedure is
the operational. mechanism whl,ch de'.ta& •and
regulates the manner in which a specified iilJsue i~to,.
be handled. 'Practice; on the oilier hand bas. been
defined as a set. ~~fdecisions. or actions Which are
".dade in response to a given problem or situlPl.Uon.

(J

The industrial relatiorrs policy should be futl~gra~ed
with and supportive of the' organisation's' COlrpora.te
business strategy, as well as reflect.the mtera(:tdon of
Industrial'relations witb policies in other areas such
as {~~~CtiO~ ntarketing or finance (B:rewst~r and
. Riehbell, 1982).

The wide meaning and int11V~etation of the. concept
L_···.'i "

of' industrial relations poliCY. is ira. itself confusing.
For the purpose of this researeti, it is not .possible to
distiqguish between the various forms of industri~
relations po1icy~ The focus is more on the espoused
policy and its' form as opposed to the operational
policy.

2.2.2.2

!(emgan (1991) points out tha,t whilst the. subject of
Acquired Immune Deficiency Syndrome (AIDS) has enjoyed
much publicity, very few of the authors agr~~eas to t~e
extent .of the future probl&m for South Afri~ employers.



,---_-,"'---

'This highlights what is curtently the main problem facing

employers and that is the uncertainty of the lV~rlyeffect: 9£
AiqS •in the workplace.

The intention is net to cov~r the bistory or baClcgtound ~o
Aids, but rather 'to. inttoduce sOlneof the policy ISSUes iliat

':1
arise out of this situation for employers.

'Whiteside (W92) po~ntsourthat employers face the problem
of Human Ynlmuno-Deffidency Virus (HW) infection among
workers as, a result of which they Will have to address the
following,issues:

'.f

pealing comp,?.ssibnately with the elmployee during
II -r ,

!the .period of asymptomatfc infe(.iioll and eventual
Ii- . _"_. ,- _":\

;)' illness.

Other workers may need education on Aids. before
" '

they are willing to work witf an infected colleague.
/.'
Ii'
I'f_ I'The effect on certain emplpyee benefits such .as

medical aid" pensions, death E1enefits andfnsurance,
i/

11

The potential for a" decline in production and

efficiency.

The Whole question of dismissing an employee 'with

HN; Aids is a highly controversial and emotionally explosive'
one, requiring very careful consider~tion for policy pUll)OSes.
Gon andt'~l1inat (1992) state that the employer only has an

obligation to inform other employees that someone.has Aids ..
when that employee presents a health risk, to fellow

employees. They contend that dismissal for HlIV; Aids may

-18 -



oilly be a consideration where the employee's· incapa.city is'
of a',permanent nature or.,for a prolonged period and where

the ((mployer. cannot fairly be expected' to continue the
employment' relationship.

The intention is not to go into a lengthy review ofBJrV /Aids
but rather to introduce some of th~ policy' implications as
relevant to this research. What is abundantly clear from the
.above is' that organisations will have to give very carefu!

consideration to the significant future impact ~ds could
have on the organisation. TIle formulation and
implementation of a policy on "such a sensitive and

emotional issue will not only requite very ..careful pl~nning
. \:i

but will of necessity have t() enjoy wide support fot effective
implementation. This will require e~ensive consultation and
education. '.r

2.2.2.3
I .-;

\

Nie1410ss (1993) believes that there-can be little doubt that
/"'(

affirmative action will soon become a puwerfW instrument
of policy. Properly applied as a mechanism for eradicating

racial prejudice and creating equality of opportunity, he

believes, it is unquestionably a force for good. Niel ..Boss
(1993) is. of the view that apartheiql was the first great
experiment in affirmative action; it f,ailed because it was
morally indefensible, politically untenable and economically
destructive.

The South African Chamber of Business (SACOB). suggests
that the basic policy principle 011whic~ affirmative action is
based is that the removal .of formal or obvious

- 19·



dis,crimination against members. of a target group is not
sufficient to eUminate the effects or past: discrimination nor
to erarucatle all the. inforInal''bamers to advancement which
may have taken root in a climate of dlscriminatiOll~
Affirmative action, therefore, implies comp!'ehensive
measures to nullify the complex legacy. of systems of
privileged 'access to occupation~. and business opportunity,
SACOB (199ZY).~ c»:~}"

r/

~nnati're Actio~\.poliCY, ac~ordingto Alpersoh (1992)t:
shoulclhavE),'lts emp}\asis,.on empowerment ana training.

Pinaar (1992) states that the basis of the affirmative action
c ~'

programme in Barlows Equipment Company Is that there
cannot be any discrimination based on. race, gender or
disability.

Eskom adopteEttits first affirmative action policy ip. .1986,but
according to. Dawn lV;lokoho,,. Senior Manager, Human
Resources, "I dOJl't think much ~appened then * the political
climate was not supportive", Alpersor; (1992, pS4). 'The
company badin 1991 formalised its commitment to adopt an
official equal opportunity policy, which Es1tom call
"harmonisation", Eskom has a two-pronged approach to
affirmative action. Its external focus examines how
"harmonisation" can lead to a more equalised soC,ietywhile
the internal focus is on changing the organisation from the
inside to adapt to current social needs.

Innes (1993) states .fh, t the aim of .the African Nadon31
Congress" affirmative action poncy is to ensure that people
who are dis.c.ri:minatedagainst in. the werk. situation, are
empowered to enable them to gain access to and compete

~20 ~



fo~ all. posts, includiBg. those at high level.

"

Innes (1993) sets out the African National Congress'
affirmative action strategy as .to: ilnpt(.we "Ute life
circumstances o~ the ,opp~~ssed; .develop children; flexible
access to tertiary eaUC&tion;,fiehlble entry x:equrremellts into
occupations; career development planning; and introduction
of a mentorship syste:tli. Innes (1993) further points out that
the International Labour .Organisatkm .(IDLO) are in .the
process ~finvestigatipg ~e legal possibilities fot affihnative
.aetion in. South Africa. It is anticipated that, together with
local laWyers, .the ILO is likely to propose an, affinnatiye
action legal ,.code for South Africa. !ri. this regard' it is
believedthat the code is likely to follow the Namibia model:
declaring designated groups; forcing,,=Ai~closure of
ipfo:nnation; and stipulating that companies should set
targets.

If the above serv~sas a reasonable base .on what is to be
e.1q)ected for' the future in the area of affirmative action,
then there can be' little doubt that organisations 'Win sooner
or •later. be. faced with having to formulate •.and implement
policies to address this issue.

2.2.2.4

The diversity of issues that arise out of the literature review
of the three policies selected, namely Industrial Relations,
Aids and Affirmative Action, confirms they are ideaUy sufted
as a bas15 ~gainst which to examine the process of policy
formulation and implementatinfL
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The process of policy formulation varies greatly depending on the nature of the
policy being formulated and the organisational climate and culture, (Cohen 1990).

According to Foster (\~989), germane to the formulation of any policy is the
employer/employee relationship. Pdlicy.forntulation, according to Cohen (199Q),

is the process of determining the boundaries of limits within which the company
win allow management to exercise power,

Accordin' .').Hofmeyr (i993),. the process of policy formulationin South Africa
is. based on a' "top - down" .philosophy, Hofmeyr (1993) further states that
management takes decisions, formulates and impl~ments policy in a somewhat
autocratic way. Management feels comfortable with this approach in that a top a

down approach generally fits the "culture" of many South African organisations.

In this section, the process of policy formulation is examined firstly by reviewing
the .objectives of policy formulation. A framework within. which policy
formulation takes place is examined as are the standards and principles that can

be applied in this process. The nature QfpoUcy formulation and-the difference
between the actual policy applied versus the stated policies are considered from
an industrial relations perspective,

In the formulation of any policy, the objective and purpose. of the pone"
is the most important starting point.

As Cuthbert (1973) points out there: are certain values and constraints
underlying the expression of a policy. When dealing with the design of an
industrial relations policy, he points out that these variables should be
taken into consideration. The cbjectivl~sthat any industrial relations policy
should cover, according to Cuthbert (1993" include: the development of
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mutual trust .and co-operaii-:\A;. prevention of problems',anQ disputes
through .agreed procedures; reduction of 'labour costs; strengthening of
managerial, control; •development of manpower skills and manageme]Jt of
productiVity~.

Where, policies are. formulated. without having given ..careful prior '.
consideration to the underlying objectives, th~ very essence hf the policy .

. . \:" - .. -

becomes. questionable.

.' -',

Policy formulation.Is influenced by a Wide variety offactors, McGregor
--. . . - - - - -. '<"

(1991)~has cl(l$sified policy formulation into two main areas. The first is
termed the "synoptic approach" in which managers are described as being
more a.rn,l;>itious and confident of their ability to treat problems

comprehensively. and analytically." 'there is essentially one decision maker
namelythe "autocratic manager", The second approach is termed the

"strategic planning', pproach". In, this approach, policy requirements are
determined from strategic, goals. This approach .attempts. to ]ink policy
statements to strategic goals and objectives' in a mote structured
'ramework,

Torrington and Hall (1991) have said that the-two most common methods
of devising personnel policies are both, inadequate.' One is to" use the,
policy of another organisation as a.model; the other is to start with a blank
piece of paper to produce something that sounds good. Copying from

elsewhere usually mean. that the poJi:cy will be at best very vague and at

worst Inappropriate through having first being devised for a different
situation" The inadequacy of starting-with a blank piece of paper is that
the writing is likely to reflect the values and prejudices of/the author

. r .: ~

rather than the. needs of the, organisation, and its employed.

- 23-
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J\~fording to. Cohen (l990) ..;.'llie framework Jor an industrial'relanoliS
pellcy has four features:

(i) Management Jiccountability
(ii) Management initiative
(iii) Acceptance of both the legitimate fuI,1.ctionsof management as well

as the trade union
(iv),, Distin~iQn between policy· and practice

i,

The literature outliries the various methods adopted inpolicy formulation
and errt~.hasisesthe necessity to develop policies th&t are appropriate to
the situation having followed a particular process.

'f09fington and Hall (1991) point, out that policy.is only as good as the,
practice it produces. They offer a three-part rule for policy formulation:

(i) Policy does not translate into effective practice \llfit)lout .a
commitment to b()~h the policy and the measures needed te make
it work.

(ii) Commitment is more l.ikely when the policy develops Ql1t of Isaues
in the organisation itself; and

(ill) Where the policy is devised and later sustained, by the ilivolvement
of all those affected by it.

In dealing with industrial relations policy formulation Cohen (1990) states.
that the initial formulation of tl}e policy lp_ay rest with the Human .:
Resources Department. The !ntegration of such a I)o1icy vvith other
functional areas may be achieved through senior management as a group



accepting responsibility for authorising the industrial relations poli-cy, as
well as ensuring its implementation by managers. Cohen (1990) continues
to say that the acceptance of such responsibilities is a demonstration to
both unions and employees of senior management's commitment to the
policy.

The formulation. of an acceptable joint indUstrial relations policy is a
lengthy process, requiring the recognition,. acceptance and reconciliation
of different attitudes, beliefs and philosophy. Ignoring such differences
would result in a policy statement which would. be. ambiguous and lead to
mutual recriminations and claims of breach of faith.,

Cohen (1990) emphasises that there are a number of principles that

industrial relations policy must conform. to. Some of the more important
include any legal requirements as well as issues such as the freedom of
association. Hofmeyr (1993) points out that South Mrica is moving away
from a society based on exclu~ion to on" based on inclusion. He further
states that for any important issues requiring policy decisions, "legitimacy"
of these decisions will only be possible 'Where there has been. nieeningful
participation.

Hofmeyr (1993) further states that studies of individual and organisational
behaviour asserts powerfully that there .are many advantages to
participation. These include: people understand more about something
they have contributed to; people are more committed to something they
have been involved. in formulating; if participation ~eads to the
empowerment of people, it releases the potential of individuals to perform
effectively; and the knowledge, experience arid insights of the people at
whom the process is directed can be tapped.



A fUndarneJltal principle for. successful policy formulation j.n the future
must therefore be' one of inclusion and participation.

When dealing with the nature of industrial· relations" policy, Salamon
(19879, proposes a grouping of 'the major issues for inclusion in the policy.
He suggests that these may be conveniently. grouped under the following
five headings: managerial principles, the. relationship between
management and employees, the determination of terms and conditions of
employment, the approach to employment and finally the role of
procedures in resolving problems,

J9rewster at al (1981), note that Personnel Managers are very aware that
espoused policies are not always carried out in practice. They suggest that
the reason for this is that because of the very nature of personnel polities,
their implementation does not lie 'With the personnel department but
rather with the general or line managers. intheir day-to..day relationsliip
vvith the workforce.

Horwits (1987) has noted that the main strategic objective reg2,r«iing
industrial relations policy is. for the espoused policies to become
operationally legitimate.

The realisation that personnel managers are often not dil'ecily iv.volvedlfn
the implementation of many personnel policies is a fundamental first step

,

to the understanding of why espoused policies are not always
operationalised (!Brewster et al, 1981).



In posing the question, why is there morl~need for participation, Bonneyr
(1993) states that the reason has to do pa~rtlywiththe changes taking place
in our society. However haltingly, we are moving away from a society
based on exclusion to one based on inclusion. There is a realisation that
negotiation, talking and listening ate vital (Hofmeyr1 1993). There is an
inGteasing importance being attached to the '1egitimacy" of decisions taken
and programmes unplemented, Put sm1ply, decisions taken without the
mear.ingful participation of those involved are not accepted.

It is Cohen's (1990) contention that policy should be rorwulated with the
involveme~t of 1in\~management and sU])ervision, who 'Willbe required to
interpret and vlpply the policy within their dayqto~day operational decisions.
He further statestllat line ""anagemertt should understand, implement and
communicate the policy once it has. been formulated by senior

management, They should therefore, be afforded the opportunity to
influence the policy.

Cohen (1990), in dealing with joiht determination in industrial relations
issues points out that grievance, discipline and retrenchment procedures
may be negotiated with a union, drafted by management in. consultation
with the union 01' other employee. representatives. or unilaterally instituted
by management. Bendix (1989), points out that the unilateral

implementation of such policies where there is .flctive employee
representation is not recommended .

..COllSu!t.ation anQ parti~1~l)ation.at the forftlulatlott stagcz may assist in
ensuring understanding between senior managemens and lower levels of
the management metarchy, between line .'.management and. industrial
relations specialists and also assist in. generating commitment to the final
policy amongst all levels of managemem (Salamon, 1987),

----,~.~.. ------~-, ---------------~
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Salamon (1987) has noted that the extent to wID.cn employee or UmOI!

representatives should be involved in detennining the industrial relatiorul
policy depends on whether management regard it solely as an expression
of management objectives for the guidance of :management.

2.3.~ CI[J>~'~JL1(JSION
!

il
;:;:,"--.1'- //

'fHe~jiteratute review emphasises the inadequacy of what is described ali

current practice in respect to polleY formulation whilst at~opuinting out
the many pitfalls to be. avoided, However, th~.re. is clearly tW empmcal
evidence on the question of human resource pnHcy formulation. The need
for further re-search in this area will unques.donab!y be of value to a future
body of knowledge on the subject.

The process of implementation of policy is a critical one which o~,(m does not
enjoy proper attention. Brewster and Richbell (1982) point' out that if other
functions are to be convinced of the vital role personnel .has to play, then
personnel specj);rti~tsmust devote more attention to strategies which will Secure
implementation. of.their policies.

in this section' the policy implementation process is examined firstly by
considering the pres'entati9tl imd foqnat of policy followed by a look a,tthe PQliey
implementation proces', Finally, a review of the resporwibility {o%)implement~tion
foll<rws.

Policies take on many forms with the presentation being viewed as an



important facf;or depending on the type of policy. In frbaling with
industrial relations policy, .Cohen (1990) offers a set "Gf",guidelines for
presentation. These include: type of language which shoul~' be cleat and

• II

sunple; policy statement Q:rustbeunambiguous; policy stateUle~t:1nUst not
, ;/

need interpretation and the' rationale qehindthe p.olicymust br.lexpl~ned.

'The format "ofpolicies may vary from an unwritten informal policy to one
that is foprtal,and publishedIn a company handbook.

Brewster and Richbell (1931) point out that many sound personnel
policies, although formally accepted by the, organisation,,', are never
implemented. Torrington and HalI(1991) emphasise the same pOinfand
suggest that there is a critical need for close attention' to the
implementation of policy asmany declarations of policy seldom get beyond ,
the stage of being agreed in principle.

Organisations must not only formulate "strategic policies" but will als9 have
to determine how these policies are to be implemented. It may thlC~\\;,fore
be necessary to formulate an jmplementation st.ra~ to m(i in
implementing policy. 'The nature of the implementation of policy \vill i\vary

with the }evel at which they are to be implemented. HigginS, anWViINcze
.'.. : .:.... _-: - - '-: -. .: - - - ._ .<.: ":-_

(1936) suggest that at the top managem,enHeve;l policies may deallargli}ly'
with management philosophies Qf staffing, leading and moti~~tingwhereas
by the; time these policies reach the operational level of the organisation,
they maybe quite d.etailed. This rletai1!may be in terms of how employees
will be developeCi, how managers will treat employees, what systeu13 will
be employed and so forth.

According t61~4ggins ~J Vincze (1986)~the implementation of the master
strategy is divided into four main areas namely organisauonaai structure,



implementatlon systems, management of human resources and
management of culture and shared values. The areas of communlcatlon,
motivation and leadership style are identified as critical factors in the

implementation IOf human resource strategy.

Torrington and Hall (1991)1 in dealing with policyimpleIhentation, suggest
that there are four steps in putting, the final policy into operation:
Publicity, Procedures, MOnitoring and lViodifying.

\'
'\\

Brewster et at (1981), believe that if other functions are to be convinced
of the vitaP rate personnel has to play, then. personnel specialists must
devote more attention to strategies which will secure the implementation
9f their policies.

Cohen (1990)".states that partial or nOrt"irl1plelllentation of policies occurs
in a number of South Affican organisations. This is.so as personnel policy

"statements are often not perceived as wholly sincere. fIe further states
" '

that the implementation of the ',Industrial relations policy and procedural
changes are, most likely to be $ubject to joint regulation With trade unions
through collective bargaining.

It is. cleat from tile above that where insufficient attention is given to the
policy·' Implementation process, many policies will not become
operationatised.

'\SoQ1etimes ilt seems- as though a great many >;~erytalented personp,el
specialists are wasting an awfirl lot of time ." they develop sensible, well
thought ..out pollcies ,that would make the,r company one of the, most
progressive and highly respected of emplojfers. And then they s~etheir
efforts continually frustrated and subverted by a management team that

--,----
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seems detertnin~d to ignore most of what the personnel department does",
(Brewster and Richbell 1982, p38).

They point ,out that this is so as the actual implementation does not always
rest with the personnel department .. Rather the responsibility lies with the
general or line managers L~ their day-,p~day relationships' with the
workforce.

Salamon (1987) has added that it is the very complexity and uniqueness of
each situation which. ensures that even when policies and. procedures are
well defined, there is still a need for individual management discretion in
the hnplement~tiori of the policy. ;fhe imple~ll"titation of a policy is n?t
carried out- by senior management, rather by. line management and
supervisors in the.~r daily interaction with employees. Top management
support and guidance to line management is, however, important.

Horwitz (1987) states that industrial relations and human resources
managers play the role of facilitator and advisor by giving advice and
assistance to those responsible for managing industrial relations at the
interlace.

In dealing with affirmative action policy implementation, Hofmeyr(1993,
p:J3) says that "the process needs to be made more participative so that the
stakeholders who are so vital to its acceptance and success can eontribute
to its design-and implementation",

Foster (1989) believes that for the effective implementation of policy, a
"cheek-list" should be ~evised,.reflecting practical actions which members
of the organisation can take to give effect to policy. Foster (1989) further
suggests that such a list can serve a&" a tool for self measurement rutd at
the same time serve as a practical basis for the evaluation of progress
against targets.
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I:
As Foster's (1989) model on the implementation of human resource policy

'i

has been used as a basis for evaluating the implementa:tion process, it is
!~

necessary to outline the steps he suggests;

The. formulation of the conte~tof the policy
The gaining of management commitment
The gaining of worker support
Refining. the document

Communicating the policy
Ensuring' implementation of the poliey

Ensuring effectiveness of implementation of the policy
Keeping the policy currertt

Hence'the.researeh aims at empirically testing and refining this model.

Policy implementation is clearly an essential and critical pJrt of the

process and the above wouldseem to suggest that where specific processes
or steps have either been overlooked or ignored there is a high probability

of the policy aot being successfully implemented. It is also clear that
specific implementation strategies have to be formulated to ensure policies
actually come to fruition.

'The literature covered ""nfil'nt'i an increasing need to have more participation for
policy issues to be legitimised. For meaningful 1nvolvement, it is necessary to, in
the first instance, identify who the stakeholders are in the various policy issues .

.In this section the concept of stakeholders is defined after which the expectations
of stakeholders are considered. The stakeholder concept is explored as is the



stakeholder framework and the management of the stakeholder relationship. This
section concludes with a look at the role of stakeholders in the process of pollcy
formulation. and implementation.

According to Freeman (1984). the word "stakeholderllfirst appeared in the
management literature in an internal memorandum at the Stanford
Research institute (SID) in ·1963. It was meant to generalise the notion
l)f stockholders as th; only group to Whom management need be
responsive. The term "stakeholders" was thus defined as those groups

without whose support the organisation would cease to exist

(F~eerftan, 1984). Stakeholders refers· to groups of constituents who have
a legipmate ~hrlm on the finn (Freeman, 1984; Pearce, 1982). This
legitimacy is,. established through an.e~cchange relationship, Hill and Jones
(199~) st;ite that each of these groups can be seen as supplying the firm
with critical resources (contributions) and. in exchange each expects its
interests to be satisfied by inducements.

According to Hofnieyr (1993), a participative approach to Affinnative
Action would suggest .that all the .individuals and groups who have a stake
in the decisions taken and the programmes implemented should parti(..ipate
in the process. .He suggests that the most obvious stakeholders in an
Affirmative Action approach are the following: Managers, Employees,
Trade Unions and Political Groups.

The stakeholder theory thus suggests that a ..finn bas obligations not only
to shareholders and euetomers, but to all individuals and organisations with
which it has transactions and relations (Sturdivant, 1979). According to
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HOileyborne (1987), management would n.pt ·be able to formulate
corporate strategy without first understaE!cliig the needs and concerns of
the stakeholder groups. .If corporate strategy failed. to take account pf
stakeholder groups, the support would nd~be forthcoming to en.are
continued survival of the firm.

According to Hill. and Jones (1992), the expectations are a..'" follows:
Stockholders provide the firm.with capital. In exchange they expect. the
firm to maximise the risk adjusted return on their. investment. Creditors
provide the firm with finance and in exchange they expect their loans to
be repaid orr schedule. Managers .and employees provide the firm. with
time, skills and human capital cO:o:unltm¥!lts and in exchange they expect
fair income and adequate working conditions. Customers supply.the finn
with revenues and inexchange expect value for money. Suppliers provide
the firrri with inputs and seek fair prices and dependable buyers. Local
.co:o:rmunities provide the firm with locations, a loeal infrastructure and
perhaps favourable tax treatment and in exchange, they expect corporate
citizens who enhance and do not damage the quality of life. The general
public, 'as 'tax payers, provide the 'firm with. a national infrastructure, in
exchange, they expect corporate citizens who enhance and do not damage
the. qu.ality of life and do not violate the rules of the: game established by
the public through their legislative agent I) (Hill and Jones, 1992).

Manning (1988) further argues that the demands of these various
stakeholders are usually in conflict and are seldom in alignment with

management goals. In effect, these individuals and groups 'vote" for or
against the success of the organisation and self interest always prevails.
He further states that once business had to deal with a few easy to identify
stakeholders and now every manager has multiple constituencies, including
insiders - employees - but also many outsiders, suppliers. customers,
competitors, govemmerrt, media, civic bodies and trade unions. iaach has
a different perception of reality, a different agenda, different ways of
making its presence felt and different power to play with.



Accordingto Hill and Jones (1992), stakeholders differ with respect to the
size of their stake: in the finn. Tfiey. say that •the magnitude. of an

;individual actors' stake is a function of the extent to which that actor's
exchange relationship with the finn is supported by investments in specific
assets •...By specific assets, we mean. assets th~t cannot be redeployed to
alternative use without a loss of value.

For example, employees with general j $pose skills and knowledge can
leave the firm and be replaced without productivity loss to eitlier''Worker
or the firm (assuming efficient labour marI®ts). In such cases,.ilieir "stake"
is low. Alternatively, employees with skirts that are uniquely tailored
(specialised) to the requirements of the firm, cannot leave without beating
substantial exit losses.

According to Hussey. and Langham (1979), stakeholders are influenced by
their perception' of the iiTtn, its markets and the envrronlnent. The ways
in Which employees pi rceive profit, for example, will affect their' view of
what the firm should achieve •.its strategy and its wages policy, and is a
potential recipe for conflict.

According to their perceptions of the firm and also their own requirements
as individuals, so the stakeholder groups will behave, Furthermore, it is
partly from the behaviour or the stakeholders that the .management of the
firm draws its own perception and in tum causes the organisation to
behave in a particular way, (Hussey and Langham, 1979).

Thus, it is the responsibility of management of the finn to not only
inteIJ:~et the requirements of its stakeholders, but to decide which,
objec1:i\resitwill meet and which it will not. It is therefore critic~ that for
organisatig!!S to survive, management have the necessary competencies in
order to interpret and manage stakeholder re!ationships)~ffe~vely~ (Bussin
1992).



Ac~:-,rding to Freeman (1984), th~ original work of the Standford~esearch
Institute (SRI) led to the stakeholder. theory' being used and applied in
co:rpor~te planning, systen1S theory, corporate social responsibility 'theory
aIJ...d organisation theory.

The systpms Iti,Qdel of stakeholders re..,ell1phasisesparticipation and is a far
te.achin$ view of the nature of organisations and society. FurthennOf(. ~t
bas been quit~ useful in problem formulation and represynts an ongoing

" ,
stream of research using the stakeholder concept.

"
The question of. corporate s~ciat.responsibility. of business organisations

was also re ..eval1.latedwith l'efer~nce to the stakeholder concept developed
at SRI (Freeman, ..1984). According to Freeman (1984)~ the distinguishing

fe,ature, vf the literature, on corporate social responsibility is that it~anbe
viewed as appiYing the stakeholder concept to non-traditional stakeholder
groups Who :ar~usually thought .of as baving adversarial relationships
within the, nrm.lr .As a ~esu1t,less emphasis is placed on satisfying owners
and comparatively more emphasis is put on the public or community of

employees.

Freeman (1984) states that the organisation theory literature stops short,

for the most part, of producing a framework for setting and implementing
direction. in orgal'rlsations. He' further .states that Thompson~,~ (1976)

I

classic study of organisations resurrected the notion. of clientele as a way
to designate outside groups, and put the notion quite, simply that we are
now working with those organisations i!J the environment which makes a
difference-to the organisation in question.

According to Freeman (1984), it is precisely this notion of "those groups
who make a differer, :,11which underlies the stakeholder relationships. His
approach is primarily concerned with the management of the relations~,ps



of those groups which matte a difference. Or '~tated differ~htly, how can
executhres incorporations begin to understand and n:j~l\age in the eJrtemal
envir?nm~nt w~c11 they currently f~re?

(f ',(I, it

Hence thl~research ail:!l1S to identify those stakeholders Who are coustdered
\\'~':,

imp0Itant\)~\;th~~proceBs of human resource POliCYlr~~imwation and '
imple!($'ht~~Uhnef.~ in turn to examine the gal' 'WithregiA'd to the actual
involvement Ot these stakeholder groups.

'\:\
"'J

Freeman (1984) states that froxri a rational !"f";/;' .. ,J

,) . ", I

und~rstand Who tIw stakeholders are in the (. '11,~,'l;.

~'""'ililessneeds to
"~-I

.:')uat JU'e the
\'.;'" ". I

nd the
~~ethe

"perceived stakes. Secondly, pllsin.ess
?'

organisational.processes used" to either implicitly ot,
organisatlon's- relationships 'With its stakeholders and Wh,,: ~'6these
processes tint" with the rational "stakeholder" map of the orgamsatio»,

FinaJ,ly,th~ businesses must understand, the. set of transaL1lomi\ or bargains
among the organisation and it~stakeholders anti decide wh~ther ,"these
negotiations "fit", with the stakeholdfx' map and 'the org:\lds~t~ona1
processes for stakeholders. Freeman' (1984) thus starts his rho~I on.
stakeholders by firstly e1.amiID..lgthe "enterprise strategy" and by answering
the question 'what do we stand for?",

The model in. Figure 2 discusses the following factors- stakeholder
analysis; values analysis and societw. issues •

----,----_ ......
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VVhateffects do 'lI

VIe have on each
m political,
economic and
social telt'ms? .

n..--- .....
.How do these
stakeholders
perceiw~these
effects'l

-)Y",;:_

SOCll1ll:1)hlr.._~~ __ ..~"AN~,_A_L_M_sm~.__ ~~!
ir~·"''''''''''''''''

What arl1 the 'Wlullt are the
dmumant major l.'lSUCS
organisaqonal facing our. society
values? . over the wemJ!!O

ye$ll's? /
(Economi,;;,
politicsl, .s~cl~
teclm°1ogical.)==- :;i:tJ ... p;;:;icii;Q

, 'VM~\t1JES
fr..NAlL.YSFS

What are the ::>

values of the key
executive and
Boar~ N,lembet.$?

How drlJhese
issues '\'l!ifect om
or~aQ()lm and
oUll'staI~eholders?

What ate the
~'aIuesof the key
stalceholders?

Freeman (i984) thus suggests that in fotmultlting enterprise strategy,
stakeholder analysis is used to help executives think through the effects
thattheir .actlons have on external groups at a macro level. Furthermore,
he suggests that without such an analysis, an5weallg 'what do we struid fort!
will be done in a vacuUm. and the result may well not be acceptable to
those groups wholn if,vill affect. .

mllce the underhanding of the needs, values and expecttitions or the
stakeholcl~ts is.critical to the successful formulation and. implementation
of policy.



the move. today. is from stakeholder influence. towards stakeholder
participation and co-operation (Dill, 1975: Van Den' Bergh, 1992).
Through a co-operative strategy, a firm puilds 30od~? credibility an,d
trust with its stakeholders (Tombar], 1984). Furthermore, Tombari (1984)

U < '.', , ,
states.that.the firm is thtis able to combine its own ~")ngrunobjectives with
those oFits constituency and enables the fum to, manage stakeholder

, . . .

expeetatio:ns. withou,>mampulating. tir: }c

.Binedell (19f}7) states that stakeholder managemt1nt is becoming
mcreasingly important in South Africa, as. multiple stakeho11ers make
demands on organisations. He further states <; that the traditional

\"
managerial model of the finn has as the stakeholders, the. customers,
suppliers and their employees. He argues that in t\t,tbttient times, thi.s is
too narrow a focus and that the model of stakeho1det analysis should be
broadened to include the forces and issues that ~vorkin the macro
environment.

According to Sturdivant. (J (79), the most efficient and effective stra.tegies
for managing stakeholder relations involves efforts which simultaneously
deal with issues affecting multiple stakeholders .. Furthermore, inorderfor
the stakeholder management process to occur, a company must. first be
aware nf its strategic options, and secondly have participative inp1.lttfrom
a number of people with diverse backgrounds and knowledge of differept
stakeholder groups (Sturdivant, 19"l9).

Binedell (1987) states that in order to understand the stakeholders,
organisations need to sys~ematically engage, understand? negotiate and
respond to various stakeholders' interests In order to playa more effective
role. Such analysis will furthermore give new insight to management and
broaden their understanding of the values and assumptions that are driving
behaviour in soci.Jty and more speclficallYt their marketplaces, Thus,



organisations .should try and fin~imethods of managing through a
fundamentally different paradigm of organisation management.

Finally, the notion of stakeholder management does not suggest that
managers must change their attitudes to conform with activists or vice
..versa, nor does itimply that managers should roll over and play dead in
the face of opposing vieWs (5turdiv:;mt, 1979). It does argue strongly f((.i1:

:recognising that significant attitudinaldlfferenees are likely.to .exist and
stlggestti·the impprtance df.understanding the attitudes and behaviour of
stakeholder grohps. It .further petmits stakeholder values to be,. .,"

incorporated with those of. management, resulting in a closer, more
positive relationship (Tombari 1984).

2.5.6 STAUlHIO]LBlERS IN FOLleY J1i'ORMlrJ'lLA'll'ltON·ANllJ)

~m*mAnON

Ulrich and Lake (1976) state that an organisation's niche comprises the
stakeholders who deal directly with the organisation and may include
suppliers, customers, governm~nt agencies, trade associations, competitors,
members of the Board of Directors, strategic alliance partners, .labour
unions, distributors and investors. They point out that these stakeholders
play an important role in determining how management allocates the
organisation's resources. Businesses succeed when they effectively and
efficien;Uydr.aw resources from input.stakeholders (for example investors,
unions, suppliers), transform. resources into goods or services and. return
resources to output stakeholders (for example, customers).

A concern with the stakeholders listed by Ulrich and Lake (1976) is they
appear not to have identified employees as a separate stakeholder group.
However, in the piloces:; of identifying forces fQr. c~ange, .they have
identified that. the most significant changes in the business milieu in the
next de(:ade, are likely to derive from five trends: globalisaticn, technology



change, growth of equ~ty tn~kets and corpc)rat~ restructutipg, changes in.
public policy and demographic transitions. 11ley continue to suggest that
these trends: will. force .managers to find new answers to traditional
questions? in particular: What are the expectations of our employees'''!
W'ho are out major eustomersj

Dunstan (1990) believes that the formulation of. a boustng policy is
essentially a process. For this process to be successfu1~commitment must
be secured from two key.stakeholder sources namely, shop-stewards on the
one hand and the chief executive and top management on the other.

Hoftneyr (1993) \\~ontends that processes need to be made more
participatiVe so that all stakeholders who are vital to the acceptance and
success of any p~licy can contribute to its design and implementation.

/, ..,

Hencewe see an increasing need to involve those critical stakeholders who
Ii ,

wit be both directly and. indirectly affected by tbe formulation and
implementation of any policy issue. The research aimed at identifying who
the stakeholders in the selected policy issues are in •order to establish the
current state of play in South Africa.

'The literature review has provided a broad basis of information on the pollcy
formulation and implementation process as. well as an in depth insight into the
notion of stakeholders. There are many pieces to the jig-saw puzzle but nothing
integrating the areas of practice and no empirical evidence appears to be
available on the involvement of stakeholders inthe area of human resource policy
formulation and implementation.

Hence, the literature review has provided the context and framework in which the
research questions are posed:
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Question lnZTo identify what are the factors involved in the process; <ofhuman
resource policy formulation and implementation.

Questlon 2; To determine who the stakeholders are in the formulation and
implementation of selected human resources policies.

Question .3: To determine whether the formulation and implementation process
r~i

is different far different types of human resources policies.

') D
Question 4: To,<e1{amin\ the applicability i of Foster's ,(1989) model for the

r6bnulation and implementation of policy whilst also elpanding on
this model and developing a.more bo~istic one.



The research methodology used to in,r€"stigatethe research questions identified
in Chapter One and Chapter Two is 'discussed in this Chaptel',;C~p~clfiCally it

'_ .. _" "_ ___. . _.- . - "_I'\

discusses the use of the survey approach, the design of theresearclrquestionnatres
used for data .colIc91on, the survey samples the structure of the 'research
questionnaire and the data collection process;

The survey is used when the researcher wishes to elicit opinions and not hard
facts as the primary objectives' (Pirow, 1990)., Furthermore, surveys tend, to be
more efficient and economical than or-',;ervation, in that it can expand (if a
questionnaireisused) tb;legeographic coverage at a fraction ef the cost and time.
required by observation. '.

Babble (1989) states that surveys may be used for de~'Criptiveexplanatory and
exploratol) purposes, Furthermore, the survey research is probably the best
method available to social scientists interested in collet-itrtg;original data for
describing a population that is too l~(rgeto be observed.

Gruenewald (1989, p55) describes the survey method of research as "the
collection of information about a selected number of characteristics of a great
humber of cases at a given time 'within circumscribed boundaries",

The survey method of research has, been used for this study for the following



reasons:

i'
The resea~ch is essentially descripti~e)ind exploratory in nature
The research sample is geographi.cally widespread .

. ~, t,

The surVey approaSUJ:; more economicaland efficient. .
D- (J

This study which is a new area of empiric~1 f''''c;e~ch, sets out to determine t~~

de.facto 'procedures and practi~eswith reg; '1 to human resource policy in a
broad cross s<¥r.tion ',of SouthAfrican Coll1panies.· .

tX "

k .. :: , '", ',.' :,'..-

The research conducted was aimed at determining which stakeholders are
involved in a select number of humarr resource policy issues whilst' also
establishing whether a. gap exists, between-the ,tified stakeholders and those
who were actua,Uy ,consulted in the policy iulation and implementation
process.

The s~Jrvey population wars therefore broadlyi identified as "South African
companies as a whole".

With the survey population being such a larg~ and open-ended grnup, a suitable
method of sampling had):o be determil1r>4. The purposive rnetl10d of .sampling
described by Groenewald (1989) is dli~.'result of a process of selection which is
intelJdonal or l1on-Tand,.m.



This sample was identified asthose companies where the researcher was able to
gain reasonable access to data, either directly through baving a contact person in
the company 01' indirectly through other contacts in the human resource
discipUne~j\The person targeted for th,e collection of data was the most senior
hlilman resources executive in. the organisation,

s :

The sample Was defined as those. organisations which were. perceived as being
p]."ogressive and therefore likely to have. developed policies in the areas to be'.. .. . .. -t __ _ - - _ "
researched. A total of 75 questi0ni~aires were sent put, of which 51 were-
collected. All 51 were f(Jund to have!:been completed comprehensively enough
to be of some practical value for this research, A detailed list of companies that
have provided data is include<:!as Appendix I.

The companies also. had to' substantially conform to the following criteria:

employing a.minimum of 250 people
with a human resource function of some description
were unionised: or had some d,egree of union membership

This sample VII, .; identified as those companies where the .1993 Post Graduate
Diploma in Management (PD\M) students at' the Witwatersrand School of
Business did their internship. There. were. 83 of these students. This sample
differs from Sample 1;' in that it covered a broader spectrum of companies and
included some smaller companies. the advantage of this being to examine the
state of playwith regard to humall resource policy in these small companies.

!twas recognised that not all of these students had access to professiopa} human
resource management within the companies where they were doing their
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internship. Furthermore some, of the students were insmaU organis?-tiollS which
could not be expected tohase ~dequate policies.en the topics being researched.
Nonetheless, a total of 44 sets 6f useable data were submitted and constitute
Sample D.

~ detailed list of all the companies covered in this sample are listed inAppendix
IlL

It should be pointed out that four of the companies in Sample B were also

covered in Saln{'le A Where there has been an overlap, the data has not been
discarded as, in some cases, it was sourced from a different persgRo8!lg provides
additional input. In seven of the companies, there was more than one intern.
However, in these comr mies only, the most comprebensively completed
questionnaire was inc1u~ed so as to ensure there was no double counting.

According to Pirow (1990) the most frequently used method ofcollecting
mensural and observational data for sUIV'eyresearch Is .that of the
questionnaire. As the research involved soliciting prercepti,oi,\Sand views
of the respondents, whilst also coveringa wide geographical spread of

companies, a questionnaire was used as the method of collecting survey
data.

Babbie (1989) states that the term "questionnaire" suggests a collection of
questions, but an examination of a typical questionnaire vJill probably
reveal an many statements as questions. Some of the pitfalls of
questionnaire design that Babble (1989) outlines ate particularly relevant
to this research and are as follows·:
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Q~estionnaire items should be clear and unambiguous. They
should also be precise so that the respondent ImOM exactly what
the researcher wants to do.

Double barrelled questions should be avoided. The researcher
needs to..ensure that he is not asking, fI.)r a single answer to .a
combination of qiiestions.

Respondents must be' competent to answer the question and the
researcher should continually ask himself whetherrespondent$ are
able to do so reliably.

Ouestions that are asked of respondents should be relevant. Wben
an issue is real, there may be no way of telling which responses
genuinely reflect: attitudes andwhich reflect meaningless answers to
an irrelevant question.

The respondent should be able to read an item, quicldy, understand
its intent and select or provide an answer without diffi¢u]ty,
therefore) the researcher should ,w)rovideclear, short items that V\~.

not be misinterpreted.

Negative items should be avoided, as well as biased items and
terms.

In asking questions, researchers have two options. They may either ask
open or closed ended questions (Bahbie, 1989). Closed ended questions
ate very popular, as. they provide greater uniformity of response. and are
more easily processed. .•The chief shortcoming. of closed ended questions
lies in the researchers structuring of responses whereas, open ended
questions must be coded before they can be processed for analysis
(Babble, 1989). Furthermore, the coding process of open ended questions
often requires that the researcher interpret the meaning of responses,
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opening the possibility of misundetstanding and researcher. bias (Jaabbie
1989).. There is also a danger that some' respondents will give answers that
are essent~aUy irreleeant to the r~Seatchel"s iut€'ltlt.

Emory ahd ,Cooper (:1991) state that the questioning techmq~e has its
-<~ ... : l' . - - - • - -. .

shortcqm4'tgs, 'howev.~r~ the m~uor .weakness .is that .the q~a1ity of
information secured d~pends he~i1y onthe abi1ityand Willingness oftbe
respondents .to co-operate,

However, open ended ,questions are usuallY used for compIe%:qu.estions
that cannot be answered in' a few simpJe categories .(Pitcw, 1990)."
Furthermore, they are ..desirable when, ,the research requires detail and
discussion froIil the respondents and when rus unique views, philosophy or
goals are being probed. Questionnaire .desfgn is ither~(otea complex
process,

', ',.,'"

The prOCeSS followed in Jl;a:edesign oftbe questionnaires used.In this

research, attached as Appel'ldbc' tV and V, follor I,

3.4.2.1
. . .. ."

The first. questionnai~e deslgned was the one used' by the
PDM students. 'this was designed. after having conducted
the initial literature re~ew and h~ving considered the
research' objectives,

The draft questionnaire was validated .by using the

researcher's own: company i!ata as a moijel ~.;weD[!~input
. - - Y.: ,;,';".,. I

from the research supervisor.



3.4.2.2 '.

In. the. first instance, the questi()nnaire''''~:-designed h~ving
t,akel!.due consideration of.the literature. review diseusst\\',Hu
Chapter Two and the research objecl'ives. The J?l)M
questionnaire served as the ~itial base. n~was expanded,

refined and. then validated through conducting. in depth
personal intervic;iws·withfour senior and highly eiij)erienced:
human resources executives, ;lfllese were:

PTownseI1d
P Strydom

B Dakers
B Burget

AnglovaaI Limited
Boumat Limited
Fede.ated Timbers
South African Druggists
Limited

These interviews covered both the content.wording, .layout
and structure ofthe questionnaire, The above organisation's
data was used to test the applicability of the questionnaire
as well as to establish the amount of time required to

complete the questionnaire. According to lP1tow(1990), one
important thing to get out of the pilot questionnaire is the
estimated ·time of completion, the non-response questions
and questions to which the answers show little deviation.

The questionnaire used in this research was seven pages long, comprising .open
and closed ended questions (See Appendix IV and V). The questionnaire in
Appendi1t V inclrded six sections tbat the respondents had to answer. The
questionnaire was accompanied by a covering note from. the researcher and the
Research Co-ordinator from' the Wits Business School (See Appelumt ID). A



personal letter from the researcher was also included.

Section A of tne questionnaire dealt with the essential biographical fufotnlation
needed to classify the research data. JIn Section :a tespond'I.:-nts were asked to
provide Information on human resource policy manuals" how these are <.Hstributed,
the confidentiality or. restriction, of access to these manuals as well as hQW staff
are~ept informed of poliO; changes and developments.

Se~dons C, D~and E dealtwith Aids. Af6rIllative Action andJndusttlal Relations
iF .. , '" "

policy issues resp~6ti~e~ Here the respond~J1ts were asked whether the CoU1P~Y
had poUcles on these issues an<iwhaifutnl tbes~policies took. ,This, Vias followed
by an identification of who ; espondents consideredto be stakeholders in the
pOlicies in question and which of the stakeholders had ,<l.ct'uf'J1y been consUlted:in
the process of formulating and implementing these policies, 'A ·.question to
identify what triggeredthe need for the policyfoUows.

The ne}a part of eacl1 of these sections deals wIth the question of pohc
,. .'

imp1ellleniatioD,; ,'this question has been developed from the modelproposed-Sy
Foster (1989) on bow an employment or sficial-policy -vaybe fotmulatedt- adopted
and implemented. The method ('1£ determining how the impleme:nt~tion of the

, r

policy was completed, whether it\,ls Qriginal. to the company or a Ithybrldl' from
another ,company's policy, whetl~er or' ]1~t the .policy,. has i)e~n ~ff~ct~\Vely
implemented andfinally these secdons conclude with a question on whether the'
policies are regarded as having been succe~sful by meeting their objectjves.

In Semon.F, the final section, in the questionnaire, respondents were asked to
complete open ended questions aimed at, eliciting. ,their personal opinions and
perceptions regarding:

The rewflXas and recognition for, effectiye 'policy, impl@ml$nta~on 'as,wen
... _ .'.~ - - ."_ ... , - - . _"

as what p:urtiti1)~,action-is J.aken where policy is'h\nof,impletne~ted.
'" /' "

* Those' fact;Qts the respondentr found to be"most difficult in uealing w!~th
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both aspects of policy. formmatiQu and ,.p..olicy imp.lem.entation.
... .. . '" ~.. . ., _. .

]ph1ally respondents were reque~ted to broadly classifYtheir organisation's
culture.

The method of data collection vaned Il1arginally between the two samples:
·0-

HavingIdentifled the most appropriate Human Resource Executive
it:: the vaz:ious companies, the researcher personally phoned them
and enqufired as to whether they would be prepared to participate
in the s1.11"Vey.Having secured their initial consent; th~researcher
eit~ef'faJ(ed'or hand delivered a copy ofthe research questionnaire
to each ~9tential respondent, after which the respondents were
~gain corl~acted, either in person or telephc>llically by the
researcher,)to take .them through the detail and structure of the

questi()nnalt\y. This was done to ensure as much cOl'l\Sistencyto the
completion o\v the questionnaire as possible.

'Ihecompleted questionnaires were th,en either f1ost(';;Q or faxed
back to the researcher.

The 1993 PDM students were given a detailed brief by the research
Supervisor, M Sutherland, on the rationale ..and objectives of this
research. The research questionnaire was fucludlred in their
internship packs and they 'were requested to interview the most



appropri~te executive responsible for hwn~ resource matters. at
the company where they were doing their practical internship.

This approach served the purpose of. being. both. a development

opportunity for the PDM students whilst simultaneously providing
some 9£ the necessary Q,ata lor this research, Tb~ completed

"__ " - -_

questiounaires were returned. to ~e. University when .the .students
returned from .their practical internship,

The follOwing limitations and key assumptions should be 'considered 'before
examining and interpreting the. results.

The researcher assumed that all respondents were competent at interpreting the

research questionnaire. Emory and Cooper (1991).)tate tha:t respondents may
interpret a question or a concept differently from what was intended.
furthermore, a respondent may intentionally mislead the researcher 'by giving
false information;

Thus, it becomes. quite important to keep inmind that survey responses must be
accepted for what they.are ~ statements by others which reflect varying degrees

of truth (Bmory and Cooper, 1991). As many of the respondents inSample A are

known to the researcher, the temptation to answer questions in such a manner as

to make their organisation appear more. favourable .thanthey actually are cannot

be ignored.

This research is limited by the nature and size of the samples in that the

convenience and purposive methods of sampling were used as the researcher had
limited access to financial resources and considerable time constraints. These

methods of sampling were selected as the most suitable available given the

circumstance,

,,_ .........-.._,.------.--....._-----------------------......__



;;
!

.According to Pitow (1~90), whenever a questionnaire is applied to ;a.non"1}niiorm
group, there is a danger1hat,.·some membersdi'the group will nJ.isln,terpret Q~¢
Of more of the questions. Whether the danger of this arising has been sufficiently-
addressed ]'y the choice of wording in the research questionnaires isdiffirolt to
assess.

The three hUl1latl resource policy issues selected for the.purposes of.this research
cannot be seen as' ali embracing of the vast .number of hwhan esource. policy
issues.

The policies that nave been identified for this -researeh are toa large. extent'\ ;... .

mfluencep by the current socia-political environment. This research has been
conducted in. a society t!P~~rgoing rapid and far reaching transforn{tition which

\\. . . :<"
,could result' in this research qlj.i(!~Ybecoming outdated.

\'
A discussion of *e SU1"'7ey results/is contained in the following Chapter.

Ii
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This Chapter presents a. summary of the research restslts and statistical analysis

employed in. the research design. The sample demo8,T~pbics are detailed,

describing the sample composition. Thiis is followed by a discussion of the
statistical techniqlle~remployed and the ~IQl~esponding results. The results are

discussed and interpreted in Chapter S.

The following tables. set out some ofthe basic biographical dataof the companies
researched. Sample A which comprises 54 companiesis considered to he the
more. reliable ~d comprehensive of the data basis .of the two samples. 1t'he
companies rese;ched· in this sample were identified by u;)lng the purposive

sampling technique.

A comprehensive Iist of the companies in Sample A. is attached ~. Appendb.t 1.
A review of this list confirms the vast spread of large and progressive camp/ames

that were researched.

The Sample B data was collected via the lPDM students and the listofcompanies
in this sample is attached as Appendix Il. Again, a very representative sj.)read of

'companies was covered in this sample. the data in Sample Bis however J10t

considered to be as valid or comprehensive as.the data in Sample A as ,there was
less control over the data collection: Of the total of 73 questionnaires returned

---------------~----.....------------~.,;-'--~-



'l
'in Sample B~1~,w~fe'discardedas.,theYhadl1ot been,adequatelycoInpleted. A

further l:3'were ~~c:l~ded,"as t:qese were front companies, where ther~ was mqr~
, "Q" ,than 'One PD~rstudent. It is worthy to; note thatof the 18 .questionnalres
dis~rded".,aU of-the.compenies employed,les$'than 250 staff.. This'seems'to he
a. common denominator of.the companies exc1~lded,as they all appear not to hfJ.ve

,;::-;;

sufficient data on human tesource policies. '~ -' , - .

.')
"'I :. ':'.; .

An··exarturiation of:tbe results indicates a high degree of:~Jti'$i~J~'1;lCYhetVv.eenthe
o. . .," '"", "

ffndings for Samples A and B. TJjis indicates the value of U&irlg ttle data from
both Samples.' ;

The sizepf the companies researched, as.measured by. th~,pumberof' employees
was as follows: ,', .. ,

~~~_OOlJElli:lI ~JLlE 'A< ".!l~'1$ ','I.i&irAt
0 ..250 4 5 ~,

The spread of companies employing less than 250 people' through to those with
,", \;

more than 2 000 employees is reyitesentative, of a wide range of ¢oilipames.

Out oftbe_total of 98 companies in the survey, 54,1% bad' mf)re .tljan 2 /JOU

employees, This further emphasises that the Sample Is adeqiul.telxt.~pr~sentrti:ve
of some of the larger employers in South Africa.
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A classification of those companies surveyed, by industry type, follows:

Jf'Nlf)t!smv fJr"'ID?1E. SAMlFtE Jp.. •... SAW.lO?lL1E 1BS.. TOTAJL
II---------- .........---..........,I--- ..........-·~,_+_-----..........__l_----___II

Manufacturing 27 16 43

Retlilil/\Wolesale ·3 4 7

Auto 6 2 8 -.

.
2 5

6 10

7 10 .;-.......... ,..._.,_
7 15
44 9~

Mining 3

Financial Services 4·--------4-~~---~4-------..........4_----~1
Hotel/Leisure/Services . :3

Other 8

This broad cross section of industry type, whilst heavily weighted in the

manufacturing sector, is well representative of all of the other major industry

groupings.

A classifleation of the companies surveyed by type of registration follows;

24 19 43Public Quoted Company

Public Non-Quoted Company 13 8 21,~~-+----------+---------+,----~J
Private Company 9 15 24

Other _] 8 .t 2
t tOTAL =. 54 =_ 4l!J



. "

....••Out of the total' sample of Q~ (~ompa,nies,6~~ is made up ofpubllc companies.
" This;representanve smr~pi~~Jfcomp~Iues\~tb:various.:typesof registration further

'. ". ,...... ",

,; validates the smtabiliw of the .s~m.ple~for;the purposes of this research .
. ' , ., .. ; ," '" ::;

(!

,'The follQ\;~ng,.fivecQmp~niesh2i.1edata in bot~Sall1ples A 'and :8:

..A.dCdcl~7Xngtam?harmace:uncaIs'
','A11gIo~Alpllan:niied '

.. Samcor

-.As this data has, it\eact instance" i)~e~gathe~"ed'from a mff~t~nt source, khas
\\ '. ' . '. ., '.' ,'.

-. "been included inbo& samples. " . . '\; . .,

"

Th~",compames included inthe research pr~vige an adbquate representation of
.,·comI;anies.inSouiliAfri?a in order to asse~'the Cttrr~ntstat,eof'Pbty'r~garding
human resource policy i~imulation'amfilli.piehJ?oJation. l' "

: ," r,'.... " .." ',; J,->::':';.' 'J.I;:~~:
-;:.-\;',(

.'.:i,Some background information on the current state of-affairs regarding hUDl~
. resource policy n1anua~sand their distribution/access ·a&,··dQterminedbythis'study
.follows:



II

<

No Policy.Manuals ..· 8 , .,"I 4 12
Have .PollCY Manuals 46 40 86

,/It:,
can be seen from the above, by far., the majority (88,5%)",0£the comp'~es

Su!t~t}yedlt~ve Mumatt JesoiIrce policy manuals,~ . -.

The twelve. companies without policy manuals warrant some comment: fuSample
.A, eight companies have .Indicated they do not have policy manuals. Oflnt~re$t
~_ - - - - - , - - ',_ -- -,' " ,1..-

is that five of these companies are large f.:orporatiol1S employing''in excess of~'Vo
thousand people. Policy issues appear to be handled primarily. through

"

memoranda from Head Office, discussions and minutes offormal meetings.

The four companies wiili<lut policy manuals in .Sample B do not fon~w any
,.

particular pattern, two of them employ -less than 250 people. One is a
r,

partnership in the financial services indu~tIy and employs between 501 -1.000
people. The other company relies entirely on their Head Office for any poliqr

Jl

~~L . ~
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· .: .:

f:·······='.-.: ············FREQuENdt···HJ02":~
lfwWifloWllDWRlmlW\iID /~~~ ·SMfi'n;:~ ..~
Directors/ManageJIlent !45 ...... 15 60

.....

Supervisors
. ...

Zl I 38 IGeneral Staff .' ~l ,..

In three companies the policy manuals were also distributed to staff. association
, ~presentatives and in nine companiestheywere given to recognised unions/shop

stewards.

The difference in the responses between the samples regarding general staff is

explained by the fact that the Sample A question referred to policy manual

"distribution", whereas the Sample 18 question referred to "access". The term

"access" means there is no restriction in terms. of the content and staff may see the

policy if they so requested. Distribution on the other hand dealt more specifically

with how the policymanuals were "issued';'

59
r·· 30

No restrictions ... : 31 ... 28
n-R-e-s.....tn-·ct-·e.....d-A-...j..tc-e.....ss--_...;..---t---16....,·· ---~, .1--.- ~: 1~



Wherether~ jsn~~trlctedacces~J~,human res~urce pollcy manya1s~'the)~ohowing )
types of restrictions were .listed!' .....

Only given to"
Management/DireCtors

No specific pattern Seems to emerge from t'le restriction-of access, however, the
distribution to so catled "users': and se'i1.i.or management seems to indicate that
confidentiality is the .primary reason' for restricted access.

its the communica~ionof policy issues is a. critical factor in th,e success of any
policy implementation strategy and giventne wide' cross section of languages and
cultures in South Af'ri\~ansociety, the current approach to human resource policy

, .. I',

communication was ell;amined.
i:
}l

Respondents Were asked, in an open ended question (Section b~ qilestion}) -

Sample A), hewstaffare kept up-to-date on policy and procedure changes andio!
developments,

The table thatfollows presents the research findings.



/;//7 O:ner~ Meetings ',.\ 15

Manual Updates n 10
i'

In-house Mllgazines.. , ', '7

.'

InductionTr~ning

" Payslips . .ffi Annual ColIJ{)atty ~ 11i

3

3.

1

1
?##,

". Ii
,.:As cat;J.be seen f'row"t~tr above; a wide variety of 11J~ethqdologyand meal~<are

..'. ~"_,l' . ..

employed in communieatfng human resdutce POliCY:Fhangesand/of:~Pdate5 .•·th~
use, of Briefing Groups as the .mcst ,frequently: adopted method of. policy
communication is an, Interesting, dev~lopD},ent which warrants further research.

# '
'1

It,may be that th(~very heterogeneqp% ..nature of ltbe South Afiic4lJ? ~mployee
profile is such th?d a ,,'litten COtnmllxllcation on' a policy, in say EIlJ} , h, would
sUnply not be' ful}Y understo~d and is, as. a resait, more ,likely t,() .be ,·ineffective·,

,. .' ,'I
II
II

,~-
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;l'_: Ii ,> _ '[)

.AlrD~·lPDtifc'k" c ,

C c '~"~ ," c C ccc ccc' ,', ~, , ," ,," • i ~{:;; ,"l ".!

41.S~&iotts C of ,both Samples"A and 131 respondents were(~k:ed ,Ito provide
. -, '. -- - _ '\

information on their companies' poIl~ regarding Aids. 'the tables and narrative
thatfollow present the, research findings.

l\·.

5.:(1
hp=o'

" Out of the 54,companies in Sample fr:';72,3% have an Aids policy wij~rea&81,~% ,','.
'" ",of the co~panies in'Sample B.h~ve a policy on A1d~. As 76,6% nfc~mpani;s~;:,~L

:. . '. '.',

the total sample have a polley ori Aids, this represeil~ a meaningful and sizeable
data base. The very high. formal response. Of baving positioned th~ company

, ., '.1·, II

through a policy on whatis a relatively new lssuejsanlnteresting finding.

Aspolici~s tak~ on manyJorinS, respondeats were asked'in quesdonf of Sectio~
C ~o fudica~ewhat form their Aids'policy took~:, '

~~'- ,
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Part of Medical Ai~ " 1 3
agreeni~nt

,""

As can be seen from 'Cil~ above, th~ .appr(,i:wh to" ~~ "Aids polic-i~'Varles
consideraoly. Inaddition t(: the forms referred to ab6v~, the folloWingwere also
identified:

Inclusion in, life i~~~~at¢ning.diseases policy
'framed Aids tiecluc~tors'~.used to' communicate comr~y philosoPhy' sllid
approach
Incl~ion in conditions of employment manual
COl'rtpany has issued a "guidelinett only.

Respondents were asked, in question 9 and 7 ill Samples A and B
respectively to indicate whether the policy Was.original to the company or

a "hybrid" policy ,developed from using the p6ficy of another company a,s'

the base:
I



T.AilLE 14k m,rlf:"~ AKJD)S lP'<Oi1LlICYA JBrQMIE GTI({OWN" 'OLney OT.'ti:A
~~1IJI}) Jj))lEVlE1LO!?',JIDlmOM ANO'lf'lHnEwr'COMJP>AW1l'S lJD01LHcr?

Some responden.ts were not sure how to answer this question, This was
possibly because of ~l!!;I'choke of wording where. the word "hybrid"
appeared not to be ,;1eadily understood.

II

In question 3, participants were asked to indicate who they perceived as
stakeholders in an Aids policy. This section was therefore also completed

by respondent companies who did not have an Aids policy. and hence the
frequency of responses does obt add up to the total number of companies

with a policy on Aids.

Respondents were then asked to indicate which of the stakeholders were

actually consulted in the process. of formulating and implementing their
companys policy on Aids. Finally; respondents were asked to indicate Wl10

initiated the Aids policy.

This data is only applicable to Sample A, as the question was not asked of

respondents in Sample B.



•" 1?Eli<CElIWlDl S'1L'MmlBI((»Jr..IJ))E~S,IJWJI~n<CIJN
§'JI'ADlHlOY...[i)ElRS '<CON§1IJI(~m[i) \ «:)), '0" JfJO[w-----------------~----~--~~~~--------~i'~--~+_~~--~~I

Directors .', 44 30 16,r- ~~----~-------~~~~--------~~~~--~--~~110
ErR Managementl 41 33 '"
Department

"

.

,{" .... .".

J.F1lilIEQlU1ENCY ',. ..? .

"
)J'

···0····

3S

line M~aglement 39 22 2

1~~_T_ra_·~'_e_u_m_··_on· -4__~~4_1_. ~ '·_,2_1_~ __ -4__~_3~·__~t
General Staff 41 -: 15 I .. -;; I

Il--au--ts-id-.e-S-p-e....c-iali-·-st--....-.:-----..........S---+----19- ...........---..,_.,..--1-~···
Consultant1~ ----------~----~ __----~---------~,-4- ----~1
Pension lFund Brokersl
Administrators

21

I;;:~~rs
Communities where
employees resio<r

28 20
i·'

17 3

State 12
--

The very high rating of the Human Resource function across all three

factors - verceived stakeholders, st~~eholders consultedand Iespol~i61efor

initiation of the policy is a key observation.

An interesting outcome is that the trade unionand general staff were cited

more freqtwntly than Iine management as. perceived stakeholders. A

detailed examination of the survey data does not present any obvious
ezplanatkm for this. N,otwithstanding the fact ~bat outside specialist

consultants were not very often identified as perceived stakeholders, they
were, nonetheless, extensively consulted in the pro~ess, of formulating and
implementing the Aids policy.

--------------------------~----~-------------------------
- 65 ~



Inquestion 4- of both samples, respondents were asked to identify what the
,{actorswere that triggered the need. for an Aids policy.

'll'A1Br!LlEUJ.._IFACTOt«g,IFllifAT mCGlEUJr1>.'l'IAIE NEED !FOR AN Ainfl)S
(\

PO}LJrcr

Please note.fthat respondents may hav~ reflected, more than one of the
d . . '. ~

factors as tiaving mggere.q the need fOe r the pblicy in .their. company.
, " . '," \ ... .

Directors perceNed need

6Employee contracted Aids

1.8

3 3

60liFt Department believed
company needed Pelley~--~~--~-----~--~~------~~--------~~~~~I
Medical Aid Ben.efit exclusions I'c

Potential Benefit }lUnd
liabilities '.

2634

s---+---
12

Other 3

10 15
':"')~--

14 26 I·
I'

!.

1 <4
'. c
3.6' 75

In the category "other", thefollowingwere given as reaSons that tdggered

the need for ,an Aidg policy:

Parent company abroad requitep pp~lcybe pu:~in place
Strategic Business Plan of Holding Company.·
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The modal frequency fo.f the time taken from date of trigger to date when
pOlicy was published is 4 - 6 mouths in both samples. The majority of tal((

1\id$ policies (90,4%) were developed in a period of less than 12 months
from date of trigger.

In eX~111ining the process followed in implementing the Aids Policy~a
of steps .as proposed by, Foster (1989). were asked. 'The following
represents the-frequency that each step was followed by the company in

the actual implementation process.

'Jl'A1RtIDl1t4J.: MlO>S '«))lLtr~ }IMllLlEMDEN'1rATlrON V§ li'o§'m~~

111JI1D>JD)lEL ... SAAW)r..E4.

The fono~~l1gtable. sets out the frequency that each step was followed
during the implementt\~Oll of the Aids Policy.

----------------------------~---.-----------------
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I Refining and understanding document by getting 35
specialist input

GaininB management commitment •'~\ 39
ConsultIng key ~takeholders prior fo, finaHs~tion ~f 31

11"-

Gaining'ofwof,ker support through comrmmication 28
",(I .. ..,'. '. .;

Ensuring implementation of policy through progress 19
reviews, ch~cklists" G

~!

Ensuring effectiven~ss' of implementation through 20
policy audits
Has any Aid~ Awareness T:r;ainingbeen done 35
I is policy kept current through regular reviews 33, - •,,'[_:iT 39

~~". .•.• I1MS ,
.c~'ormulation of policy content

Refining and understanding - getting specialist
input

lFlFJEQtD1ENCY
28
27

Gaining management commitment 28
Gaining of worker support 16
Communicating the policy to all employees/interest
groups

20

Ensuring policy Implementation through progress
reviews, checklists

14

Ensuring effectiveness of policy through audits 14
Keeping the policy current 20

II N 36 , cc

2= ti* f44&=-f:tt;e --hJ



The va~us steps suggested are all followed to varying degrees with" th~
formulation 'of the policy content and tl,le gaining of managefuent

::;.

commitment receiving the 'highest frequency ratings:

C' I'

49"Approved by .Managing
Director IlBoard

25 24

.. ;,

) Published in PoUcy 1\4anua1
I l_'_ ~l I'Annqpnced in staff notice

23 n 14 37
\9 3 12

24 11
-:;,-

35.
"

2 36 i.! 75
.

CO~funicated through 'Briefing
structures .._

It must be noted that in many' cases mare than ode of the above 'factors
were identified ..as indicators that the Aids Policy was complete. The

following were also cited as indicators that the policy was complete:

Outside Consultants verified that it was complete
Consultations with Trade Unions who "approved" the policy
Consultations with broad spectrum of employees

In four cases, companies indicated they had an Aids Policy but pOinted out
that it was not yet complete,



Company Newsletter !Journal 16

j ;.:1h question 8 of Sample ~ respondents were asked hpw the A:1dspolicy
~;/; . --_ -_-- - - - - _- - - - - ,

I,'

,~as communicated.

,tTIllsqu'estion was not asked of respondents in Sample B,

Briefing proups
-,; .- .

27

.

Staff notices
--: -.:-

14

I' 1m l1lollcy dire~ve it; Manual 27

Video 12

" _.

N 39
-'

The prominence of briefing ~oups as the preferred method of
r

communication is -an interesting fir,tding./,

Other communication methods used included:

Discussion Group~,.AidsAwareness Training sessions and inclusionin the.
Union Agreement.

In questions 10 and 8 in Samples A and B respectively, res~Jondents Were
\

asked whether the Aids po1i~J is in any waya con\1dential docurnent with
restricted access. The following table is a summay of the responses:

i1
\1

II

--------------------------------------~_--~---------------.



, . .3 7 10

No restricted access

J
I,'

wbere·there·is.re~tricted\~ccess tothe,AidsP(}llcy, reasons for this w~~e
as. follows: \\

Confined to HR., Medical Centre ~? Senior Line IVIanagement for
.~~_.I ;

confidentiality reasons

'Ihree companies felt it.was too sensitive to allow general access

Restriction was autom2~tically imposed where there is restricted
J ;

ac8ess to the liIR policy manual i11three companies

Where it is an unwritten policy, this automatically resulted in
restricted access

Finally, respondents in Sample A w~re asked in question 12 whether the
Aids Policy had been' implemen.ed effectively and whether or not the
policy was successful, Success being measured by whether the policy was
~anymeeting its objectives. The research findings follow:

-------.,.._.._._---..."....----,--.'-- __------,/'
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E~"ECTlPVElLY?.0
(I

1\
I.!

C;;i,~:::J
,:1{lES N~.' , , :J

'Policy succ~~sful, ie fully meeting its
objectiye~" ' .

This d~ta is onty applicable to Sample A, .as it was i: not ask~d of
u

respondents in' Sample B.
;/. ((

The\,\'!najoritj of respondents 'felt that the Aids poliC'J,nad been, .'

implementecl effeCtively. Whilst only five respondents were of ihe view'
that''tp~po1it,,'y1iadnetbeen implemented effectively, eleven respori.d~nts
in~icate(j that' the policy was, not fully meeting its objectiv~s~ The
~nderlying reason forthis apparent contradiction is nQt, clea.;'./ ' .. . .. -;,~J:

~j:t;

4J.iID .~1B'ilRtlWA1rJro/JE AC1lrON }POLJfCY
.',

In Se~io'ns D. for both Samples A' and B respondents were asked' to
providt; information lim their Affinriative' Action Policy. The tables a,'lii"

narrative that follow present the research findings.



I'
" ' ' il.

Out of the tofGi}, sample of 98 companies, 80.7% have an Affiol1anve
Action po1io/. ,]his represents a significant sample.

"

?olicy formulation is an important .component for. successful palicY'

implementation. The basis .of the formulation of the Affirmative Action

policy was determined" by asld:Q.g respondents in questions 9 and 7 in

Section D of Samples A and'n respectivelywhether the policy was original
to their company or a "hybrid" that had been developed having used
another companys policy as a base ..

.TAJ1DLlE:....2@:' •...••.l§ '1f'lBIE ~'lrlIWlE. A~ON .JIPOlLlI<rnt.A lH!OME
.- , . - '\ -. ".

Hybrid

.... 31" 25 '·56-15 11 26
.:

, Original

...73 -



"Formaf'policy in JH[R.
. ( Manual
';,."Formal writtert but
1 !!unpublished policy

.19 "

12

7 5

Letter to staff ~ 2 1

Unwritten policy

Just an informal approach 5
.....-

"31"''''''__~~ 4-__~,1'~~1

45 35 80
-,j.:.>.

A strategic objective 21 58

(' --"~";:--:.-::

R~sppndenis further indicated that Affimtative Action was also wcfuded
, - -,' - - . .'. -. .". _".', - -' . . ". .' .' ,',', "'.. ..•. ,'. - . . jJ

in other areas (,)f policy such as Recruitment and Selection. •It is'referred
to as a ."~lideline" rather than a policy by on~, company. Affirmative

j) '.:' <'

Action pOlley is also incorporated in one. company's Mission Statement,
j Ii

In question 3, Section P of Sample A, respondents were askedto indicate
who they perceived as stakeholders in an Affirmative Action policy.. It
sbould···.be noted that .some res!>ondents completea the perceived
stakeholder. column even where' the company did not have an ~~tive
Action policy.

ji

"N

------------~---------------------~-----------~-,~i--------
,'1'

it



3

32 .'.

fmMan~&mentl
. JlJepatiment. iC, .

•........~<CI$M[l •..
STA.lIQEl&<£)lLDm:Jl»~ .

.SJr,~~!8IOLiallE~' . JIm'1rlIAmION
'. CON§IULTlE1i)}';' (Q)W'IPOlLlIC2

Directors 47> 42 28
A3(47 43

General Staff .' 42 22
. ...

.~TJ;~deUmon 35 17

Outside' Specialist 19
Consultant , .:di -. C i~======~~~.------------~=. .' ===========~~~~~~.l~~====~==~

J G
(I

13

The State appear. to becoming key players in future ~~v~ Action
Ii . "

strat~gies. Th~y were not indicated ..as a po~(dble stakehdldez," It isw9i}by
""" . - .,' . ",' . . (:-' ,,' . '. .... :--,: " ". . \\

ofnote<that ti?ne of the respondents identified the State 'hl; a perceived

stakeholder in the' section "other". The omission or .tne State as ~
perceived stakeholder i~a defiaite oversight which should ~ considered

in future research,

The frequency of response ..across all categories emphasises that all

stakeholders have a degree of influence and have been extensively

consulted in the process qf fOrInula:tidn and implementation.

1)



.'AJFlF~'t'lIVE. ACFJION FOLICY

TAl13S1L1E23: ..}FACTORS TlHIA1r 1'1'UGG1EUIDJ '1rIHIlE NE1EIDllFOm. .AN
-',)

',:

"':;

Strategic future btismess
n.~'eds'.....,.....\----------~-....J_--........--+ ...;;,._.,.-.....,.;..,-.j._...--_II'

J Pr~.~sur.efrom $t~/union
Anticipated"'~egislation

fIR DePartnlent perceive
need f{)t'-policy

Pressure from parent compa~yabroadwas also clted,as a trigger for three
companies initiating an .Affi(:matlve·.ActionJPOliClJ. It·should be uQted that

u

respondent~ may have sele~d mote than one Gption as having triggered
.the need f£?f' an Affirmative AC,tionpolicy.

• ," '.' .' ·c. . .• _.'

AJFlFJIJiWl&'mE ACTION POL1fCJfWAS IP>1UlPb1LH&'Ef®~

7-12

13 - 18

,1 /. ',~ /
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1/f!
,\ It '\\.

:,; _- _ " ',', - --:', ,·-ff _ _ ' '" \~;
The modal tirne framein both".S~ples .wa/f between 4.·- I) months 'With: - - " " - fl -'.

1~·,6% of the sample indicating that .illJi policy was developed. and
t_" " " " ' , ' " ' ,', ''''"":' " , :;'l""" ' :: :.'1 " "\:--:)

implemented.·m less than twelve mouths £tom date. of trigger; .
'!

il

4.604 A\FlF1f~'Jr1fVJE AC'FlION JFOIL~ n~:tEro/illEmA'lr1ION'. .. .... . I. \, .:
'tn exantimngthe process followed in irrfplemenfulg the A£finnative Action

11"" ',' , , , ./1

Pollcy? a, set of questions as propose4/by Foster (1989) were asked, Th~.::·
" . . .II. •. . . .' ..

following. represents. tlie frequencyihat each step was follQwe:d,by the
company in ~he actual implementapion process •

..
,'I.

r/
ir

_ il

F~;~~~=;~~'~l
II.......::.,..__..._......:;.. .......~ ,_-...~ ,_~_ ....."" I·

•...•Gaining .management COIIlltutment 45 __J,
1"'"...C.....o-n-su..,;.lt:;;.,.·..i·n-g-J....~e...:y::;...· s....tai..,1-~-,e.....ho-l-d-er' ...s-p-ri-Q.....r .....to.....·.finalis.....au......·o....n-...o...{--............,~·~If.~~----------+---~.----.......~
iBnsuring inlplementa,tion of polley through
progress reviews, checklists......... ... -

33

]~illiuringeffectiveness of n.v.plementation through
~ludit$ .... .

Has any Awareness Training been' done 2~---.~------------~~--------Js policy kept current through regular reviews. .'. .. 34-- ...••.••.•••..•---•.......................•.......IL:!i-~=-,~-.~I

.
!
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~ILlli: ~iZf AWHJl?llWA'Jr!f\Y1~ArnON lFQtJrSCz't[ ~l\1DJEtr2EMEmA'lrlI@&.: "..
~. : - - - -- - - - - - - -- -.. ..' .. -. - - - . . - ';,' .

c'
S;'_1L1lt }1t,

. 11

(':,

' .. ,~

, ; '.'

Fostet's (1989) suggested model was ,~ligbtlymodified ..and s~cyed as the
basis against which the implement;tion'1vas ~~asured .• The;'fre'quency of

'"

response indicates that all steps were followed to varying degreeS.



).' .. - .

'(j

Resp.ondents may have indicated that more than one of the above
dndicators determined that the pCllicy was complete. In one case thepolicy
was '!passed'down tr()tn the Holding,Compw'\

If

,_ ',r

...-s
\

. ,. (_",

., ..• <

InSection,b, ql1eGii91l8 and 10 ~fSrunple A and JB respectively deal with
how the Affirmative A<¥on •policy was cotnn1uriicated.\'"

.'-.' .

._.>



WlIlEDJIlf.J1WOF
C(Q)~<CA'li'll(())N

Briefing 'Groups 24- 18 42
G 11 17
10 9 19......._.,_.

22 17 39 I>-_. r

2
:/

2" 4
~, ~~

Staff notice ,.))
"

Com.pany newsletter /journaIs
0,-, ._

HR fPIicy direttive. in
'mapual

Once again, briefing groups em~rg~ as" tnt ,.'~f~rre'"method
communication.

Other communicailon meth "ds used included.:

Four companies used special briefings to management
Three oompanies USed general st'.J~.ueetings

One respondent's medium W~ the Affirmative Action steerin~
cOmmittees
In two cases there had been no communication.

mTAluj',SAlWrlLJE A SAll'~lLnC JB\n------ ....------~-----__+--....--
Restricted access 10 9 19I~-----------'-------~----~---+------~-_+----~I
No restricted access 35 26 61 II



II: ' ... :........ -. '. :.
Vlfbere tliere waS restricted.access tothe Affirlllative Action 1?olicy~reasons

;'1 '.1

given' fflr thts included: still fi1.a1is~ngdocument, not ready to disclose
contetti, only management and authorised staff are allowed, access. In one
instance, a two,;Her poli~i Is envisaged ..(me for executive information and

I:
a less detail~d policy fori disclosure to staff.

En question 12, of Section D~ respondents in Sample A were asked to
\ i .... , .• ". "'. " '. .....' _<,

indicate wh~:iher or not the A.ffirn:iative Action Policy had been
". - "'1'- .

itriplemettted effectively" and then in question13 bow succe~sfulthe policy,
had been. Success, being,;m¢3.Sured ~n\J;ii:iether or not the policy Was fully

" ,

meeting ifij objectives •

. ;'__.·i·

Whilst 40% of the respondents indicated that the Affirmative Action Policy
bad not been successfully implemented, 5576% indicated that the ,policy

was not. meeting its objectives. lin oth~r words, 15,6% of the respondents
felUhat de~'Pite having successfully implemented the policy, itw~ not fully
meeting i~ 'objectives.

.,,'~',,:---:,
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This Section ~eals With the current state of play regarding Industrial
Relations Policy and. practice.in Sample A There was no question .on
IndustrialRelations Policy posed to' the respondents in Sample B.

II
'/1 .

11.

TAm1LlE 3®:;" N1DTh1IlHllER 01F,,_-....,;:;;=~~"""';
U1LAT1f()lJ~§ nnOILITCITJES

Respondents were asked in question 2 to indicate what form the Industrial
Relations Folley took.

1<. ....• rOlLll<m! lFORM.' _,
Forma!_1Poli(''Y in Policy Mauual
Formalwrltten but unpuhlished policy"

=r;:=::e=:t e h _ _**

42

4

Unwritten Policy
Other

.

=
54·····., .'

In the category "Other" tbf~forms referred to included:



Flexible policy so as to avoid aliy IR incidents
Formal policy whilst not unionised
m. Code of Practice (not considered as.a fuimal policy)
Agreements concluded at Labour Council

In question '3 ofSectionB - Sample A respondents were asked to indicate
who the perceived .stakeholders wer~: in an Industrial Relations Policy.

!I
They were also asked which of these stakeholders were consulted in the

u
'i

process of formulating/implementing lithe Industrial Relations Policy and
finally who initiated the need for the Industrial Relations Policy.

lLAJJj)j..JE 32: m~JP'QLlT<CY§'lI'~lHfOlL1D>EM
:h ,

'. .

HR Management!
Department

45 39 19
48 44 33

44 37 6

35 20 5

37 26 9

10 17 3

13 6 2
,.

lPiElR?C1EnWD .., §'.ll'~lHf(fj[,ID)iEnm· oomTI~N
S'll'~IHfOJL1IJ)lEllW." CI!)N§1r.n..tJi'IElffi > .', ,oJrJPlO1L·nm

Directors

Line Management
Trade Union
Outside Specialist
Consultant

In the category "Other", the following were identified as stakeholders:
Chamber of Mines, Group Head. Office, various bargaining forums both



within plants and nationally. Worthy ofnote is thattbe,State was not
, .,

identified .as· a perceived staI(e~older despite the fact that Industrial
Relations }Legislationis essentially initiated by the State, Th,e prominence
9f the human resource management!depJtrtment across. all three ~a.tegories
is quite significant, however, all stakeholders identified appearto ha.ve, .

been extensively consulted.
". --_ \

'll'~lLJE 3~: IFACTOJR{§ 'Ii'lHIA'JI' mJrGGl&UIDl mE ljEEID>. 1FO~ AN·

llNlQl1!1SmJIAlL UlLA'JrJION§ POLiCYi'

In' anticipation of unionisation
Directors perceive need for policy

, .... .

il. Strike ActionIi -- tit :±--....-:;g;t##-=~-" ;.. ~g"# ¥ t1 g:==s=

Other factors identified as having triggered the need for an Industljal
Relatiop.s ~olicy' included:

The industrY·having ..been unionised for decades but COltlpany not
fonna.l1y positioned

Informa.l union recognition
No Iudustrial Relations Department

Respondents were asked. in question, 5 to indicate when the Industrial
Relations Policy was first published.

- 84-



Nll1rVlBElll «»W . . '"
Q§JP>ONIDJEm'S .

91 +

415 ~80
81- 85 1Q

20

The modal period fo~the Industrial Relati0:i1S Policies being published was
. . . .

between 1986.' and 1990. The significance. (}f this being' that many
Industrial Relations Policies have been in place for a number of years
whereas the other policies i~ the research are more current.

:rAla1LlE 3~: '1l1iMlE .1FlF£<O>lVIIDATE OlF' mlHGGJElRt ~ro IDlA'm, WlHDEN

]ND1lJ§'I'liUAJL WlLAnQNS lP'OlL1fcY WAS lP'1UlBlJLlI§lHI1EIDl

3

4-6

~ID$Elit ow ..
1ItJESJp>ONlJ})Em~r··..

14

7 -12 10

The modal time take.J. from trigger to date when the Industrial Relations
Policy was published is 4 - 6 months, which is the same for both of the
otber.poHcy issues covered in this research,



~;'., .

"in question··.7; respondents were aSked to. indicate .to vvho~swishes the .
I-~ ~

Industrial ]@.elatioDS Policy .:ultimately conformed. Table 36 gives a
breakdOr\ ::W the frequency of response. .~tmust be remembered that
respondents ..were asked to. select more than. one interest group ".iri ..their
response. I
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'Jl'AlBlLE 2)((D:. TO wmmo'sWlSlH11ES i1J)1In) T'idIIE iNmfUS'Ir1.UAIL UUnONS
IfllOILII~ lFHNA1LiL1rCOWIFORM?

-.. -- -- - - - '- - .' \

21
Union 25
Industrial Council

Other factors that-were identified asinfluencing the policyincluded;

Legal co:nstraints
Market trends in terms of, the ....types .of agreements already
concluded

The table that follows gives a breakdown of whether the policy hasbeen
implemented effectively and whether or not it is considered successful.
Success in this context being measured by whether or not the pi{)licy is fully
meeting its objectives.
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T3tE. 37g .••~ mE··lINID>1I1§'Ji'lruLAlL lImILA'lf'lION@ ··jFOILlicr lffilEJF.M

1mlllWLEW1rr!i'.NfiIm IEWlECJrmEIL1l'P

1iR PoliCY implemented effectively 46
1Is IR Policy succ~ssfu1, Ie cluny i ;.

1\meeting its objecBves .!~L~A='==-~*==_·===~===-==========~==~~~==~=~~
46

4.~ FACTORS lINlFi.l101ENCHNG POLICY }FORMULATION ANIDl
JIlVilltPt1EMJEW'FA'lrlIO...N

!i .:\ H

This Section· of the Research aime~ to determine some of the general
factors that influence •.bdt11 PQHCY· formulation and implementation.

• .. 1
Respondents V'I~reasked a set of open ended questions. Tl'ese were then
analysed using' Groenewald's (1989), "content analysis" technique. This
technique, Groenewald {1989) states, is designe~~to .achieve exactly what

.is implied by its name, viz an analysis of the coatent of· communication,

The answers to the open ended questions were listed and tben broad
categories established. The responses were then. tallied rota these

categories.

In question (A), Section F, respondents were ~ked tt\4 ~yhattyp@
of rewards or recognition were given for effective PQJiey f\l~pfementation.
The following table. sets out the findings following a c~ntent ahiuysiS of the
responses.
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T.AIB51L1E'3fJ~"""U<C<OlGmTION/lOOm'JmID)§ 1F4}M lElFlFlE<C'IMIW iP'OJLJICW
\ ! '

1'flWlF1LlEMIJ!!~iAnON

1l-...._......;... ........... IDl_}E_s.....c_m_.. 'll!1JION " ,

No recognition or rewards given

7
"

Better. salary increases and bonuses
"

~ecognised .~. an elf~ctive manager
therefore eligible for promotion

7

5
\

'" Measured inmanagement objectives anI:!
rewarded .according to achievement

Commendatien from Human Resource
and! or Directors '

4

..

Stable wor!dng errvironment anq high morale
iConsistent management approach and

therefoi~ credi1_)ility for human resource
fUnctipn as co~ordin&tor

Whilst some forms of recognition are given for effective policy
implementation, by far the majority of companies give no recognition at

.,.j •.;

reward whatsoever.

In question (3), Section ]F, respondents were asked to ide:utify what
punitive actions are taken if human resource policy is not implemented;

Table 39 sets out the findings following a content analysis of the responses:
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Jj))ES('~ON'. ~Q1I'1EN(''Y J " Ii',;

\\\ Disciplin~'aciion (up to
dismissal dependjng on. severity)

"Counselling and warnings from.
Human Resources Director

-. ':~~>-.Intervention by management

(

t;

24

"

, 10
2

( 2
"

,.;,.' 1

1

P.romotioA i~hindered '

Sideways move!Demotiop.
~

This que&uon was perhaps not well worded 'as it did not d~\~rlyidentify
'who" would be required to take disciplinary action, le is the action against
'the human resources depart11:1(mtfPersonoftheliiie'manag~r"r~gp6nsibl¢
for the h~plementation of the' policy within hiS/her. depai,1:ID,?nt.

Rei,pr"iulfluts were asked in question (C) to indi~atewhat they found to be
t .r r

tJ,~ ,most diffi~t, part. of, human resource policy fortnulatipJ'l. The
following table sets out the responses:
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''It'AlfilLE .tt<t' .MOOT_llUtD.mi1r lF~;r 1{1)t:r.FOJUlICW" 1F<tll1lilVif1TJIL4.rIDI~ij

~~~======~~~~..~=.'-~.~~~~~~===~r=~==~====~~
ITJ)1E§clIltlImow···.·.· •.:·

To meet the nefJos of all stakeholders
Gaining :cotrurutroent and conse~us (tID
philosophies ~I concepts) .
To persuade senior. executives. their needs
ate uO'>paramotmtj exdusive

fl ::,,". :' ",'. --"': : : - _ ' ',':'",', /

f

ConsU1tau,,)Uprocess prior to foqpulation ..
(great divergenee of opinions): .'.

5

!:k~~~~=.~~~banges••\n.leglslalj __-O~n_/-_~-_:I-_-_-_-_-_~~-_-_-_-_-_-_-_~~,I
EnsuriiIg.poIicy aligns to businessstrategy
andgoals

Regularly review policy content ...research is
time consuming

11-... -----....,.:::;;"'-------..----,--
Clarifying 'Vl!hat you want toachieve ru1:dwh,;.;..Y-:- ..... '""i1

Poor quality c9nsultants

2

-,'

Ensllling it works in practice
~::=;-·=~~·:::::·.:::::;_=~==i~:::::· .=-~....==~====5;lI

The complexity of trying to meet-the needs of all of th~ stakeholders and
then gaining commitment and reaching consensus were considered by far
the most difficult part of policy. formulation.

III question (D), .Section F, respondenii were asked to identify the most
difficult part of human resource policy implementation as a 'distinctly
different process to that ofpolicy fonnwauon. The following is a summary
of the findings:

,--_.......__ ....', ,.., ." ---_ ........._



· .. .1.

TOlJE~C~<OJN -=~--~~-~----~·--~--~~~~I
Gettiilg',line management
commitmeni/suppert "

·~i ............... .._...., ........ +-.....__ ~ __ ';""_ __ _";;"''''''''';''·'''__''''''''I

Competent human resource
practitioners~ ~ ~ ~

Ensuling ,effective
communication tv employees~-'-~~~'~-~ ..~-------------~--~------~I
Ensuring consistency of
appH'cadon'and :interpretation",,,,

~. - . *t • .....,. ...............'

3

To gain everyone's cemmitment"""~ .....

Keeping docUment current
,. -,--- .........~----------~

IDisciplinary and Gri~vance
, Proc(!)Q-ures/Afflrmative Action
Resistance to change from line
management
Maintaining line management
awareness/adherence

2

. Keeping deelsion",maIdng
sufficientlt, ....fl_eJU_· '_bl_e_, -------_,_-- ........ -_...--- __ ....... -~I

Ensuring Trade Union's
consistent interpretation

, " .,----~--------...,.,..,..--
1

There is a, very wide variety of issues raised, .which must have been
influenced by the organisation as wen as possibly the "stage 'Df
development" of the human resource practitioner who answered the
question. This if) an area which warrants further resear(tib and is discussed
in Chapter 6.

Responn~niS inSample B.weie as}~ed'a,'sligbt1y,different.qo.estionm that

they were required to ask the Ruman Resources or General/Managing
Directorin the company where 'they di~ their internship whatthsy found



. . ..
. . .

to be the ..most difficult· part of "policy development".'

The foUo\li1ng table is a summary of. the findIngs follovving ,~.,content
analysis (>.£ the responses:

[: .••••.~..••...=~cRHlMrnON
Gainlng everyone's commltment .

. a,l1d consensus . .

Nt.TIW~JElR{ OlE' USfONS}ES
13

Ge,tti:qg po1i(:y implemented 8---,._~~~--------~~----.----------~------~!Meeting business needs (and 6
employee expectations)
.Time to, research and develop. ;
policy ant Ilk~yissues"

3

3

Gaining t~ryone's irlput
Communicating
Flexibility .. balance theory
practice"

3

Reviewing ;policy.on ongoing
basis." "updating"I~-----'~-------'~~--~--------------~--~----~IEvaluating effect orpoHcy VS
desired Impacti~------·~~--~-~--~--~

"', .'. ..... ,

Co~on i~~erPretationand
ayplicatioo'"

Convincing. tOJ),managcment
their ~de~ ate not paramount v •

Gettiflg'.··polic.t~approved



0: '!

By using the term "policy development"~ this was considered to be mbre,ull
embracing. and covered both the formulation and implementation of policy.
The purpose of wording the question slightly differently WWl to validate the
findings from. Sample A by identifying whetber there were any similarities,
As can be see,Jl, the results were remarkably similar.

lei

4l.~ JBeCm.OS,S JlDOlLIf<Q_f.C(})RI/i')JllA.1R{1t~(!)NS

This section de~s with an. evrumition. of the fin.dil!,~S'across' t~e various
policies cQveredln the survey. 'Th¢,~hnherewasto'aet~rmine if there are
either " cOJ1,r~isten9ies or diffex~J1C~S in policy forniulatlon and
implementatiqn between the three'POlicy.areac, ~hos€!.il·f{)rthifstudy.

The Chi..squared t~stlusing the' Num.bet. Cn1nchc,l. Statisncal' System was
used to test for diffe':ences betw;en the policies. '''Ole test') Were' all

",i \ . \':. ~ .. ' . . ':"',

couductedat'ttie signific~rlcelevel oro.os. nle~.e\tJst~hr:'.ve been done' on
the data frorn sampUt=A only unless ot~¢rwi$~ ihdicated •. 'I'ht~fWdings"of
these. tests are summarised in T~ble43. ;.: ''{'

\\

4.9dl Chi-squared test to" measure whether there ,is a relationship
between the type 'Of policy and whether or not cQmpani¢s have
a poliCY.

11----" ,....;;.__ _._+- __ ~!--_I_r??,~.~,. . .. of'== I
'.. . . "~----.--..,__....,_...,:~' '... .... . .,,'



c...

df ::: 2
x~ :::: 7.8582

Probability level :::: 0.0197
}i1.?e~nnR\t .. ~~j~t Hill!.

The alternate, hypothesis is accepted in that there is a relationship·
C '.' .. ,..... '., '.' .

between the type pf policy /1;ind whether the companies have a
policy 6t not.

.:._,

4.9.2 Chi-squared test to measure whether there is a relationship
.between the policy being implemented effectively and the different
policies surveyed .

.i.·.·...·.··.PotH<C'1l
JIlWl!l'LlE_N'lrlEl\1J
lEFJF1E.C'ILTVJ1tJLY

: i\ ~ ......... -_,,..,. .......... ~__.- ............... -...._~,.....,_------li

df ;;: 2
X2 .~ 22.42
JPTobability .level ;;:. O.OOQO.. .

lfRemin~ . ~.' .Rraied;:t1Io
,- "

The alternate hypothesis is accepted in that there is a relationship
between. the .type of policy and whether it.has been implemented
effectively.

'._.(i

.As Industrial Relations Policies have been in place fot some time
ah4 in view. of the dispersion of response, the above test was
conducted excluding the lndustncil·Relations data.

,_; ..



df - 1"
,,2 = 6.7065
Probability level :;;: 0.0096
JIt~sMnf - ~tl!B~~lHfo

There is a relationship fhetw,e~ilthe'tYpe of policy and whether it
has been in:iplem.ynt~d effe~ively;

'-;';_'"

\~\
\_\ :'lr\
4.9.3 Cbi~$qllared'f· test to me~ure, whether, there is a telationsh1p

hefiJ!Jeen the" type of policy and whether or 110t it is seen as
,', successful.,

.: ./

. ":':':',

.£JFJFl!JmVi.4,~ "lINJj))1tTS~
.''.ACTJIONo- ' r.•..•··.·UUTllONS

20 46
.. "

27
11 25 1

Again; .'this test has been conducted both with and iNithout the
Industrial Relations data as it may be different because these

I""

PQlicieswere formulated a number ofyeras ago (see Table 34).
-.

df :::::.2
Xl 'F 32.2363
ProbaqiIity lev«'ll, :::::f 0.0000,

. '-~..



df ~ 1
,,~ = 5.9389
Probability level :;:: 0.0148 .;

In both cases the alternate hypothesisJs accepted in that there is a
r.elationship,between the type ofpolicy and whether ids considered
to be successful or not.

" " \\ -

4.9.4'<,,'Cni~~qmir~~'test to measure whether. there - is \~ '.relationship
{

between the home grown policy or the hybrfd policy v~r&usthe Aids
:, ':" " ,,' \i " ,

and Aftumaiive Action policies. This question was\~ot asked of
" ';,:,' Ii

Industrial Relations policies as. they.have .generally be~fH:in place
\\11

fora number of years. ),,:,I'
,I #~j

,) .' :;(}:\.,
'.. ·4t~·:·kg 'g :t,

.Home Grown ..'. 20 ". 31 \;\

df ii
H
Ii'

d

,,:Z ::: 3.0954
Probability level ~. 0.0785

~te~~nR~ u A~f~~ 1HIo

There i$ no relationship between whether the policy is home grown
or a hybrid froma~other pOIicyand the type ofpolicy~ .

";;-.,



4.95 Chi-squared. test to •measure the relationship between
communication and the type of policy.

METHO])) OlF
COMMiLIN[~AnO~)

.. 24Briefing Group~ 27

Staff Notices" 614
Policy l\rlanual
Updates

16-;

Company Newsletterl

~~=·=~==~====b====1=2====6=========2==~==~

df = 4
,,2 ::; 6.2647

Probability Ievel = 0.1802
)m.esunllt m fiM!tl!eJ:]1t 1Hf~

27 22

10

There is no relationship between the method of communication and
the type of policy.

4.9.6 Chi-squared test to. measure whether there is a relationship
between perceived stakeholders and type of policy. This test is
being restricted to the four main stakeholder groups.

lPElPiCl&MID>
.ErJI'AlKElHfOlLJD)1EWill

Directors
fIR Management/
Department

39

44 47 45

35 3S

41 47 48

Line Management

Trade Unions 41



",:;

df· ,,;-~~?

x? = 1.5766
Probability level = 0.9542
~.lei§rmlna .. Acc<ej1j)~Jdle "

" ('

Th,erejs no relationship betwee .he perceived stakenolders and
the tb;e~ policies.

"',:

, .:

4.9,7 Chi-squared ,test to measure whetll~r there is '(1 ,relationship
betWp,;',ristakeholders consulted during the implementation of the

:: '. ' ..

porl,Y and the various poliW types. <, .. '.

, ']',<

A\JtlDl5 ".•...AlFlF'ir~JWA'1f'lIV1E , iNjj)1f1~
, il}.cnON··· ; RJElLfo..TllON~I~~~'----~--~--~---+----~------~~~------~!39

S1A.lit1EiHtOlLDlE~§
CONSlDI:lt'ltD

Dire~ors 30
iHR).VIanagement ;. 33

42

43 44- I...... .. I

. 32 37 .
17 "

". 20
19 '. 26

Trade' Union 21 '.
()

Consultants 19
,

This test-has beef! ,Qone both With and without the Industrial
-~

Relations I?on~Jdata for the same reasons as set. out in 4~9~3.

Prohability level = 0.8550
(/ i-

lRtCb'llmDIt ", ACCte~t }HI@



elf = 4
X2 ..... 2.7969
Probability level' :: 0.5924
l*e§l!lIntt .. A~ce!9JflHr@

In both cases .the nun hypothesis is accepted in that there. is no
. :"

reladonsbip between the stakeholders consulted and the type of
policy.

4.9.8 Chi-squared test to"IfIeasur~ whether there is .8;. relationship

between the 'forms" of policy and the various policies surveyed,

This test includes data from Samples A and B.

.. I .]f!'O.OF
lP'OlL[C"!l

............•

= II AJr]JJJ§ AiFJFlfIP'iWllA'll'lrVIF! JINllJf1U~ .
.ACTlION .."UUTION§ ..

. .'

Formal Policy in
Manual

59 4S 42
... '

7 12 4
,

I 7' 12 4

6 ,', 3 0

: # =

Formal written but
unpl1blishe~ Policy

Unwritten Policy
Utter to Staff

df :: 3

Probability level :::; 0.0792
IfResunM ;.",Acctept Flo.

There is no relationship between the ,lorm of the policy and the

policy type.



-.)

c.·. •• .... '. • ()

4.9~9 Chi-squared test to measure whether there is a relatioiis!lip
betweenohe implementation steps suggested by Foster (1989) ~d
the policies on Aids and AfPrrnative Action;

AlFFniruwA'irlwJE
ActlrON

Refining and gruillr ;
understanding through'
speCialist input

35 ··30

Gainiug·management
commitment

Gaining worker support
through. communication
Monitoring implementation
th~oughprogress reviews

There is no relationship between'! the types of po1icl~~.~tl4the use

Ensuring policy is kept
current through regular
reviews

£If == 7

xa = ..8.2468
Probability level == 0.3113
~e~{l)jnft .... .k\C~~m~_lfrro

of.the steps as set out in Foster's model.

- leo ~



r"·'·, ...

4.9.10.TAlhlIL.'.1.E·.·-43;.•ILENG~O~_ .mo;!mOF~GGa .m
JD)A.'1rlE.;'WIHIEN1P'01LlIcr ViA.S IMIr»tI£'""j mElIlI ' .• ..

This table Includes data from Samples A and B.

The modal time taken from date of trigger to date when policy was
finalisedis 4 - ,6 months across all policies and samples.

-101-
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Thista'ble summarises the results i6t,.sectiou 4.9.
. )I"" .

':' // "'1;

, \) .

mi'

iI.

.. ;
\j

Accept Ho
.:

'X

.1
F;sters PulieySl¢ps x

Time to cOf\lPlet~ . . .J 4- " .6
,_;;;.-~ ..... '. i~~- .___",.. 1""'.' ~.'....

;:; Denotes that the data on the policy was included in
the test.

Modal length oftime to develop poliCY was the same:
for allpolicies.

I.....



Table 44 sunimarises th~ findings (1)£ the statistical tests carried out'. (_/

on the Crosspolicy evaluation. These can broadly b'r .divided into
• - __ - __ - - - _-_- - _- _- - _:-:; ~,: <II - .-two ..mam categories, namely process and outcome. ;Pi. sIgnificant

finding: gf the tests is that the process issues were a~lfound to be
the same across the Jh~ee policies, The process is~~~s in this.

\

context include the commur.ic~ti()rt of the poliC'"j, sta.\:eholder
consuliatfon, policy..form, the steps [allowed in impIernent~l.tion as"

. . 0··"1

well as tb\~titpe tal%-en to cQl11pl~tethe policy.
I:
If

...A m~st interesting finding is that desrJite the process being the
Same, the outcome. is quite different. This is evident for whether
or not the policy exists, whether or not it has been Implemented
effectively and whether or not it is considered as successful,

11'le implication being that despite the process issues being the
\

same, thi::;does not automatically mean the "result" Will necessarlJy
.be accepted.

In conelus{on, thi£ Chfipter presented a summary of the research findings and
statistical analysis. In Chapter S the research findings win be discussed artu
interpreted with reference tq the research questions and the Literature Review
in Chapter 2.

--------
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i:'··

.In Chapter 5? theresearch' results prese)1~,....i1n Chapter 4 Will be arialysedwith
their relevance tothe reviewed literature.in Chapter 2: The research questions
posed atthe end, of Chapter 3' are explored and diseussed' in greater detail. The
relevance or the actual policies used in this study are v-ot examined as this was
coveted in £hapt~r 4. The emphasis in Chapter.5 is mote at bringing together
the relevant findings into a cohesive framework.

Research Question ,.1 aimed to identity what are the factors involved In the
process of policy formulation and implementation. The purpose of this question
was to establish a basis from which the research into a framework for policy
conceptualisation, development and final implementation would follow.

The process of identifying the factors that play an influence in human resource
pollcy formulation and implementation commenced with the Initialliterature
review discussed inChapter 2.. The design ot ine research questionnaire followed.
The research questionnaire was designed and tested through a pilot study

involving extensive consultation with experts in the ..field .of human resource
management. This: is discussed in Chapter 3. 'this process identified the key
factors involved in po1icyfcnnu1ation and implementation and >determined the
basis from which the anal questionnaire was set •

.,__ .........----.........----_ ........._---
.. 104 •
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111e re$earch results "show that there. is a V\$lywide complexity of factors that
,'. . ..... (I

influence the process of PllPlafl resource. p0l,~cy:formulation and in1ple~eqtati~p.
These are summarised as•.·follows: O. -0

There is e~en&i~e and vrui~dconsu1tation across ,3.wide spectrum of'both
inte1'4~ -and (fxtet.ila1 sWteholdets, Th~' internal, stalteh~iders ate
copsulted ···.to· ii;l'\far greater extent .£han .,~xterna1· stakeholders, This. is
explained by the fact that human resource policies are essentially designed

forthe'mterna1.~,sage otmanagement and staff •. The"definitiop.·of policy
co~idered •.most appropriate, for. this .research- was ·sunrmarised. in .tbe

).;

literature. review under section .2.2. and re-entorces this finding. ··Policy·is
defined as: "A set of proposals and ~cligPsthat act as a reference point
for managers intheifd.eru.ings wi~hemployees" (Brewster et a11982, p35).

\,
\

The stakeholders identified' and tfl,e extem to which they were consulted
vary accordfug to tbe nature of th~~~(}v..cy..The Aids .policy stakeholders
are summarised in Table 11. An ili1erestmg outcome in this particular
instance is. the fact that. Outside Specialists were consulted for advice and
guidance more so than they were considered stakeholders. .Afimn.ative
Actlon policy stakeholder findings are summarised in Table 22. These
finding,s .sll?v\(a close relationship between. the perceived stakehqlders. and

the eJf1ient,to which thev have been consulted. The Industrial. RelatioD.'i
;........ .,. .:... .','. '. .,., .

policy stakeholders are summarised in Table 34>"The research findings

show t.bat across all three policies there is extensive consultation with the
p~rceived stakeholders, The,.s'ihlteholclers and their consultation are

mentioned here as a critical factor influencing the process of policy
formulation and implementation hut the whole question of stakeholder
involvembnt is ejl_ed in Section5.2. .

----------~----~~--------~----------------~--~---
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An ill)portant faetor in policyformulation and implementation: is the form
the poHcy will take. The. form of,the H.lR. PQ1icle~covered in 'the stutty do
vary, dependent' to an extent, on tll~.nature ofthe policy fssue, However
byfartbe.most.(:ommonform forH ..F:. policies to take Isthatof.aformal.; . .. z· .. .' ..

'written policyll.ptiblis~ed ~ the. hl.~anresource policies manual. "

:!

The study revealed that other forms that H.l{~policy t~J,e.include: formal
written but unpublished policy; unwritten policy; letter to st~; a strategic
objective; just an informal approach; outcome of other contractual
agreements ,eg :?,~rtof medical aid and' of)le_rinsured benefitagreements;
andh; many in~tances, policy takes the form of what is gen~r~l1y ,described
as an "administrative guideline". These findings are summarised in,Tables
9; 21, 31 and the associated narrative.

,il
;:,'
II ,

i2each (1980fcontended that policies should be in writing but pointed out
that countless companies have never bothered' to reduce their praCtices,
customs and traditions to writing.

The finding, of, the study is t~at policies mostly take the form .0£ ,fot;rnal
'written documents indicating that there appears. to have been a,shift ip this

"

regard since 'the ¢a_r1y 1980's. The practise of reducing policies to writing
, . . . ·.l

is further supported by Cohen (1990) who states that awritten politY' may
be easier to change in the light of changed circumstances than one based
solely on custom and' practise. Cohen's (1990) view that booklets and

,. "

longer policy .docurnents are directed ppmarily within the company is
further supported by the findings of this study.

A most critical factor influencing policy formulation is the basis from

~106-
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'~~hichthe policy i~formulated; In..the case of the Aids p,olicy there is a
virtual 50/50 spli~rbetween the policy having been developed fr~JttMother
company's. p(On~1 and being original. Whereas in 'the. em ~ of the
Affirmative 'Action policy 68% of companies developed original po1icie~.

:...... f,' ',' ' ,

See tables 10and 20.
. '."{!

Torrington arid Ha11(1991) believe that the above tWo (nJ,osf common)
methods of :devismg policy. are both inadequate. Wlillst tbe pitfalls
highlighted p~~;Toningtonand Hall (1991) cannot 'be overlooked the
findings of'this study are of particular interest, In the case of the Aids
Policy With a50/50 split between method offormulaiicn the policy success,
as rated.by whether it fully meets it's objectives, indicates that in '71%.of
cases tbe'policy fuUy meets its objectives·, Thiswould seem to suggesHha~
either 1,nethod of formulation has its merits.

. .

The factors that'triggerecl the need for' companiesto formulate a 'volie,
\\

vaned considerably and is;_very much d~pendent on the nature 01 the
policy. The one factor that\'s common t~~':~athree of the policies is that
the human resource people were mostly \lde~tified ~ .-the policy triggers.

('_": ,I

'This is so. as tltey aI'ill at the pivotal, pofnt o~tpolicy development atld

responsibleJo~ monitoring the.'en~iroiunet'lt, .neJ;working and: ad,d~tn,gthe
;- .. ' .. ,

organisation on appropriate actions inrespect (~i'policy issues. SeeTiabl~~s
12, 23 and33.

Of particular, interest however is the;,,:~ignificanceof the finding that in the
case of the Afflnnative .Action policy;' strategic run.rre>business needs was

'., .... , -_-- '. .' - - '"

cited as the trigger for developfng the policy. ]m this study it 'was
mentioned twice as often as the ne;rt most frequent trigger,



',:-~
- ~ -~:::: ,/;:>~

"~":'~~~~:7I~l'"-, .. ' '.. _ ..' ,: .: .. .....-
The modal time'<fJ)~~enfrom date of,trigger to date vvhere thepo1iCY.was

\,,:/, '--::1_"\i

finally published. ~)(~hesame for all three the policy issues covered inthe

',',' ,,,,J?':-~'C,;\,
." ';<'5.1.5. '.!l.'Jl.~

. ' ,

research, The.time being-between 4:iU1d'6 months. This is a considerable
r.'

time sPall and increases to, significaIitly beyond this in, s(.)n1e:cases. This
\ long time span also reflects the complexity of policy formulation. arid

implementation. See tables 13; 24 and 34.

. . .

policy coi);\t;nl.lnicationwas also ideAifi~d .,·asa criticalfactor; particularly
\ \ ',' " ',' ,",

in the process of policy Implementation, JIn the South Atrican context
where racial, ethnlc, cultural and linguistics vary so ~onsiderably~the issue
of communication becomes even more, critical' and mdeed complex.
Briefing groups were Identified as the most commonly used method of
policy communication with policy directives in policy manuals, company

,-" ,

newsletters and staff notices also'being used to a Iarge extent .. Sce Tables
7, 15,21.

The extensiv~ use of Briefing Groups as the preferted method of poucy
communlcation is.very interesting 'given the commnnication complexities
outlined' aboVl~.Of particular interest would be to futiher examine bow
these eommunleatlonbarriers are dea1tvvit~~

The study alSIO revealed that there are some very innovative and creative
communication tecfu.riqur;s that are being used for policy. comlplunicati<)U.
Worthy or note is '&1:: llse of videos, 'discussion groups whieh, in.addition
to imparting)nf(>nnfttio~ provide a working forum for gaining both
understanding arutcomrnitment "and'in a few 1CaSeSsteering committees
Were used. "Other more creative communication techtrlqu~s identia~d

include the use of. the electronic network as wen as 'the' jnclusion of
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abbreviated policies 'in the company issrted diary.

Beach (1980) states that policies can only be communicated to employees
when they are reduced to writing, this ensures that everyone receives the
same infortt1atiorl~:'This study supports Beach's recommendation in tbal
the majoritY ofl'oAcies are in a formalwritten form, (seei.,Table~9, 21
and ~1).

Recognition!reVl!a.rd systems and pu.l1itive action where policy was not
implemented eftectively Were examined as factors playing a role in. the
process ofpoHcy implementation. .Of interest is that in the majority ()f
cases no recognition or reward of any nature is given for effective policy
implementation (see Table 38) whf',......,,!) disciplinary action, which could
eVCllbe as severe as dismissal, is ht!"
Table. 39).

-mposed for non compliance (see

As policy formulation and Implementation is a key Success factor for senior
human resource practitioners, it is suggested that positive recognition and
deveiopmentcould be achieved by the inclusion of this as a formal review
factor in the appraisal. Reward could then be in terms ot the: appraisal
rating.

Policy forrm.lation or conceptualisatlon covers a wide variety of factors,
The most difficult part <of policy formulation as seen by the H.R.
practitioners who completed the questionnaire related to the need to.meet
the needs and 611:1>': O;:"f,8ltiO'iCf 1 c':. 0:11the stakeholders; This was closely
followed by the difficulties experienced in gaining commitment and



'"

'. ." '"::.~

(i

consensus to the philosophies and 'concepts to be, coveted by t~e policy.
'The .summary of all the factors 'identified as making pOlkj1 formulation so
diffiqllt can be seen in Table 40. ,TIns fi~dfug is further reinforced by the
findings, 1.1\, Ta,ble 42 which indicated that gaining ~ormnitn1ellt and

. ' Cl

consensus is the IDQst difficUlt fa<.'tor·.1rivolvedin policy develoPnJ~nt .
...,...,

5.1.9 JPlOJLll:CY,JM1WlL1&MlEF'fJl'A'lrnON ID>nJll'lFrr~TIES
1:1

Policy )Implementation as a distinctly different process to policy
1\ "

formulation r~;rea1edtbat~lthethree most, difficult Issues indud~d~,getting
,}, " ',"', ,,' ,', " ~',

line management con1[mitment and support, ensuring" effe'¢ye
communicati~nand'ensu;~~g consistc:mcy:ofappIication and interpretation.

\1 ',,' "

The other rnyria~.of f~ctoiigidentified ate summarised in Table 4.1. The
r:' "',,' "." .. ' '. ." , i;

difficulties' encountered with policy formulation are essentially the same as
those for. poliCY' Unplementation.,

,:" " .:

5.1.10 JPlOLllC1tACC}ESS

]Policy access w~~examined as a factor involved in the process ofpoUcy
", . '.. "_'

formulation and\';implementation. The purpose of this. 'being, to establish
whether or n<;lttb~~'PoIiCYcontent and how tihnpacted o~the organi~lation,
was 'readlly known<)o all of those' who were affected :by it. tbJ,s was
m=asured at'two lev(bls Ca) the specifio pbli:gy and (b) th:d\ human resource
policy manual. ' "

There is limited restricted access to the Aids and Affirmadve Action

policies, (see Tables 17 and' 27 respectively), The restriction of access
generallyrelated to the raet that the policy WaS either incomplete or it'V1[,'-',

. . ." -

only necessary' to issue, the peliey, to, these responsible> for its
adminlstration,

,~~~------------~----------~----~~----------~--------
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A relatively'higher incidence otrestri¢tion)s placed on the JlCCesS to a.R.
policy manuals .(see 'fable 6) with con~~entiality of certain information
being the. underlying reason for the restriction of access, The distribution
of policy manuals (see Table .5) further reinforces 'that policies ate
essentially designed.for management control,p"uposes inthat.distribution
is mainly to managers and supervisors. ."

Beach (1980) sta,testhat many executivesare actually opposed to Writing
the personnel policies on paper and disse,l11inating them to all employees.
According to \8ohell.(1990), executives believe that doing thiswould.tie
their hands aad limjt their freedom ()f action. For the policies covered in

'" . ~
this research there appear a to be :Wide dissemination of'and access to

" policy lnformation-whlch would .seem t~\su~est that there is a positive
move away from the practices outlined by Cohen and Beach.

The extensive involvement of stakeholders in policy issues (see 5.1.1 and
5.2) reinforces the move away from autocratic management control qf the
policyformulationprocess .andwill. increasinglyhring pressure to bear for
moretransparency andinfcrmation disclosure. This tral}:sparencywin also
increase the legitimacy of the policy andpracrfce.

, ,

..... " . :. .. :

A further factor that was considered in evaluating the process of
formulation and implementation of policy was to establish what served to
determine whetherthe policy was "complete", The main. indicators of this
were identified as follows; policy being approved by the Board or
directors; being published in the policy manual, and the communication of
the policy through the briefing group structures, '(see Tables 15 and 26).,

Policy implementatlon was measured against Foster's (1989) model for the
three policy issues covered in the research. This model identified some
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additional factors .involved In the process ·of policy formulation and
implementation. These Include: refining and understanding the document
by getting specialist nnputwhich has also been covered by the section on
stakeholders, ensuring implementation ofpolicv +'hrough progress reviews
and checklists, ensuring effectiveness of implementation through 'policy
audits .and finany.· ensuring the policy is kept current through regular
..reviews! (see Table~.14.1, 14.:2,25.1,25.2).

These findings. not only emphasise the wide variety of factors involved in the
process. of human resource policyformulatlon and implementation but indeed the
extreme complexity of integrating these factors. The many steps involved a.~well
as. the spread of. competencies required by the human resource practitioners in
managing the process, are further significant findings to emerge from this
exploratory research.

Research Question 2 was aimed at deter lining who the stakeholders are in the
formulation and implementation of human resource policies. The purpose of this
question was twofold. In the first instance to identify whn the stakeholders ate
and secondly to determine to what extent these stakeholders are consulted in the
process of policy formulation and Implementatlon.

This is particularly important in the light of the changes that organis~tions and
society are currently undergoing and the extent to which so called "pressure
groups" are increasingly bringing their influence to bear. Furthermore, most
organisations still "think" in terms of traditional stakeholders such as employees,
customers and suppliers which in the currenrturbulentenvirenment is considered
to be too narrow III focus.

The research found that there is a wide cross section of stakeholders across all
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the policy issues covered (refer to the research questionnaires). The internal
stakeholders appear to be more importarrt than the external stakeholders. In the
Aids policy .the critica] stakeholders as rated. by frequency of response were:
directors, HR managers- o.t/ department, trade union, general staff and line
marlugernent. "'lhilst rated intbis order as the most important stakeholders the

. , frequency with wlllchtheyw4;',"e consulted had quite a different ordernamely:
. - .'

HR management, directors, line management, trade union and general staff (See
Table·11). This pattern is virtually identicalfor the affirmative action pOlicy (see
Table 22).

An important and significant finding is the pivotal role the human resource
practitioners play in policy formulation and implementation. The fact that they
are rated. so •highly. as .perceivedstakeholders 'is.explained by fue.fact that they
were mostly responsible for initiating the various policies (see Tables 11, 22, 32).
The human resource role as stakeholders i.<; not as much in ownership of policy
but more so by the considerable variety <lU({J comple,dty of competencies they
require to Initiate policy and gaining consensus from the various ..stakeholder
groupings.

This high stakeholderrating is related to their functional responsibility/authority
for devising policy. The implementation of th policy is more a line management
function. f'uxtherrnorejas policy fortnulatton is such a key ruccess factor at the
senior human resource management level providing the functional specialist input,
the high stakeholder rating is understandable. '

In: the Aids policy question, the state was specifically Jjsted as a potential
stakeholder whereas in the sections on affirmative 3.<..UOIl and industrial relations
this was not the case•.This is considered to.bean oversight. It is quite clear that
the state are definite stakeholders in these tWO· policy issues. In the industrial
relations policy from the legal and' human rights perspective whereas affi+mative
action will unquestionably be a critical issue of any future government. 'The fact
that respondents did not identify the state as a st(t:keholder under the section
"other" would seem to suggest that either respondents did not give too much

--~-------~--~----------.--~--------------~------~~--.--
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thought to this section when' completing ~e questionnaire, alteqtauvely they do
not see the state ,as a significant stakeholder jnthese policy iS511(;,)S ••

Whilst some of the external stakeholders have been cited quite frequently eg,
communities in the case of affirmative action and, trade unions in the case of
indvstrial r~lations the' extent to which"they were consulted 011the policy issues
is very low. This may be .afactor ofpowera.s suggested by Manning (1988) Of,

in the, case of the comrmmities in the Aids policy it may be that the community
"leaders" are not readily identifiable. Altematively, as suggested by Hussey and
Langham (1979), management do not consider them to be of great iru.p'"'rtance
to the success of the policy.,

A chi-squared testwas carried out to evaluate -:Ihether or not there is any
relationship between the stakeholders consulted during the' process of policy
implementation and the various policy types, (see Section 4.9.7). These findings
show that there is norelationship between the stakeholders consulted and the
type of policy.

The above findings seem to confirm thatthe.main stakeholders are not dependent
on the type of humanresource P9licy .Issue, ,Tbe similarity that has been

identified between the various groups of stakeholde-s is a significant outcome and
provides an important basis for stakeholder identification and consultation in the
process of policy f(>rinulation and implementation.

, ,

, .The frequency with,which the perceivedstakeholders have been cited and we
extent to which they have been consulted clearly illustrates that they have varying
degrees of influence over the formulation and implementation of the policies.
This study did not go.beyonU the identification of perceived stakeholders and the
frequency of consultation. It is therefore recommended that further research
should be, conducted into the degree, of influence the various, stakeholders have,
how this influence is exercised as well as the nature and form of the consultation
in the process of policy formulation and implemerrtation,
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lVlanning (1988) argues that the demands of various stakeholders ate usually in

conflict and are seldom in alignment withrnanagementgoals, Furthermore each
bas a different perception of reality, a different agenda, different W~y3 of making
it's presence felt and different power to play with. Hussey and Langham (1.979)

state that stakeholders have certain expectations and perceptions of the firm and
also their own requirements as individuals. It is partly from the behaviours of the
stakeholders that the management of the firm draws its own perception and in
tum causes the organisation to behave in a specific way. Hussey and Langham

(1979) further state that itig the. responsibility of the management of the firm to

decide which ')bJectives it will meet and which it will not. A<;such management
have therefore aligned th~k time with those stakeholders they perceive to be of

greatest Importance to the business success and are more forthcoming In
verbalising or demonstrating their ~xpectations of management than the other
stakeholders,

The findings of this study support these views as can l.":; seen by tl;le relative
importance managementgive to the stakeholders consulted in the ,.•recess of
poHcy formulation and implementation, (see Tables 11, 22 and 32).

Research questionB aimed to determine whether the process of policy
formulation and implementation is different for different types of human resource

policies. The purpose of this question was to gather empirical data that would
assist in developing a holistic model that would facilitate the process of V~:Hicy

formulation and implementation.

Underlying the expression of any policy are certain values and constrarnts as
stated by Cuthbert (1973). Torrington and Hall (1991) polnt out that the two

most common methods of devising personnel policy ate both ina\ffequste. 'The,
one is to use the poHcy of another or8anis~~ion as a model; the c.~.~rbeing to
start with a clean sheet of paper to produce something tha, sounds good.



Questions 9 in. sections C and D of the que6tkmnaire (Appendix V) askwhether
the policy is "home grown" or a "hybrid" from atto~~'~rcompany's policy. ~e
research findings Indicate that there is. a virtual 50/50 split between the "hq.1ne
grown" and'1'~ybrldll policy development approaches for the Aids Po1iftY,. (see
Table '10). The'~~nding is somewhat different for the Affirmative Actio:nWolicy
with 68% of the respondents indicating that the policy was original ';0 the
company, (see 'fahle.ZO).

A chi-squared test to measure whether there is a relationship between the policy
being implemented effectively and the different policies covered in. the trudy
found .that there is a relationship between the type. of policy and c·.~{hetherit has
been implemented' effectively. This same test was carried out exchiding, the
Industrial R~~itronspolicyas th~~e policies have generally been Inplace fol' some
time.' The~cl'esultsin both instances confirtined there is a definite relationship

between the type of policy and whether! or not it has been implemented
effectively, (see 4.9.2.).

A chi-squared-test to measure whether there is a relationship between-the type
of policy and. whether or not it is seen as successful was done. Success was

measured in this case bywhether or not the poU~ywas fully meeting its objectives,
(see Tables 18, 29, '37). The results show that there is a definite relationship
between the type of policy and whether it is considered tobe successful. Inthis
instance all three the policies. covered were found to be mostly meeting their
Objectives,(see 4.9.3.).

It is interesting to note that there is no relationship between whether the policy
is home grown or a hybrid from another company}s policy, (see 4.9.4.). Similarly
zhere is no relationship between the type of policy and the method of
communication (see 4.9.5.); no relationship between perceived stakeholders and
the type of policy (see 4.9.6.); no relationship between the stakeholders consulted
and the type of policy (see 4.9.7.) and no relatil!}Y1Sbipbetween the form of the
·policy and the type of policy (see 4.9.8.).

------------~------------,--------~--------~.--------.--------
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The findings of the study also indicate tbarthere is no relatiohship between the
method of communicatfon and the type of policy. Cohen (1990) supports ~beview
that policy should be communicated to all 'employees so they are able to asses
lnanagemetlt's inte~tion. This, he suggests, further supports the need for a "formal
written document" which. will in. tum ensure that, in the. process of
communication, all employees receive the Same information.

In establishing whether there is any significant differencr or relationship between
the form of the policy and the type, of policy a chi-squared test found there to be
no relaticnship. Brewster and Richbell (1982) point out that personnel policy
take on two forms. 'The espoused policy which. refers to the collection of
proposals? objectives and standards that top management hold versus the
operational policy which refers. to the action or behaviours of manage= and
supervisors. Th~.,results of this research confirms that there is .110 difference
between the forms of the three policit?s covered as Seen from au "espoused"
perspective.

The process of policy implementation was measured a~ainstthe model suggested
by Fost{lfr (1989). The results are set out for two (.little three policies namely
Aids and Affirmative Action ili Tables 14.1; 14.2; 25.1; 25.2. These findings were
further tested by doing a chi-squared test on the implementation steps set outby
Foster. The findings are that there is no relationship between the type of PQlicy
and the steps. In .other words all the suggested steps were generally fOHoW{4o.

Finally the research found that the modal time taken from date of trigger to final
implementation of policy was the same access all the policies and samples, (see
Table 43).

It has therefore been conclusively established that the de facto process of policy
formulation and implementation is no different across the three policies covered
inthis research. The measures used to determine this are summarised as follows:

------------------~----------------~------~----------------
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lPoJicy implemented effectively
falicy successful
Home grown versus hybrid policy
Policy Comnuinleatlon

Perceived Policy Stakeholders

Siakeho~d,?rs. consulted
Forms of policy

Fosters polic-Y's~ep~\
ii

TiIne taken to conip'1~te policy

The empirical findings of this research contradict Cohen .~1980), a South African,
who believes that the process of policy formulation varies greatly .depending on

the nature ~f the policy being formulated and the organisational climate and
_\l'!Ih"!l~ <"-
II,;Ul~l!..Ue.

These findings are )us.!) in contradiction to. Hofmeyr's (1993) view that the process

of policy formulation in South Africa is based on a "top - down" philosophy.

Honneyr .(1993) states that management takes decisions. formulates and
implements policy in a somewhat autocratic way. Also that management is

comfortable vAth this; in that a top ~ down approach generally fits the "culture"

of many South African organisations. 'Whilst the writer would tend to agree that,
on the face of things, Hofmeyr's views are probably correct, this body of research

seems to contradict this. The underlying reason for the contradiction is that there

appears to be extensive consultation, across a wide spectrum of stakeholders and

Over a considerable period of time. The considerable amount of time taken and
its consistency across the three policies would seem to support the view that this

allowed for a process of consultation. consensus seeking, research and

cornmunication to take place.

The research reveals that H.R. practittonersflnd the most difficult part of policy
formulation to include meeting the needs of all stakeholders aswell as thf! gaining
of commitment and consensus, (see Table 40). Both these outcomes would
further suggest that a process of interaction k .aking. place whereas Hofmeyr
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·. \~
(1993). contends that inSouth Africa It is a'simple top .. down philosophy. '\Wtl§lst

. ", - -,'." . . '. '. "._\\

Hofmeyr'sviews may have been .2lccurate,thishody.;Qfresearch clearlyshovk\tbat
there is a definite. shift in this regard toward a..more inclusive process,

..

This exploratory research, the first ofits kind in.South Africa, has provided sound
empirical data that'supports the finding that the process of human resource policy \

., ·iI " -,', ,,', ",'. ",: .:',' _:. " '," . '_

fonmrlation ~nd··implementation is the same .for the different·. types of policy
covered in the res~arc'1-t. It isfair to conclude therefore th~t the process to be

followedforhuman resource policy fonnula.tion.and·imIJl:Jmentationwopld be the
same or similar irrespe~ive of the type of policy being developed andhence it

would be approprlat~ to d~velop a generic model for these processes.

Research Question {was aimed at examining the applicability .of.Foster's (1989)
model for policy formulation and. implementation. The. purpose being to expand

and/or refine Foster's model by using the empirical evidence gathered by tm'i,'.

.. study.
e-

'The research results indica.te that the policy formulation and
implementation steps suggested by·Fester are in fact extensively .followed.
Tab~~s 14.1 rujd 14.2 indicate that Fostf!t's steps are all followed in the

implementation pi ..the Aids policy with particular emphasis on the

formulation of the. policy conte~~ and the gaining of management
commitment. Similar results are evident in the implementation of the
Mfirmative Actionpolicy with consulting of key stakeholdersalso receiving
high priority, (see Tables 25.1 and 25.2).

The research !4idings confirm that Foster's steps are by and large followed
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inthe process of policy formulation and implfmlentatipn.·· However, certain
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of the suggested steps are considered to have too na.rrow a focus .andwere
found not to be sequentially appropriate.. Fosters steps are listed below
followed by the 1?esfJarcher's propo~e9 steps whicH are" further
centextualised Within a broader model on page 122~
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Of partlcnlar' signiffcance is the differeru emphasis that the .researcher's
proposed ~tepshighlightinregard to stal~eholders, foster, in steps 3 and

-- . - '-_ - - --_ ._- - ".

4 has a rather,,nariowfocus on pclicystakeholders in that reference is only
made to management and workerInvolvement, The empirical data in this
study ha~ shown that it is accepted pra~:tice ti.};{jiijlude t~e viewpoints of a

far broader set of stakeholders,

Each ..of the" steps proposed in th~ researchers model have distinct
cOI!lpon~ttts which can be seen in t~~~odel m Figure :M' ,
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5.4.2 A MODElL }F<OHRt~ JruES<CHJRCJE W({)JLRCY FORJ.Vii1UJLA'FlION ANInl
lIWiflFILlEMlENK'ATION \/

Freeman (1984) points out that by using the. concept of "stakeholder"
managers and theorists will come to see these groups as having ~ "stake",
Furthermore, the term "stakeholders" cdnnote~ "legitimacy" and whPe
managers may not think that certain groups~~ '),'legitimate~',in the sense
that their demands. on.the firm are inappropriate, strategic managers need
to aclO1owledgethe legitimate dai1JlSof other stakeholders on the firm
(Pearce, 1982).

In the traditional managerial: model, the ~rm has as the .stakeholders;
customers, suppliers and their employ~es. Binedell (1987) states that in
turbulent times "his. is too narrow a focus and that the model. of

stakeholder analysis should be broadened to include the forces an,d issues
thatwork in the macro environment.

This critical observation serves to introduce the researcher's model of
human resource.policy formulation and implementation in Figure 3. This
model is adapted using Foster's model'as a framework and is based on the
empirical fit1dingsof the de facto situation in the 93 companies covered in
this study, The purpose of the model is to encompass both the macro -nd
micro issues in the external and internal environment into a .stngl....
framework, highlighting these Inter-telatienships ami factors involved in
this complex:process. Italso served to simplify these 'Complexitiesand put
them Into a logical sequence.

Firstl; the model has several major components starting with the macro
environment and external stakeholders. This macro environment has both
direct and indirect Influenee over the internal envi!'~~-::~ntand its

stakeholders.

Secondly, the internal environment is covered indicating thestakeholders
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and factors that playa significant tole. It is from both the', external and
internal eu¥'1:Gt.mnental forces that the human resource practitioner must

anticipate:\the organisational policy requirements. TI:te link to these

environments being through the internal and external. stakeholders (see
Feedback Loops in. Figure 3).

T1rirdly".ilie human resource practitioner who is seeIi..as the,pf.votru player
in this' process and the complex. and varied' competencies' required to

perform this task are summarised in the model. 1"hese skllls requirements,

whilst nqt specifically covered in the. literature revi~'W!l'have emerged' as a
very important and significant outcome of this research,

TPese skills requirements are highly varied and. complex. FOr many of
them there are no specific train'lng' an€! development programmes
available. This further reinforces the complex nature of this process which
is expected to even increase in complexity in the future as the process of

inclusion continues to gain momentum.

Fourthly, the policy formulation and implementation steps proposed by th~
researcher are set out. Each step in the process. comprises of various

components dealing with content, skills and form. The first step .entails the
conceptualisation of policy. This deals with the process of monitoring the
internal and external environment for developments requiring poli<.Y
statements. Once the overall policy has been conceived, the .actual policy
must be formulated which involves the following compenents; setting the

policy objectives, purpose, framework and principle-so DeC::Q.ing. on what

form the policy will tak~.and what standards it will require.

Having conceptualised and formulated the Of'oad poliey, the next step

involves identifying the policy stakeholders at7,dsoliciting their input. The

components of this vital .step ~;>.'!r.ludeconsulting stalesholders, seeking

advice, general communication, mot1llating the policy objectives tv gain
interest and building consensus. As Hofmeyr (1993) points out, this

--------~~--------------------------~----~----------~~---
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process needs. to be made more participative so that the stakehold~ts who
are so vital toi~ acceptance and success can contribute to its design and
implementation.

Ibis is followed by. what is broadly categorised as the commiinicadon
phase. The steps involved include refining and understanding the
document; gaining stakeholder commitment and communication G,j! the
policy.

The communication phase of policy implementation was identified as one
ofthe most difficult areas fu the process (see. table 41). JInFigure. 3, the
model highlights ,me need of "innovation" in this area. ..The study found

that there are some creative and exciting approaches already being used
to enhance ili~ understanding and acceptance of policy. Worthy Q,f

mention arethe following:

A company diary where the introductory section is. devoted to a
summary of the key human resource policies and values.

Establishing human resource policies on the electronic network..
which ensures that they are always current and easily accessible.

The use of discussion groups and video material to communicate
policy changes and developments.

The inclusion of policy reviews inBusiness Review meetings. This
serves .the purpose of re-enforcing understanding. as wen. as
rneasuring compliance.

The next step is to ensure the policy is implemented which may include
the use of checklists and progress reviews. This is acritical step that
requires strategising, Brewster and Richbell (1982) point out that the
actual implementation does not always rest with the.persortne] department
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but ratherthe responsibility lies with the general or line managers in their
day-to-day relationship with the workforce,

The ongoing compliance and effectiveness of the policy follows. This qlay

be done through audits of the policy on a more formal basis or a reward
~ysten1 to incentfvise line management to comply with the policy
rt~quirements.

The next step in this ongoing process is to ensure that the pdiey is always

kept current as the environment and. org~ ational.needs change. This
.entails researching and monitoring the internal and external environment.
The model illustrates the ongoing nature of this process through the

feedback loop which links back into the HR competencies and the internal
and .extemal environments.

Fifthly, specialist input may .be sought for the various steps, if this is

required. Specialists and consultants were extensively identified as an
important resource in the stakeholders consulted phase, (see Tables 11, 22
anc 32).

Finally, a word of caution. The sensitivity of "labels" that often arise out of the
choice. of wording in policy statements is a key issue. 'fhis emerged particularly

in the case of Affinnative Action and must be carefully guarded against.

In conclusion, this model (Figure 3) encc npasses the broad variety of

sldlls/competencies required for •policy formulation and implementation, it
encapsulates the steps and components involved and illustrates the interaction

with the environments and stakeholders that influence the process and outCOY·'I(",.
It is based on empirical evidence and, in the view of the researcher, proy;<,es an.

holistic approach to the complex and involved process. of human resource policy

formulation and implementation.
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In this Chapter, fin'. t.conclusions will be made with· regards to the. investigation.
Limitations of the research are highlighted and recommendations for .future
research made.

6.1

The overall purpose offnis study was to identify the key factors involved in the
process of policy formula-tion and implementation as well as to develop a model

based on empirical data. The rationale for embarking on this study was to assist

human resource practitioners and organisations to more effectively manage the
highly complex process of policy formulation and implementation within the

_" . -_- . .

morass of stakeholders and the. ntrbU'hmt socio-political and socio-economic
environment.

A further objective was to identify the de facto practices regarding human

resource policy formulation and Irnpletnentation. This would enable the
development ofa policy formulation and implementation frameworkthatwould

be both holistic and sufficiently flexible to cope 'IV:.,::~the vast array of policy issues

and stakeholders that influence the process.

The research method used was effective in identifying the stakeholders. involved

in selected human resource policies. In addition it was successful in identifying

.the communication methods, some of which are highly innovative, used. in the
implementation of policy. ;J.t alsoprovided aclear understanding of the numerous

factors that human resource practitioners need to be mindful of in the process of



p<>liCYfcrmulatfon amfimp!ementaiion.

Furthermore it provided anemplrical framework of steps to be followed in the
implementation' of policy by validating Foster's (1989) model which formed the
basis of this study.

The limitations and criticisms of the research are discussed below:

A liInita.tion of the research is that in completing the questionnaire respondents
are open' to overstatingtheir position. This could occur as people may like to
a.ppeat'iIj ~ 'better light than ,they actually ax-e.

Secondly, as the subject of human resource policy is such a ':'1"oadand varied one,

covering a wide, number of topics the research had to be limited to a select
number of policy issues. Whilst care.was taken to select those policy issues which
would be getrnane to most human resource policies it cannot be guaranteed that
this is n(oce~lSil.rilycorrect.

The policies that have been identifiedfor'this research arete an extent influenced

by the current socio-politica] environment. This research hac; been conducted in
a society undergoing rapid and far reaching transformation which could result in

this research soon be corning outdated.

The questionnaires were completed by the human resources managers of the

organisations they were sent to. .As the human resource practitioners are the

custodians of these policies and therefore responsible for their efficacy the results
are greatly influenced by,·their per~ 1ions.of the position. The questionnaire

should perhaps have been sent to a number of other stakeholders in the

'organisation in order toget a mote balanced representation.

- )27-



,
'fIle research questionnaire was structured to only identify who the stakeholders
~re in the policies cQveted~Itis'now apparent that the stakeholders have varying
d~egreesof hrlluence over the vari~!USpolicy issues, conside~atiOn.could hav:el~een
giiven to the w~ighting of the Importan~eoftne various. stakeholders identified.

ne (~Statc"was not specifically ide~tlfied as a stakeholder innva policy questiqps
,on ~#irm&tive Action and Industria! Relations, yet this qu~\stion was asked for
the Aids policy. No respondent under the section "Other" su~,?sted that tliecState
.was a pOtential stakeholderin these pl)1icies. However given(tb~~'legal paral'meters

that .govern Industrial Relations and the anticipated pressure in the Affinnative

Actioll"f at~a that is gping to bel6t~ught to beat by a futur~ black majority
I.'" ,..-r

g(J!vett]t41~nt, there is no doubt th:E!t.the State should. have beer! identified as a
stak~poi~er in. these questiOnS. . :Hbfmeyr (1993)" in .fact states that the most

obvious s~akeholders in an Affirmative Action approach are managers, mnployees,
trade unibn..(! and political groups.

The following areas of research are recommended for further study:

The. research found that briefing: groups are extetisiv1ely used in the.
communication of poHcy isSues~ In .the South •.Afcl~. c()ntt:'u where
society:comprises of so many multi-lingual a:n4 multi-cultural groupiu.gs

,.- "_ - .. '--- "

with vastly differing literacy capabilities tae effectiveness of this>method of

communication needs to be further examined,

The study was limited to identifying the methods used for .the
communication of.the selected policies. future research, ofdi~tim:.!t'Value

to employers in particular, would be to examine wliether there are other

more effective mediums for this purpose and the l!ndedying reasons for

this.



W'. ~..\t. not covered in the literature, the research revealed that human
resource practitioners require a cOlllplex. set of competen~e6 itt policy
formulation and implementation. These competencies include, but are not
'limdted to, skills such as the conceptualisation of the POliCY7 capabilities.of
consulting across wide and varied groups .of stakeholders, outstanding
communication skills as well as the ability to forecast and anticipate' the
future implications of' policies for the organisation. The skins
requirements specifically.relatad to the various roles the human resource
practitioner must assume in the process of policy formulation and
ill1lplemer,;ttationare wmthy of further research.

'The studYYlasJimited to identifying who.are considered to be stakeholders

inthe-three policies covered and whether or not these stakeholders Were
cO~Ulted in.the process of formulation and implementation. The area

\h~t warrants further study is to examine the 'type and extent of
consultation that takes place. ie opinion seeking, advice, joint problem

s,

sc1ving, Joint decision malting or any other form.

The study revealed that policy takes on various forms and is referred to by

many titles. A few of these include. the following:
r

Policy
Administrative Guideline
Practice
Statement of Intent

These varied definitions may be related to the orgardsatienal culture and

the researcher believes is an area worthy of in-depth study. Such research
could specifically focus on the effectiveness and nature of policy and
practice as related to the organisational CUlture.

"i(l The literature review bas highlighted that a gap is often evident between
what is referred to as the operational versus the espoused policy. This
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practice introduces the concept of"malicious compliance", In other words,
the espoused policy is complied with but Wl1thits own "interpretationil,
Future research in this area could aim to determine whether this gap is
related to the organisational culture, industry typ¢ Or perhaps. operational
efficiency.

The researcher is of the opinion that this research bas resulted in numerous
findings whichwill be of definite use in many different respects. Firstly, tb'; study
has resulted in the development of a generic policy formulation and

implementation model, based on empirical data which will. be of use to, not only
human resource practitioners but will be of value to organisations generally when
involved in this process. The model provides a structured and logical approach
to this complex issue.

The research has also identified the wide variety of factors that are involved in,

and influence human resource policy formulation and implementation, These are
listed and discussed in Chapter 5. The importance of this is that it provides an
immediate focus into the core factors to be considered for effective and successful
policy formulation and implementation. It also creates the necessary awareness
for the parties involved to be sensitive to the wide variety of factors that will

influence the final outcome.

Of particular value and use bas been the identification of the broad cross section
or both internal an external stakeholders that have an influence over and interest
in certain policy issues. The massive and critical role that these stakeholders have
been found to have is particularly useful. This will be of particular value as the
fast changing socio..political environment; continues to put pressure on
organisations. for more transparency .In many areas previously not subjected to
much external scrutiny, interference or involvement. Furthermore, the study.has
highlighted that stakeholders are increasingly being involved in the policy

_ ......._-_._---------------------------_.,..
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positioning of the organisation. The understanding that a more inclusive process
of stakeholder involvement is critical for policy acceptance, commitment arid fiilal
implementation.

The identification of the broad complexity of skills required by the human
resource practitipners involved. in policy Iormulation and implementation is a
valuable finding. It provided a sound basis from which skills development
programmes can .be initiated. This is of particular significance as there are no

trainin~ anddev~lopment programmes, known to the researcher;wl,lich are aimed
at developing the required competencies for human resource practitioners in this
area.

The research has furtqennore resulted in the development of-a sound reference
document for use hy human resource practitioners .and managers Involved in
human resource policy formulation and implementation,

Furthermore it has also provided a sound basis for my further research into this
area, The pos,)'bilities for future research have been introduced and discussed in
Section 6.3.

A particular benefit from this research is the new insigi"'.'{S that have been provided
into this hitherto relati'flely unexplored, highly complex and critically important
responsibility of senior human resource managers, namely human resource policy
formulation and implementation.

In conclusion the nature of the research w~s exploratory and tool; the form of
both theory validation and theory building. For the first time inSouth Africa an
attempt at determining the extent to which stakeholders are recognised in the
human resource policy formulation and implementation process was conducted,
Furthermore, for the first time an empirical basis was established which validated

------_---_._------- ....._-- .....__ ._._._....-----
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a previously unsubstantiated: theory/model proposed for poliCY fonnma,tion and
impleri1~'Jltation.

"

the research resulted in the development of what is believed to be' a more
holistic framework for 'human resource policy formUlation and implementation
and unquestionably highlighted ,that there is scope for. further researd, "'he
areas of human resource management "COlIlpetencies and me role ofstakeh,",\ld~i's
in human resi(n,:tce.policy formulatr~nand implementation.
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September 11993

Dear Respondent

I am in .the !inaJ stages of completing the Masters of Management (Human Resources)
Degree at the Wits Business School. Past (If the requirements of the Degree is the completion
of em independently conducted Research Report on an approved topic.

The title of my Research Report is: fll1lACTOj?S INIFl.J!JJENCJNGTHE FOImMIUlLATlON
AND 11¥lP1JE1MfJENTA.T10NOfF JfJll[Jl~1ANRlESOUll?ClE POUom.

The research is being conducted as there is ve,.v liitle data published on the state ofhwnan
resource policy formulation and implementation in South Africa. I would be most grateful
for your input into the.\surlley.

All information. gathered will. be .treated in .the snictes: confidence and no information'
relating to a specific organisation will be published.

We would appreciate your assistance by completi7~g the attached questionnaire. and laxing
a return at your earliest convenience. Should 'You need any assistance or clarifictJtfon in
completing the question11,aire,fdruJJy contact George Cameron-Dow on (OlJ). 453-3088,
during office hours iii' on (011) 908-3710, after hours.

Please jaxyour compleied: questionnaire to the/vllowing:

Attention:
FaxNo :

George Cameron-Dow
(011)453-3088 E.:tf. 128.

If you wish to receive the summarised results of the survey, please complete the last section
of the questionnaire.

Thank you in anticipation of YOW' valuable assistance.

t·~,<»~·,
• C011iJeron~DDw
~

----_._---- .----'-~---
The Universityof the Witwatersrand rejects r;lClsm and raclal segreqa'ron. It is committed to non-dlscrlrnmatiorr particularl} in tile ",;,..lil,;II'''' , , '

student body. in the seiecuon dod ~'n'tt1()li()n of its starr. and in itsadrninistratlon.



em ,\'VIHIlE·uWCATER)' !" II ,..-1ll0 t:O(l'.,"~.ljoti"'.~,.:•• IIi .-fji I1 ~;-"t.~~,~.,, "'~".'I •••• , ~t"""'."'~~foI.~.""".'".'''.'''

'02 (101+

o !'JANtrJFiAC~~,~ .0 RETAIL 0AUTO
o lFlNANC{Al.SER.Vl® 0HOTEL/LEISmut/SERVlCE

llMfr.lXNG
DOTHER

o PUiJUC QUOTED COMK'ANY
EJ PIUVArE CQMPAN'Y

o PtJBLlCNON-QUOTED COMPANY

One OrM$Jina~IiiIM~a¢~s IiImsjor UI!UIlcti~li!SIs.~!ilt,.~ ll"4,lUcy IF¢l~dlQll!ntli()~JllrmdUliImpDemm<i)llIitslruloJ!Il. 'fil~e ¢eIr'ilGS')I»o!acy'~nd'Sll'a~
B)Fre o&1!e!lIl!lIls~dhlltetrelln&llij~biy. 'I!r',!f (!BJ.~. 00 i!ll~tJi~nrada~ g S¢aJm41lBliDgd~i§noJm"~~Jul)a :nJ!»p»~(lSto~m!lll& fllQile$ij~')ll9 ~d
]!Dll"cibnElllllilS. '§\lJra~em" w01illRd lh~ t' ",,~!IllernU ap~a'Ot.!cb ¢o u~foll.nmd! in. mlcMi!Mng :ll1iD o!l;j~.

De Jlll1llllijjllosra OV~IlnB§eserelsc ~cn 1lJ:e. to e~&J~ y(.r.]J to !m~e tnPJll~lInefllllGtill ]!Ijl'iM~ail~"1~i!I!O]l»nOO AlilllP'onncy IStm~ lF~ll'llIla~.nl!ltlolill.
'lrilne dam gtllfuctt.>d wi!U ~. 1Ul!l1<edby ¢PueWlI'l!,'S llilUSiiJtliZls Stilnl!loB for ~il!S~illl ]!Ilm~l\''a9.

1. DYES tlNO

..i:n ""••• h••••' ••I;nfl.~ •• _.. ' n ftI """'•••••• ,. ~••• i.,••,.,••••io •• "' ••••••••••• ~.11.!t••••• , ~ Ii••• (t II••••••••• , ••••••• ~ " •••• '''.Ii ••• o•

...,.iI '"' ••I! h •• · io~ it , •• , •• c.U ••••••• _••••• -;;•• f._i." •••• -•••••. ;,.,·.,..':•••~t G , •••• ~••••• _ ~:- •• ,,-••• ·•••.•••• '!~••.O·II' •••• ' ••• ,;,.: , itt~., I1:.-.~,

.
3. !IF 1i'lltS, 'WlBtO 1lllAS·ACClltSS TO 'mlE MANUAL?

o MANAGEMENT o SUPERVISORS
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........... ~ ; ,.,.,;.,\ ••••• , ............•. ".;. " ••••••• ._ ".:. , •••••••• i> •••• " , ••••••••••••••••.•• * "••••• ~...

, ._,
iII ', ••• , • ..,U nli , ••••••• fl ••••••••.•.•• , ••.•••••••••••••••• , ••• " " Ii •••••••••••••••••••••••• , ;o..iI ••

5. is ACC)E§§ US'lmlIC'JI'ED IN ~~ WAn
"

D1ffiS 0 NO

." ••U•••oi ••••• jl h••' .,.••~.,.••••••"••OU.CI CI•••••• , u , ci ••••••• '1 i .

." ••••••• " •••••• ~~ ••.•• iro H.~ U u." •••o••••• ,·••••• , .."'.~••••••••••••• "' o.......•••••••• , " "••••••••••.••••••••••• ,.••••••••••••••• "'•••••• "'.0 •••••••• · .

1. DYES DNO

D FORMAL POLICY IN RUMAN RESOURCE POlley MANUAL
DLETTER TO STAFF
o tJNWRI1'TEN POllCY

OTHER, PLEASE SPECIFY: .............. y toi "'•••••••••••••••• '1 " .•••••••••••••••••• ".

3. JPlLEASlESIPlECmWlflHIIClH[ OJl.l''Jr.l!ll1& lF01t.WWllNG·'WEnm CON§UlI..'JJ:'ED/ll:NVOlLVlElDl ltN 'EJHIJE lFO~'lI'lION
OlF '1l'JFm AlOOOOOUCY:

oDmECfORS
o GBNERAL STAFF

0.RR MANAGER/OFFICER 0UNlE MANAGEl\mNT
0. TRADE UNION 0. OUTSiDE SPlECIALJ[S'l' CONSULTANTS

OTHER, PLEASE SPECiFY: ....................................... , " ••••••• c:t •••••••.••• \' •• " , " •• , •••••••• ".,,' ••• "' 11.

oDIREctORS PERCF.IVE NEED
DAN EMPLOYEE CONTRAcrED AllDS PRECIPITATING PRlESSURE ON THE COMPANY



oHR. DEPAAn"mNT llEUEVED COMPANY NEEDEDA POLICY
oEXCLUSIONS PLACED ON MEDICAL AID BENEFITS
oBENEFIT FUNP LIABIUTIES. ie DEATH AND DISABn..rrY FlJNPS

,', :

OmElR, PLEASE· SPECIFY: ; "..;;.;••.;, ;.~ " , ; ,•.••, ; ; : .

5. lHtOW' LONG· JD)ttlIin TJl.iJKlI£r!ROM( DAtE IOlF 'JmlrOOlER 1'10 li})A.T® ']['If[A'll' A lFOmvITAlL~btHcrWAS
WItJ'lBLll§lBllll:ll)?· " MONTHS

o APPROVED BY MANAGINGDIRECTOR/BOAAP
oANNOUNCED IN STAFF NonCE

DPUBUSHED.IN POLIcY M..t!fNt.TAL.
OCOMMUNiCATEPTHROUGHOlFFlCIAL

BruEf'ING .STRUC'!Vlres

•••••••••_••· " ~'.~oi " " ••••................................ !!'"., •• " ••••• ii••• If •••••••••••. ".,. •••••••••• , ••• " 'n,••••• 'P •••• ,.1I· ~•• oi •••• -•••• it •• jlj/1'U, •••• ' .

• , " •••• "IoI." n.i ••••• U ~· io- · Io ," •••••• ~ ., t. •••• "l>.o; •••• ~ •••• o;'o;.,. o; " , " •• ·.j .,••• "., 't.~••••".l11 .

7. WAS 'l:L'lRIl& Al!JI)§~'1ucr"lHIOlVl!l&GlllOwNt O~ A 1lfllBIDJI)nOM ANO'lrlHlERCOMlFAMf'§ roucn·
.. 0ORIGINAL 0WlBRlD

8. []YES' 0 NO

••••U•••••••"'.O ~•.,.,~MI~.,~••~••II." ''' ••••• "•••••••••••••••• ~•••••••• !'t••••• " ••••• , ••• ~." , 0; ""•................ ~ •••••• , •• ~,." •• ,.<I .

_ _•••U._"_"iI ..'!'.i· '~ •••• " .-••• , ••• ~••••••••••• o ••••• " •••• _.•• , •••••• i •••••• _,._. ••••• !I •••••••••••• -._.-•••••••• ~.~."!I..;~ O ·••••~•••••••••••:i;t., •••••••••••••••••••••• i!•••• ~•••.• ;., ••••

1. DYES DNO
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-:

o FORMAL POLICY IN l:UJMAN RESOURCE POLICY lVlANUAL
o LETTER TO STAFF
oUNWRl'I'TEN POtiCY
o JUST A FORMAL APPROA.Clt (ie EVElftl{BODY X{i\lOWS'roE COlVlPA.NY STANCJE)
o IS IT A STRATEGIC OBJECI'IVE

OTlflER.,,_PI.E.4.SE:_SPEC!f'Y":. -.•.....•.. ,.••, ~.•••n n ' .,,,,,..iI •• , ••••••••• .;." " 9 ••••• ., " .,;,11•••••••• "' ,._. ••• ; .

3. lPiLiEMi1J$SIlDlEC!lJIi1lWlBlllClBrOIF 'll'lll!E lFOlLlLOWllNG"WJEMl CONS1O!L.'ll'E~lllNVOILVlElDllIN'ElllllE lFO~n¢)N
OlF.'Il'IlIDE Amrrm.1IA~ ACTllON roucr:

DnnmcroRs
o GENERAL STAJ:o-F

o llR. fvIANAGER/OFflCER 0 milE MANAGEMENT
o TRADE UNION 0 OUTSIDE SPEClfAUST CONSUL'll"ANTS '

OTHER, PLEASE SPECIFY: ......... ...; •• "." O ••• I1! •• ~ •• _._ ••• ;."'.u ~~.~••••••• ~ "•• ;t ••••• ;.•••••• v" ,)•• ., .

oSTRATEGIC lVI'URJE. BUSINESS NEEDS
o PRES:nJRE fROM stAFF /UNIONS
oANTICIPATED LEGlrSLA'TION
o fIR DlEPARTMEN1' lNrTIATBD NEED.roR POLICY

OTHER, PLE.A:SE SPJECWY': .. iiii '~~ " ;~ " ii••••.............. 0•••••••• , •• , •••••••••••••

5. lll!OW !LONG DID ll'll.' 1MillDE ]FROM DAft OW 'lrlRlfOOlElR TO DAm '1l.'iIlIl!l.TA lFOJi't.MAlL Jl:DOlLlIcrWM
lP'liJJilItUSlHllElJ)? "........................................... MOl\l'rlrS

o APPRO'VED BY MANAGING DIRECfOR/BOARD
oANNOITNCED IN S'I:AFF NOTICE

o PUBUSlfIDBI>IN POLlCY MANUAL
OCOMMUNICA1'lEDTaROUGHOFFiCIAL

lBlUEFING ST~:UC'I'UlUlS
OTIlER, P_LEASE,SPEC1[F'Y:, ,," 110 •••• :»••• ..: .: ,'1I>., •••••• , •••••••••••• " ••••••••••••••••• " •••• '••••• IiI c.O.cO'., ••• oI •••••••••• ~ .

7. lIS 'Jl.'iHIE i~n1P'JWA1'liVE AC'Jl.'KONFOUd{ 1l1HIORllIJE GRO~ !1lltt A lBOO1l!roID n[llM AWO'il'llmlFlCO_fo..IDYS§
Jroucmr DOlRIGINAL 0 HYBRID

8. O'YEs 0 NO
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"' Ii.D:•• · ~.Ii.:·~.·•.•"'.~~,•."!.io": •.• io ,~~ ••• ~.~ I" •• :.~ ~"' ~~ -U "'.~.~ •. ~ ,.~ , ;,; "1!·••• ~~ 1 •• ;. " "') e•••,.u.1t .•;~'•••••

. .

10~ illOWWASTlHIIE··~Rruw.&'FliV1E·AC'rtON·.lP'OlLJICY.COMM1ON1!CATlEJl)2

o BRrelF!NG GROUPS
[] STAFF NOTICES
o COMPA1.jYNE'WSLETTER

'; ....! '.~

oHRPOUCY :OIRECl1VB IN MANUAL
Dvroeo

.... : .. ;. -. ". . .' : .' .....

·O.THER~LEASESPEcwY: IiIl: O(:..It""_~ ~;..·!'I'••~.~"'~••••• ;,I'- •• ;; , oi.~•• ~,..":~.":j11.• oi.!I'.~~~ ••• ~.·III O.•• u :•••••·~ ~.it.Ii ~lIio"4 I00I•.••• , -.

TIMfll'o1Uomung stGps have b2J!Ull ounillnned as a "pro--lfoJrnlls" li'ie£oBR))aJlllenootiomt~llB how pOnU~nirUi11mll f{ommW!imte~, sdopted ~d
immpBemeunt!l:ld. lFB~ge BI1Mijmte Whlcli, if mmty, of tbe!:le steps were l1'oU,>Wie®.by tbe ComJll2IiBY 'Wlllli· ~rill! to but»! policies.

(A) Alf[i'lIJJmfA'lrIl.Vfit
ACTION lFOU(.."Y

1.
2.

Formulation of the c6ntent of the Policy 0
ltl.'!finmg and understanding the document - getting expert
input in specialist fields 0
The gaining of l\olfanagemen~ c@!lllll'lll1itmellilt 0
The gaining of 'WGDll'I!roi\'Slll)jJ~rort through communication 0
Comm.unicating the Pollcy through appropriate mediums to
all emplo~/lnterest Groups 0
Ensuring implementation of the Policy through progress reviews,
checldists, etc 0
E~uring the effectiveness of implementation
of the Polley through Audi~ and agreed practices 0
Keeping the Policy current 0

o
o

o

3,
o
o
o4,

5.
o

6.

7.

8.

(lB) lP'lf..EMllE ASK 'lrlBflIS Q'[]JESTIQN OF Ell'fJB!}ElRt.TlME lB!lEAJD> OlF JH!UJMAN USOWClES O~.'ll'lBllE GlENlEIP'J:JL
MANAGlEIl"4MANAIGllNG DRUcrOn:
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.(C)
.~,

US'[iL1i', ll!1LlltME 'WOiUiLIDlYOU CE.kS§IDF¥.mm:. C.·OMl?ANV;
, ,I" ,,:' (--,," .. ' t,', .

oAUTOCRATIC

oPAR11CWA1'IVE
.ODlECE~SBD
oCENTRALISED· I

o !NNOVA'l'lVlE
[] CO:NSlERVA'l'IVE
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One. of Managef,f1ent's majorjunctiow. is that ptPa[icy Formulation and ltnplementation.. In the contcq1
of this report ..'Policy? is defined as a.standing decision that applies to recurring questlon3 and-problems.
'Stakeholder11s define4 as :alltheindividuals and groups who have a legitimate stake in the organ.is(J!ion.

The purpose of th~. research is.to g¢her data on approaches and praaices. adopted in Policy Formulation
and Implementation.. ..The d.atagathered will be used by the WITS Business School for Research purposes.

The ~e if ldrm tlJt4t l1!llliJziO!lM.f.liWllil ~~.d 111ill be m:moo (JJ.rt;wmr~ IJ1J!4,I}/ ~ will ()fiP~!.be
mf,S9ed. iw, Kl!1&~~ .

CAn VVlHllEU l!lIlEAJD) OJFlFiClE KSWCA1'm:llJI : ; ..

01$1., 500 0 501.,1 000 01001 .,2 000 02001 +

TIflIl'JE OF l!NJJ)\lJS'1l1tl': D,MANUFACTURING 0 RETAIL/WHOLESAl.,E 0AUTO
G FINANClAL SlEflVICES 0HOTEL/LEISUREjSERVICE

oMINING
GOTHER

··0PUBUC QUOTED CO:rvwANY

Ol'lUVATE COMPAJ.'1Y .
o l?U]3UC NON·QlJOTE]) COMPANY
oOTHER

1.
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(a) ~To·Managers:· .: ., <1 •• .." • .: " ': <J." .

••• " ......................................................•• , "~ ••.•• " I1.•• :a" •• ,, •• o•••••• .,jo •••••••••••••••••••••••• " ••••••••••• ~ ••••••••••• " ••••• .,." ••••••••••• ,.;•••••••• ,." .••.••••••••

(b) To Staff: ••••••••• " ••••••••• _ _ •••••••••• ~...., ~ t.- •••••• ., •••••••• '1' •••• , , •••••••.•••••• "' ••............. · :a~ "" •• Ij: ••• ~II •

............ " •••• ~ •••••••• _ •• ~ ••••• ~~.,; Il ••• " " " , ·." •••.••••••••••• 111 ••••••

o DIlRECtORS DMANAGE:MENf 0 SUPERVISORS (] GlENlERAL STAFF

OTHER, PLEASE SPECIFY (eg, TRADE UNIOl'1):

••••••••••• ..o<J •• ~P •••••.• , ••••••• s:.. ••••• iHI (I.; •••.............................. " ••••••••••••.••••••••• ., 0" .

· "' i •••••••........ " " •••••••• 0; " •••• f' ,; ••••• " •••••••••.••••• , •••••

• , ,,, •••••• _ _ _ " (.,; •. , fI ••••• io· ••••••••••••• " a jj •• " •••••• Il • .; •••• (.40 ..

............................... io •• ! o ••••••••••• , " ••••••••••• ~ ••••••• j ••••••..... " 0 ••••••• 10•••••• " •••••••••• " .

1. DYES DNO

oFORMAL P()UCY IN HUJ.\IlAN ]RESOURCE POllCY MANUAL

oFORMAL WRITfEN BUT "UNPUBLISHED" POLICY
DLETIER TO STAFF

ou:NwruTrnN POLICY

o PART OF MEDICAL AID AGJREEMENT



1.'

3. (A). wao OlF .mJE lFOUO'WllNG YOlu CONSmEllf'iI'Q WEST.AKIElBlOLDJEltS lIN
TiBll& ]FQJJll\IWlLA'lr1!ON/lfl.WlFJLEMllEN'll'A'lrl!ONOlFAfiI' AlIDS POUOl?

(lEI) eo ..OlF. .'lr1BiE.. ]FOlLLOWING mq. CON.~UL1J 'lI'llIDE
lFONMlUlLATIQN/HMIPlLiEMlENlI'ATION OlF'IlOl(m.COMPANJ'lft -;liP' i'·"urn

(C)

MEDlfCALAID ADMINiSTRATORS

n
0'
o
o
Q
o
o
o
o
D

o
o
o

··0
·····0
o
o
o
[]
o

o
o
o
o
o
o
n
D
D
o

DIRECTORS
HR MANAGEMENTjDEPARTMENT
LINE MANAGEMENT
GENERAL STAFF,.';
1RADEUNroN
OUTSIDE SPECIALIST CONSULTANT
PENSION FUND BROKERS/ADMINISTRATORS

COMMUNITIES WHERE EMPLOYEES RESIOe
STATE

oDIRECTORS' PER.CEIVED NEED
[] AN EMPLOYEE CON'rRACTED AIDS PREcIpITATING PRF...sstJRE ON·THlE COMPANY
oHR DEPARTMENT BELIEVED COMPANYN"EEDED APOLICY
o EXCLUSIONS PlACED-ON MEDICAL AID SENEFlTS
o POTEl'lTIAL BENEFIT FUND LlABn.mES, ie DEATH AND DlSABIUty FUNDS

OTHER, PLEASE SpEcIFY:· .:" "_ ..".•..~:,_: " ., ~ ,. , · i

5. iRfO~ WNG DlD .rr TAD ..mOM[ DAN·. OlF' ·'ll'ruOOll1:t'lro ll)A'lriZ 'lI'lBW"rt' fa lFlCl~ lFiOUCY WA,S
IFUlBllLlfSOOJD)'(· ,..: ; ,..................... .MO~rS

.....,
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¢

Refuling and understanding the document by getting
expert inputin specialist fields
G~ Management commitment, '

" 'I

Consulting ltey stakeholders prior to]'inallsatibn
Gaining o{l7JOdter support thr01~ cottUnunication
Ens~t'lg implemerltation 6 the policy through;
progress reviews, checldists, etc
Ensuring effectiveneas. (!f implementation tbrcugh
policy aud,its
','Has a,lly~ds l,\wareness, training been done?
Is PQUCY kept current t):l,ll'ough regular reviewA?

':6·"
o
'0
0,

o
o
"0"
o

7, HOW lDlHli)'lI'lH!E COMllPA1\'W jiJ)llITE~ 'lmAT TlH!lE RlWJPt1EMEWTATION OF 'lI'E!lE AIDS MUCW WAS
COMlP'lLl&'lriE? \\

o APPROVEDBYlV~AGlNG DIRECTOR/aOAR.D
oANNOUN~O IN STAFF.~OTICE

.!-t

DF'OBtISHED IN FOLlC"{ MANUAL, , . .... ' .........•... ,

OCOMMtTNtCATED1HROUGItOFFlCIAL
. BR1EFING smuC!'URES

$." •••••••••• " ~ •• ~,,"."'.~.~ io iIi•••• o: ••••• It" 'II ":". ~. iii." .',."",, •• ,,~ 11 ' oil •••••••••••••• .i. (:. "II_ .. _ .. .: •• ~,;; ,.'.~ ;"" •• ;,~ •.. ".~. "' a: itV ' ,I •• " .,.~ '~,. ,~ •• ~

....... ' t. ~ !'•••••• ,' ••• , >t •••• t:.io:.11 l,jt • ., ., •• "'•• , " " "." '••••••••• ot •••• , " ••• • o _•.•••••• "."lItil •••• tr·••••••••

oBRIEFJ!NG GROITP§
oSTAPF NOTICES ,
o COl\l1PANY NEwSLlETl'E~/JOURNALs "
oHR POLiCY nmEC1i'IVR IN MANUAL
oVIDEO

OTIlER, PLEAS:E:', 'S1t_)~~CIFY':•••; iJl; ",."'.,;.", ••• ,•••••• .,. ~ ".;.' ••• ot.,j •• ~ ••••••••• ' 'h ••,,'.••••••'11 •••••••••••••••••••••••••••••••• ,lIfa.' •••••••• " ,." .

9.

10. DYES qNO
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