which is true to a point, but they forget that the company doesn’t have an existence apart
from its customers."! While this customer-focussed approach appeared to meet the approval |
of most in management, it prompted renewed suspicions on the part of thc unionists. Some
feared the entire TPQ programme was sbout to be scotched for a more traditional and
adversarial approach to industrial relations. At the time of the changeover, for example, two
senior Ppwawu unionists approached Leon Cohen, asking him why he had appointed "such
a conservative" to replace him. "There seemed to be a clear perception on the part of the
union that he was a conservative," he said.” James Smith acknowledged there were tensions
in this respect at the time: "The transition wasn’t entirely smooth because of difficulties in
adjusting from one.style to another. Rob Cohen also haé a feel for industrial .relations and is
sympathetic to the kinds of changes that have taken place over the past few years, but he is
more inclined towards confronting the unions, and is less driven by human processes than

Leon was, and more focussed on the customer,"”

Rob Cohen himself, however, saw no confradiction between the two, and argued that an
approach making the customer the primary stakeholdet had to be premised on sound industria}.
and human relations, and did not necessarily imply a downgrading of the priority placed on
employees. "The role of management is {0 look after employees - and I don’t mean that in
a paternalistic sense - but we have to ensure that people are motivated and happy because only
if our people are motivated and happy are they going to worry about the customer and look
after the customer. The customer finds out pretty qﬁcﬂy if there's & bad vibe in the
organisation because it comes through in bad service and bad attitude."” Interviewed a year
after taking over as CEQ, be arpued that as a result of the restructuring process, relations with

the unions had remained on a strong footing. "In fact it's been strengthened because we’ve
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wotked through issues together. While we don’t have an intellectual mode}l which explaing
it or even an agreed process, the reality on the ground is that there is co-determination taking
piace. We can’t put up a new plant withoui discussing it with the unions, we can’t bring in
outside cunsultants who are helping us re-engineer the wiole business without discussing it
with the unions, and getting their agreement to participate in it. If they boycotit it, or blackball
it, it won't happen, So practically, and pragmatically, co-determination in many zreas is a fact

of our existence,"

A related point was that restructuring also had the effect of making negotiations between
management and the unions less diffuse thatt before, and this tended to strengthen the umion’s
position, or at least its potential, while at the same time making it easier and less time
consuming for management to gain and maintain union agreement on any issue. As Payne put
it in late 1996: "Hor a long time the unions have been campaigning for industry and company
level bargaining, and at PG Bison their task was facilitated by the fact that they were now
dealing with a single business entity rather than three businesses broken up into semi-
antonomous SBUs, and this has made it easier for both the company and the union to
negotiate. 1t could be said that participation - in this sense - has been strengthened even
though most aspecis of the previous participative programme have declined and are no longer

in operation in most of the SBUs. "%

Rob Cohen acknowledged that aspects of the TPQ programme had been ignored in the two
years after restructuring started, but said this was partly becanse management’s energy went
into getting the new structure to function effectively, and that this did not mean that the aims

of TPQ had been abandoned. "What we achieved through TPQ more than anything else was
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a value system. While I agree that the first stage needed to focus on values, and needed to put
people under enough pressure and pain for them to change their behaviour, it placed too much

emphasis on values and too little on output. We didn't follow through enough with the hard
issues and we were therefore wesk on the productivity component involved in its initial
conception, and now we’re sﬁoﬁgér in this area. The underlying values are still there, and [
wouldn't say the programme has been sidelined, but it has Iost emphasis over the last two
years because we've been going through a dramatic restructuring and have been trying to get
management info place and redirect the business. As a result TPQ wasn’t high enough on
everyone’s priority list with what we were trying to achieve. The real issue was keepisig the
bﬁsiness going and satisfying the market, and everyone was running to stand ssll.
Philosophically we haven’t changed but the gap between concept and practice has widened.
We were frail blazing and innovative at first, but we haven’t followed through, and 0¥1.r
practice has fallenn way behind, We've done far more in terms of participation than most
companies, but if you ask me whether I am safisfied, the answer is no. There’s certainly a

need for better communication and more participation from the workforce."”

At the time he said he envisaged new forms of participation developing in the second half of
the decade: in-a-group-type workm structures which prioriiised production, marketing and
overall performance rather than complaints; 2 revitalised National Forum which involved co-
determination on production and investment decisions; an affirmative action programme and,
eventually, worker representation on the company’s board, "I would like to see three or four
non-executive directars representing the workforce, and I feel quite strongly that those should
represent everyone - following the German model - and not jﬁst the unionised workforce. It

has to be a system which will represent every worker in this organisation, and by worker 1
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mean everyone who I8 not an executive director, or certainly below a certain level of
management, I think this would be a very positive move. However, I think that having worker
representation on the executive management board is more difficult - and the Germans don’t
have that either - because there’s an inberent conflict of interest there, and you don’t want
every management meeting ending up in a conflict between management and workers."* But
Te insisted PG Bison would resist drawing whelesale from German, Japanese or other models
of co-determination, and that the business had to be aware of the relationship between the
achievement of political demands and the desire for the achievement of economic ambitions
among the black workforce, when drawing up its participative programmes. "I don’t think any
other country’s model is necessarily going to be applicable in this country because of the

racial issue."*®

While the one business programme was still being absorbed, PG Bison infroduced a new
initiative aimed at improving customer focus, productivity, cost management and employee
relations. An external managerial consultancy® was retained and once again, the business
was put through a serics of seminars, workshops and questionnaires before the *Tkwezi’®
programﬁe was jntroduced, involving, among other things, the introduction of *Team Rooms’
for enhancing employee participation within each business site. The literacy and training
programmes wete also strengthened and joint management -shop steward structures were
introduced at both national and site levels. But, as is discussed below, most aspects of Rob
Cohen’s vision were either not put into place effectively, or were only partially implemented,
and there was a general decline in the momentum of participation, Along with this, though
certainly not solely related to it, there was also a marked decline the success of the business

as a whole.®
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11.4 EMPLOYEE PARTICIPATION SINCE RESTRUCTURING

n the period between 1992 and 1996, the emphasis in employee participation shifted from
direct forms such as the in-a-groups, to indirect, power-centred forms, with nationsl
restructuring forum representing the high point.®® This did not imply a total demise of
previous progeammes, with in-a-groups, s3U leadership structures and LEAP surviving or
being revived in some SBUs, while the National Forum was temporarily resurrected and
ccmplemented by national meetings between senior managers and shopstewards and related
site-level stuctures, It is worth looking at these elements of the cofnpany’s participative
programme after restructuring and touching on other aspects which have undergone substantial
revision such as the.approach to affirmative action and the Corporate Sucial Investment

programme.
11.4.1 The National Forum and other leadership structires

Throughout 1993 the National Forum was suspended by the unions, initially as a response to
the smnouncement that PG Bison was planning the one busines;s initiative, and subsequently
bezause negotiations around restructuring replaced the more general and consensus-oriented
focus of the National Forum. The structure used during this period was called the "PG Bison
Restruchiring Forum” and involved management negotiating with Ppwawu and Uwusa (while
separate negotiations were held with Numsa at the Alrode factory), with the agenda limited
to issues directly relating to tlie proposal to merge the three compenies into one.* The
Forum in its original form was revived in 1994 - but with increased powers because of

strengthened position of the unions, the unitary structure of the company, and the agreement
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that issues such as job grading should be added to its remit. But it took eight months from
the fime of agreement on restructuring before it met again. At the June 1994 National Forum
it was agreed that the Fornm was a management-union negotiating body - & term which had
not previously been applied to it - though management confinued to press for proposals to
include non-union members in forum leadership teams at site level®, but the issue was not
resolved to management’s satisfaction.’® In the Angust 1994 National Forum, much of the
focus was oz the introdﬁction of skill-based grading rather than the previous system of job-
based grading which the unions opposed, with the new system being accepted by management

(which was introduced in 1995).5

" Thereafter, and until October 1996%, the National Forum remained dormant because neither
mapagement nor the unions motivated for its continuation, which réﬂected both the
weaknesses and pre-occupations of both parties, and the fact that alternative negotiating
siryctures were being established. The most important was the facility for quarterly national
meetings between full-time shop siewards and the management executive, and related
structures af site level (between site management and shopstewards) - innovations initiated by
the unioﬁs despite their opposition to Christo Nel’s similar scheme five years earlier (which,
ironically, had been the cause of the breakdown of TPQ and of the National Forum’s birth),
The national structure, introduced in 1995, has had some success, at least in terms of mecting
with some dsgree of regularity® and in allowing parties to air ideas «od grievances, but it
has not met management's expectations in contributing to the company’s performance goals,
planning and vision. As Paype put it in late 1996: "It has become hamstrung through being

 a gripe session where union issues, which can be dealt with elsewhere, are brought up to this
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level for hopeful resolution. There is little in the way of company vision development or

grand planning, but rather a shopping list approach from both sides."™

The stractures at site levels appear to have had mixed success, with some sites maintaining
considerable enthusiasm while in other cuses this innovation has beén met with apathy and
even implicit resistance from management and unionists. The idea behind this initiative was
that it would replacé the old SBU TPQ leadership committees, and be established at every
factory and distributiont cutlet in the company, with the aim of meeting on a monthly basis.
While most sites apizear to have made some effort in this regard, at the tirﬁe of writing there
were stifl outlets without such structures. Accordiﬁg to Payne: "The functioning ~¥ this form
of participative forum is really dependent on management and union interest, which, in
practice, has varied tremendously around the country. Some sites meet almost on & monthly
basis; others try to ignore the structure and instead use one-to-one contact, “if there is a
problem’, as they put it.""

Finally it is worth noting that from the time of the publication of the draft Labour Relations
Bill, senior management have shown considerable enthusiasm for the idea of workplace
forums, and at the time of writing wete pushing for faster movement in introducing this

facility than Ppwawu was prepared to accept.™

11.4.2 In-A-Groups and Team Room Groups

The in-a-groups showed signs of decline from late 1992 onwards at most of the SBUs, and
this became even more marked after the merger was announced in early 1993, According to

the July 1993 Ppwawu-commissioned SWOP report, in most SBUSs in-a-groups "never really
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functioned effectively™, though it acknowledges that where they did exist, "workers used
* the groups as a way of channelling work related grievances to management."™ In some
SBUs where this did not happen worker. became frustrated and théy collapsed, while in others
management was responsible for closing them down. According o the report, by mid-1993
the programme had “collapsed almost completely” at all SBUs with the exception of the
Laminates factory at Alrode.” But according to menagement, this perception was off the
mark and, indeed, a 1994 article on PG Bison by the SWOP report authors was less emphatic
in this regard, noting that, "on the whole *In-a-Groups’ do not meet as they sho.uld nor do

they deal with matters as intended."™

Maxine Hart, who coordinated the groups, said that about 70 percent of all sites within the
company had in-a~-groups in one form or another in early 1993, though she acknowledged that
at several sites these involved no more than information conduits for management”, While
accepting the union perspective that one of their prime roles was to channel day to day
employee grievances and problems, she said they had lost other dimensions of their initial
purpose and definjtion. “There emerged a range of meanings about what in-a-groups were.
People applied their own meanings, with the result thet there’s a lack of comsistency
group-wise when it is said, *we’re having an in-a-group’. When there's a management meeting
some say, ‘we’re having an in-a-group’ or where there’s a coordination meeting between
different sections in the ﬁrganisation, they say, *we’re hav g an in-a-group’. Some cali
in-a-groups shopfloor groups. The term means different things across the company. What we
in the head office say is that an in-a-group 1s a functional area on the shop-floor level. People
working in the despatch area are an in-a-gromp. People working on a press are an

in-a-group."” Through the course of 1993 Hart said the situation had further deteriorated,
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to the point where, by early 1994, they ceased to be a central element of PG Bison’s
operation. "In most SBUs they’'re not working. They inight have communications meetings
and there are pockets of gmﬁne in-a-groups in Pietermaritzburg, Alrode and Durban but there
are none in Piet Retief, Cape Town or Stellenbosch and at Boksburg they just have meetings
which they call in-a-groups, but in reality they’re nothing of the sort according to the original,
participatory definition."™ In February 1995 CEO Rob (chen said that most of the sites
which had initially established in-a-groups, continued to maintain them, but that as a result
of the restructuring there had been a "hold up" in the further implemeitation of these

struchures, and that the whole process had lost its impetus.®

One reason for this loss of focus and momentum was the upheaval of restructuring, but that
there was also a deeper rooted problem within the company generally, and some of the SBUs
specifically, relating to manaperial power structures which proved difficult to challenge
successfully. The aim of establishing horizontal lines of communication, and ultimately
company decision making, was contradicted by the hierarchical structure within each of the
three businesses, and particularly within each of the eight SBUs, This mieant that, in several
cases, thefe were vested interests against encouraging innovations which would lead to a
reduction of managerial power and manpower. As Hart put it; "One of the reasons for the
failure of the in-a-groups in most SBUs is that despite the stated intention to flatten
managerial structures, this did not happen. The managerial hierarchies are too deep - there are
too many levels of control, and there has therefore been very little genuine empowerment,
with the result that where groups exist they function to provide information, and in this way

allow some participation, but mostly they do not provide a channel for employess problems



and suggestions, let alone empower them to make decisions about the business and to

contribute to its success, which was their original function."®

Reaching a similar conclusicn from a different perspeetive, Rob Cohen said the problems
arose from an initial lack of clarity about their function. This meant there was no single model
on which they were based, leading to a variety of different forms emerging, and he made it
clear his own preference was for performance-oriented groups along Japanese and US quality
circle lines. "We went in without having a very clear vision of what we wanted them to
achieve or the mechanisms to structure them. As a result a whole range of different in-a-group
processes grew up but there was never a very clear intellectual model of what we expected,
so we still find that many of the in-a-groups don’t understand their funchon, They think it’s
just a bitch session to moan about relationships and hygiene factors, whereas if in-a-groups
" are going to work, they’ve got to be more focussed on the TQM model, which sajs, *what
are we here for?, and the amswer is that the only reason we exist is to satisfy the

customer."

11.4.3 Emplovee education and training

Because of the npheaval of the one business initiative, the LEAP programme lost momentum.
and by the begimning of 1994 the number of workers involved in classes had fallen to 300%,
though according to training and development coordinator James Dingalo, in early 1994
cla_ssés were siill operational at Alrode, Piet T:-uef and Pietermaritzburg.® The SWOP report
stated that LEAP was the only element of TPQ still in existence in some of the SBUs, though

it noted that in mt least one site liferacy class had been unilaterally suspended by
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management,* A.subsequent article by its MOIS concluded: "the literacy programme has
so far had limited success."® At the time, the People Development Coordinator, Joan Lurie,
explained these setbacks in ferms of the disruption caused to all participative programmes by
the merger: “We’ve been set hack by restructuring, partly because it has not been treated as
a priority but also because ¢ ‘e of the workers involved in Lteracy classes left the company
as a result of the reduﬁdancy package. In some areas we've had to start from scratch
again,"*” Hart added that the uncertainty and resulting fear among managers and workers was
aiso a cause. "People were panic stricken in their jobs, so that occupied most of the yeur, and
programmes like literacy fizzled out a bit. People put a stop on everything, saying, *what’s

the point of carrying on if we're going to lose our jobs,” so things stipped in all respects,"®

However, in 1994, once the initial étages of restructuring had been implemented, there was
a concerted antempt at emphasising the literacy programme, and the unions and management
agreed on an ambitious target of ensuring that all PG Bison employees were fully literate by
the end of 1996.% In 1994 training staff conducted assessments throughovt PG Bison to
determine the demand and need for Hteracy courses. The programme -3 . developed by an
independent education consultancy™ and the classes conducted by employees themselves,
who were trained fo feach their colleagues. The programme’s scope®’ was expanded fo
include mother tongue literacy in Zulu, Sotho and Xhosa as well as basic, conversational and
advanced English and Zulu courses (the latter aimed at management, but available fo any non-
Zulu speakers).” After this the LEAP Adult Basic Education programme was further
expanded, with the retention ot full-time staff in most regions, and there were attempts to

draw a closer relation between LEAP and other aspects of the company’s traiaing

programme.”
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A new "broadband’ skills grading system was iniroduced in 1995 fo replace ihe old system
of job-based grading. It involved bamds defined by the skills required to carry ow
responsibilities, ra-ther than the tasks performed and contained greater emphasis on training
and development programmes to provide employees with the skills required for their levels.
Thé company recoguised this necessitated long-term planning for training, in order to allow
employees to "plot their career development”, and to determine the skills they would require
to meet this.** Partly as a result of this change, it introduced a computerised system of
a__ssessing the skills and training needs of employees. Leon Cohen said this system was part
of an "integrated people devejopment programme" first developed at Coca Cola in the US.
. "Every person in the organisation is in this system, and their position is known, their job is
known, and they are evaluated on a quarterly b_asis, against specific performance goals and
as part of an empowerment programme. Then their position and potential wountd have been
noted and their weaknesses defined, and then you design your training prdgramme according
to that specific need, and this would be implemented by the Human Resources department on
the ground. That person’s firure would be determined, the structure weuld be visible, and
theijr ability to develop would be encouraged through the system itself,"* This assisted the
company ix integrating its literacy and training functions, and in providing more ditected site-
based skills training for unskilled workers, as well as Technicon training for skilled workers

and & stronger management frainivg programme, aimed at junior and middle managers.”

11.4.5 Communication and Information Sharing

One of the m st substantial effects of the restructuring negotiations was to create a more open

climate between management and the unions, As discussed in 11.2 above, both Ppwawu and
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the SWOP team praised the company for its willingness to supply all informmation about the
business required by e union during their investigation into redundancies.” The SWOP
- report noted that researchers were granted the access they required and that managerent
represen_tatives interviewed "were very cooperative in answering our questions and giving
detailed information on all aspects of the factories and distribution centres,"”® And in a
subsequent article, the authors said PG Bison’s approach to information sharing was crucial
to the success of the redundancy agreement. "The unjon’s power stemmev ﬁot only from its
strong organisation, but also frorn the opportunity to make its own assessment of
rﬁanagement’s proposals. ... (T)he process involved full disclosure of company information.
In the past, unions have tended to .demand full financial disclosure when challenging
-retrenchments, In this case FPWAWU demandey » much broader knowledge of the company’s
position and management’s thinking. ... The process demonsirated that management can
benefit from a unfon assessment of the company’s performance, precisely because it offars
a different perspective on the firm."” The immediate result was that the flow of information
between the company and the union increased, with management more ready to open its books
to the unions and the unions more ready to offer proposals and enter discussions about aspects
of the business. The effect was that a climate of trust was created at the time which made

negotiations around issues of substance, such as job grading, easier to conduct.

Aside from this dimension of information sharing, the compeny was also changing its own
methods of communicating to the managements of the different sites and to employees more
generally, In late 1994 it begen intreducing & computerised information system throﬁghout the
organisation, with the aim of creating "an environment where vital information is avaﬂable

at the touch of a key and communication with colleagues on the other side of country will be
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via electronic rﬁessages ... flashing from one computer to another."'% While computers had
played an increasing part in the company’s operaﬁoﬁs since its formation in 1986, this
innovation represented a sigaiﬁcant step in terms of expanding the parameters of the
company’s computer operations, particularly regarding the distribution of information about
the business. It involved creating local and *wide® area netwotks fo allow the immediate
transfer of information and mess#ges, the introduction of a uniform electronic mail system to
aid communication and provide access to the Internef, to create an integrated distribution
system, a new sales base and, later, 2 "National Information Repository’ which would provide
& "comprehensive PG Bison knowledge base".'' While the prime aim was to improve
m}erall performance, it was envisaged that it would have a spin-off in improving access to
infoi:mation about the company, and to make this available to all employees through the
participatory structures, As mentioned above, this system, which came into operation in 1995,
hed implications for the asscssment of training needs, and according to Rob Cohen, it also had

a "direct link with the in-a-group processes",'®

11.4.6 Affirmative Action

When Rob Cohen took over in 1994, he recognised the slow pace of black advancement
within management as the weakest link in the company’s human resources chain, and moved
away from the colour blind stance of his predecessor by ending the embargo on external
recruitment'™ and prioritising training. The definition of affirmative action covered "all
groups that historically have been at a disadvantage in South African society. This includes
people who have been discriminated against by apartheid laws (such as the African, Asian and

Coloured populations) and those who have suffered informal discrimination such as women
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or the physically disabled."™ Cohen said affirmative action. for women was also a priority.
"The company feels that women should make up a greater proportion of our overall workforce
than they do at present, and particularly in management. After ali they comprist more than
half the population."’™ He stressed the weaknesses in the previous approach. "Practically,
we’ve done very little .mtll recently - we haven’t had active recruifing and we haven’t been
puiting trainees into the business. There has been some attempt at affirmative action internaily’
but we were handicapped by our past recruitment practices, where we employed the first body
 at the gate, soin terms of people with real potential, it really wasn’t easy, but wﬁhout making

any excuses, we’ve done cloge to nothing sbout affirmative action."'%

Over the previous three years there had _been a gradual incresse in the number of black people
employed in middie management, but no black executive directors and 10 programme to shift
the racial quota of senior managemént at a more ranid rate. This began to change after 1995.
The company advertised internally for wage earning employees to apply for management
training positions and started a campaign to attract black management trainees from cutside -
the company. They would be provided with two years of "on-the-job" training in various
aspects of the business befors being appointed to senior managerial positions, There was also
a drive to recruit more experienced black employees in managerial categories.!” These
external dimensions were seen as the priority. As Cohen put it: "We’ve had a freeze on
outside recruitment but there is a real need for it. My view on affirmative action is that the
only way you can reafly make it happen is to go owt and head hun: a few top-level people,
if you can find them, and then it will stert happening natwally".'" He emphasised this
would be organised from the head office and not be left to the SBU leaders alone, as had

happened previously. "The practical reality is that people tend to employ people that are
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sirpilar to themselves because they feel more comfortable about it. People would say, "well
I'll try", and then do mﬁu‘ng, 50 nbw we say, "you haven’t iried hard enough, keep
trying,"* He acknowledged that the difficulty with this approach was that there was sich
as shortage of potential black recruits with *hands-on’ experience in the managerial side of
the business world, "There might be people with academic qualifications but in terms of
experience, most haven’t had the opportunity, so if you want an experiented engineer or
- accountant, and you want an affirmative action appointment, then you have to say we're going
to provide the experience here, and support it. But if you're going to say, 'I need 10 years
experience as a financial manager,” you're not going to have anyone, so you have to change
your criteria. You just have to take a different approach without necessarily having to drop
your standards - which is to say, "this person is going to need more support for the first two
years of their job than would otherwise be the case."'® Despite this commitment, progress
i termg of these priorities wés not impressive. By late 19%6 there wrs still no official
company afffrmative action programme, though managerial meetings on the issue had been
held, and the new HR Executive Director, James Moaluse, had conducted various
*sensitisation’ exercises for management, aimed at winning support for the policy. However,
while this was ﬁappening, other compaﬁes were moving faster in their black recruitment
drives, with the result that there was a trickle of resignations by PG Bison’s senior black
employees, some due to poaching® from competitors and others citing lack of recognition’
as a reason for leaving.’"! In October 1996 there were 19 black managers (from junior level
upwards'?) out of a total of 230, and only wo of these were classified as senior
menagers'® - both of them in Human Resources fimetions, with enly one holding an

executive director’s portfolio.
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11.4.7 Cayporate Social Investment

PG Bison’s approach to corporate social investment (or external community support) was
altered after 1992, and was included as a dimension of the company’s participative processes.
In 1993 the PG Foundation was dismantled, and from then on each of PGSI's divisions
handled their own ﬁrogrammgs. In April 1993 Murphy Morobe we+ appointed Manager;
Corporate Social Investment, with the task of ailocating national level funds and coordinating
regional projects'™, though at the time he said it took several months before this was
implemented, "This is not a2 major commitment by PG Bison yet - last year only half a million
was speﬁt, which is a tiny amount, but I took on this portfolio with a view to restructuring
it, increasing the finaneial commitment to it and moving towards greater autonomy at the SBU
level on the lines apreed at the October 1992 National Forum.""* After his March 1994
resignation this commitment was taken up by his suecessor, Kotli Molise, who said the goal
of the new Community Involvement Programme was to assist "disadvantaged communities
with resources and skills to ineet their needs."'** She sa1d the old approach involved no
systematic programme and that donations were made on an ad hoe basis, depending on which
charities requested help, Following the 1992 National Forum decisions in this area, the new
approach required PG Bison to consult workers and communities requiring or requesting
assistance,"¥? "It is the commmumities themselves who should tell us what their needs are. PG
Bison is a community that operates within communities, and the aim of our Community
In.wlvement programme is fo get our own employees involved in their communities."’®
Community Involvement Commiitees were soon established at several sites, and were
allocated budgets for their community projects. These committees, which comprised

management, union and non-unionised employee representatives, were responsible for
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identifying viahle projects within the communities where employees lived, and to decide

whether and how these could be supported.!”

11.4.9 Participative Incentive Schemes

Despite Rob Cohen’s enthusiasm for the hard’ aspects of participation (fe, those relating
directly to performance), there was liitle concrete development in this area, particularly
regarding material incentives for employes ' worker directors. In 1995 Cohen had spoken
about the futl.rre appointment of non-executive worker directors'?, but by early 1996 none
had been appointed, and there had been no introduction of Esops, although, at the ﬁme, a
"“long term incentive scheme" was being negotiated with the unions. However in
management’s view the problems raised in these negotiations would be difficult to resolve,
because, as one manager put it, "both parties are coming to the issue from a fundamentally
different philosophical base, with management pushing for an individnal or team productivity-

Tinked bonus system and the unions wanting = fotal company-based profitability scheme."'!
11.5 CONCLUSION

The overall impression of participative management at PG Bison after restructuring, is one
involving a downward trajectory of commitment. Despite the fact that in some areas
participation was strengthened - particularly regarding national level leadership structures -
the programme lacked its previous cohesion, sense of direction and momuntum. Some of the
reasons for this have been discussed: the lack of focus as & result of the restructuring process;

the retirement of Leon Cohen and the displacement of TPQ staff; the weaknesses within the
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main trade union and the depm of influential union officials and the managerial view that

. the *soft’ aspects of TPQ were no longer relevant now that the "whole country is TPQ", as

one manager put it'2. Another dimension of this decline was that in many respects too

many externally-derived programmes had been imposed on management and tﬁe business as

a whole, too quickly. TPQ was swamped by the *One Business’ restructuring programme, |
uﬂ:uch, before it could settle, was soon followed by the Ikwez programme. Eﬁch inifiative

threw up dust within the orgatisation and there was an element of *initiative fatigne® within

the business which had the effect of dissipating energies and commitment in this direction.
This affected the. level of employee participation within the company, and also the
performance of the business as a whole. There were other reasons for the ciec]ine in
performance'® including far more difficult and competitive trading conditions, inconsistency
in marketing strategy, deterioration of machinery, insufficient new investment in productive
capacity (partly because of the decline in the Rand and the cost of new investments). But the
loss of direction and clear leadership within the organisation cannot be discounted as
important contributing factors, with the decline in the impetus for participation being related
to this. As one senior manager within PG Bison’s parent company, PGSI, put it: "For a
company to succeed, it needs a clear vision. The establishﬁaent of strong participative
structures throughout the company represented one vision for the company, but this has not
been strengthened or replaced by a clear alternative vision, so aspects of vision of the past
remain but have become clouded and uncertain. It’s a bit like in politics where sometimes its
worse to reform a little bit, than not to reform at all."™* Partly as a resuit of these problems,
in early 1997 Rob Cohen and the company’s board came to a decision that he would stand

down as CEQ,
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CHAPTER TWELVE

THE IMPACT OF PARTICIPATIVE MANAGEMENT AT PG BISON; AN
ASSESSMENT

12.1 INTRODUCTION

Having examined the component parts of TPQ before and after restructuring, it is necessary
to congider how the programme worked in practice - its impact on the business units and on
the lives of employees. This is approached both by examining its implementation at each of
the SBUs, and assessing the opi'nions of the programme held by fnanagers, workers and trades

rhions,

There were marked regional and divisional differences in the ﬁay management and workers
responded to the imperatives of TPQ. These were influenced by factors such as the political
ethos in the area, the size of the site, and its proximity to the head office, as well as the
enthusiasm or otherwise of the senior management involved. Those factories closest to the
head office - Alrode and Boksburg - moved quickest in implementing the programme, though
the conservatism of many managers at the two Boksburg factories impeded the process there.
This problem was even more marked in the CP stronghold of Piet Retief, where the rightwing
attitudes of managers, combined with the physical distance from the head oﬂice; meant that
the tmplementation of TPQ was piecemeal and slow. The two other factories, Stelleabosch
and Pletermaritzburg were both affected by the peculiarities of the composition of their
workforces. At Pietermaritzburg the process was initially slower because of the political

tensions related to the conflict between Inkatha/Uwuss and the UDEF/ANC/Cosatu in the area,



fh.ough this subsequertly played an embiguous role in promoting the propramme. At
Stellenbosch the predeminantly coloured workforce was only unionised in late 1988 - a factor
- which affected the aftitudes of both management and workers, A sixth factory, Plyproducts
in Natal, had a brief spell within the PG Bison fold before being closed and therefore had
fairly limited exposure to the major aspects of the programme. TPQ was only hﬁplemented
within PG Wood in early 1989. In some respects the process was more difficult than in the
fa_ctorieé because of the mumber of sites involved, the smaller number of employees in each
of them and their geopraphical spread. There was a considerable variation, from region to
region and branch to branch, in the way in which TPQ was implemented in these distribution
sites - with the Cape beiﬁg the most successful, and Watal the least. Some branches of Timber

City as well as Perinypinchers were more recent acquisitions and less fully integrated into the

process.
12.2 ALRODE AND PIET EF

While each of the SBUs is discussed below, two are fucussed on in particular; Alrode
(formerly Laminate Industries) and Piet Retief, because they provide the greatest contrast in
terms of the success of participative management at PG Bison, with Alrode being widely cited
by management and to a lesser extent by the unions as the company’s primary success story

in terins of participation, and Piet Retief as the prime failure.

12.2.1 Alrode
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TPQ was first launched at Laminate Industries near Alberion, and the experience there served
as a pilot study for the rest of the company. There were several reasons why this factory was
chosen as the most appropriate SBU for initiating the programme, and why it continued to be
the site of TPQ’s most impressive re;ults. Partly because of the area it was situated in, the
management tended to be drawn from Johannesburg and wete generally less conservative than,
for exampile, at Piet Retief. Senior management in particular were more enthusiastic about the
programme than their counterparts in most other divisions, with the MD at the time, Stuart
Wood, factory manager Lawrie Wishart, director Andrew Gilbert, end human resources
manager Andre Michaux, among others, playing a decisive role in ensuring that TPQ was
implementéd. Also significant was the fact that it was organised by Numsa, which at fhat
stage was less hostile to the programme than Ppwawu. And before initiating TPQ in late 1987
management had extensive discugsions with shop stewards and with the union, and received
1 reaction Michaux described as "generally positive, with some suspicions, but definitely not
antagoﬁistic“l, a view confinmed by the then senior shop steward, Raymoend Santos, who said:
"Most of the workers were happy with the process when it started." Another factor was that
the factory’s close proximity to the PG Bison head office allowed the TPQ team easier access
tﬁan some of the sites further afield. This meant they had more time to work with
conservative elements in management, and to ensure that key aspects of the programme like

the value-sharing workshops and the in-a-groups, were working effectively.

But this does not mean the process was entirely smooth at Alrode, nor that there was universal
management support for TPQ, despite the uncomplicatedly positive picture presented by some
in senior management. In 1991 the then-MD Stuart Wood said that “most white managers

responded pretty well” to the non-racial value system of TPQ, and had developed a "good
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understanding" about what TPQ was irying to achieve. Between 1988 and 1991 "a solid
foundation of trust" was built, aided by the fact that managers recruited from outside the
company were first assessed to see if they had the right values, "Differences now don’t
necessarily lead to an antagonistic approach. Workers take things up with management, and
they trust us. Another change is that workers .are starting to acknowledge the importance of
growth”, he said.® However, two years earlier, another director, Andrew Gilbert, presented
a more varied picture of the managerial response and acknowledged some of the difficulties
invelved. "The directors are very happy with the process, but this is not necessarily the same _
with all the managers, 95 percent of whom are white, or with the white supervisors, Basically |
the managers don’t have the same authority as before. Now they’re having to manage by
consensus and cooperation. They can't use victimisation anymore, and some of the guys are
not entirely happy with this. Even some of the divisional managers are taking strain. But the
process has been going for two years and it is now #rreversible. It’s going faster and faster.
Most of the people who were always going to leave have left now - six of them who just

- couldn’t take "

A similar view was advanced in 1991 by middle manager Petrns Esterhuizen, a former
policeman who joined the company as a dispafch manager and went on to become a
production manager. He said when he started at Laminate Industries in 1983 there was little
trust between black and white and TPQ had an effect in breaking down this barrier, although
this was resented by many of his white colleagues. * When I arrived here we made the rules,
decisions, and the workers had no say and no influence. ... When TPQ started I started having
a much better life during my working day. Now I am not stressed, I don’t have to work

overtime, my job became a lot easier, and I got to spend more time on management than on
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running around solving others people’s problems. But you get managers who don’t recognise
what has happened. Others call it bullshit, because there are still 2 few managers who believe
that if you go into the system of participative management you are a kaffir boetie ... Certain
heads of department or managers are not encouraging that kind of participation. But I think
at the end of the day they wiil have to change because of the dividends we show in our plant.
-.. One big problem is that we as whites can’t even talk together, ... so how the hell do we
expect whites and blacks to talk together? At the end of the day it is one of the breakdowns
of TPQ that 8C percent of the whites believe that TPQ is only for the blacks. Unfortunately,
everything that goes wrong is blamed on TPQ because people feel that the blacks are scoring

and the whites are not scoring".’

Once the programme shifted from value sharing into the terrain of in-a-groups, literacy and
SBU leadership structures, some of its political edge was mﬁoved and managers came to
accept it more easily. In 1990 Human Resources Manager Andre Michaux said there had been
a gradual improvement in the attitude of white middle managers. "Initially there was
resistance because it was seen as a political programme in terms of motivating the
* requirements for change, including the historic baékground of political issues, and ihis
threatened them. But as it devéloped, it began to focus more on wark-related issues and
people became more comfortable”. Gilbert added that tﬁe use of management-worker
committees helped solve production-related problems and ease tensions, and as a result
opposition to TPQ from line management and supérvisors diminished. "At the treater plant
we had a problem with paper being impregnated with resin. Before TPQ was implemented
this section was subject to work-to-rule and work stoppages, excessive application of job

descriptions, organised absenteeism among key people, which cavsed high work disruption,
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and a range of housekeeping and quality problems. A joint worker-management team tackled
the problems. Flip charts were placed in operational areas and workers were encouraged to
list issues affecting them. Minor matters were dealt with immediately and major ones were
collated under the headings Safety, Hygiene and Reporting. The safety and hygiene problems
were dealt with by installing mechanical handling equipment, heat reflective glass and other
features. Reportmg deficiencies were overcome by workers electing a biack foreman who was
given more au’rhbrity and made directly responsible fo the production manager, cutting back
.on several intermediaries. As a result work to rule_, overtime bans and absenteeism were

virtually eliminated".®

All the Alrode union organisers and shopstewards interviewed said the most important gain
in the programme was the changed attitudes of white management, both through a reduction
in racism and through the less authoritarian attitudes to their roles. In 1990 then-Numsa
organiser Sam Ntuli said TPQ had succeeded in getting "different racial groups working
together as. a team, and this seems to have the effect of reducing racism among the whites",
. He said the programme was welcomed by union _membérs, and thai the response of
management to the union had been "very rositive." However, he added: "Look, there is still
gn clement of white racism which exists, but I’d say it has done well in integrating whites and
blacks on the shop floor, which is positive".” This perception was shared by all the worker
representatives interviewed, though none felt that the problem of racism had been entirely
solved. For instance in 1991 senior shop steward Raymond Santos, said there had been a "real
improvement" in racial attitudes, though this change "didn’t take place overnight". He added:
"The real problem was with middle managenient and some of the shopfloor people. Some

have improved, and changed their attitudes - probably the majority - but not all. Initially some
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were jﬁst playing around with words, and soon refurned o showing their true colours, but the
majority now understand what is going on, and those who didn’t Jike it have left the
company, When new people come in they are told about the company’s values, but not all of
them stick to it - smﬁe resist. But in general I'd say that racism has definitely improved. A
few years ago the white managers would lock their foilets, but that’s changed and most of the
racists have disappeared".® In the same interview, Santos went on to say that he felt the TPQ
programme had increased the power and influence of workers in the factbry’s decision
. making: "These days the workers have more say on a day to day basis. I would say most are

positive about it", he said.’

Particularly encouraging to management at the factory were the improvements in the quality
of their products and the improvement in 'self-discipline’ of their workforce, though they
found thig hard to quantify. Gilbert said productivity had definitely increased" but Michaux
said the effects of TPQ on producﬁvity were diffieult to measure becanse there were
independent variables, like the introduction of new machines, which had also contributed to
improvements. The impact on product quality was easier to discern. "What’s can been seen
is the opening up of a lot more discussion about quality, through, for example, the quality.
awareness programme. There’s also been a reduction in waste. ... Waste covers a wide area
including things like leaving the lights and air conditioning on. 1°d say there is a lot more
awareness of the problem than before and a lot less of a sense of blaming each other™!
Esterhuysen had a similar perspective, noting that definite improvements could be seen three
years afier the programme was piloted. "I don’t know if productivity increased because of
TPQ, but I know that the quality of my product is a lot higher. I know that from my

customers - there’s far fewer complainis. Overall productivity is higher but it might be due
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to the fact that the plant now runs a lot faster than the old one. What I can say is tﬁattheman
hours per kilogram came down. It was .018 in the past but it’s now down to .015, so there’s
less manpower going info the producf than before. In the past everybody had his own goal
to work 1o, now everybody is going in the same direction™.'* He said he no longer had to
*manage’ workers in the same way, because there was now far more trust on both sides. "Next
week I’'m going on training for a week. This plant will run for a week without me here. I'm
not worried at all. My guys will keep the plant clean and they will do their jobs and that is
all I ask. ... If you look at the attendance registers aﬁd that type of thing, I can prove that this

approach is right. I also have people absent but I know about them being absent bef re I come
to work because they’ll phone me at home and tell me the problem so that I have time to

| organise another guy from another shift".”

Both management and workers mentioned improvements in industrial relations - go-slows and
wotk-to-rules were rare, strikes never threatened the collective bargaining process was less
protracted ‘Workers were encouraged by the reduced level of racism from their white bosses
and the less disciplinarian and less rigid hierarchy on the factory floor. As Ntuli put it:
"'I'lﬁngé ﬁre not as strict as before, in the sense of managers communicating in a racist way
and always trying to show who's boss. It also helps promote skills in the sense that positions
“will go to people capahie of doing the job. Things have definitely improved and my attitude
as an organiseér is that it certainly has its positive elements.""* Interviews with workers after
a 1989 in-a-group session suggested the changed attitude of white managers and supervisors,
was seen as one of the main advantages. As one forklift driver put it: "Before TPQ was
' infroduced the manager nsed to just tell our team what to do and often we didn’t understand

what he wanted because he didn't explain in a way we understood. it gat to the point when
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we didn’t care because we were getting no benefits, Now with the new style there's much
more feamwork and we make a lot more decisions, But if the manaper is ﬁot totally involved,
its going to be fruitless, He must be able to address the issues™.!® In the same discussion, &
black supervisor stressed the shift in the perspective of the white supervisors. "You take Ma
Jansen {(a white supervisor). When she first came her big thing was that she didn’t want the
toilets integrated. Now her big concern is over why Stanley (a black worker) didn’t get

promotion. She’s changed a lot you know".!t

Jobn Nkosi, a former packer and later assistant warehouse superintendent, said he had no
doubt that the improvement in race and indusfrial refations had contributed towaids- raising
performance. "Since TPQ began I've seen some movement towards unity, towards
understanding one another. ... Before we were not recognised as somebody important in the
business. We were here to work and we cared oanly that the company paid us what we wanted,
But through discugsions we are coming closer together. If we understand a bit ¢f their culture
and they understand a bit of our culture, then we can work together - we can build something
for our future. We are performing better than before the process began. Before if T was told
to do a job in a certain way, I would do it, even if T knew the project would fail. Today I can
say no, it wonld work better my way; and do a better job. In daily activities a person is not
left out about what he is doing. He’s part and parcel of the company, so he cares and wants
to be proud. If you feel responsible, if you are trusted that you can do something, you feel
proud and put all your falents into it. Managers before would give you a job and then
supervise you all day long. So the manager is not doing what he should be doing in his office.

Now he doesn’t waste time watching over me.""”



Christo Nel, however, reinforced the point that not everyone within Laminate Industries
changed their racial perspectives in this period, and argued that senior mﬁnagcment could not
be entirely tolerant on this point. "To take two examples from 1989 on how we’ve approached
things: The first involved a while, rightwing artisan. He got into an argument at the party
which was held at the . ad of last year. He hit three guys - a black, a white and an Indian. But
he didh’t get fired becanse afterwards he apologised, and because the shopstewards said he
should keep his job, because the offence took place at the party. But at about the same time
one of our salesmen came in and pushed a worker. He then gave him an instruction, and the
guy didn’t carry it out, so he physically abused him. He was fired”. Nel felt that ﬁvera]l there
had been a very markéd change in the attitndes of all levels of managemént, as well as of
workers. "Prior fo the introduction of TPQ at Laminates, there were big tensions there
between the black workers and the white management -.particularly in 1985 and 1986.
Management feared losing the capacity to manage, and as a result there was outright
anfagonism fo management from the workers, Most of that has disappeared. For instance in
198G they had a stayawey on.Biko Day, Basically as the result of the influence of an
Ampu-éuppqrting shopsteward. Numsa agreed there had been intimidation of their members.
It was not . me of the registered days, so the feeling was that it was an irresponsible action.
This led to an agreement by the workers that production had to be caught up. Management
didn’t discipline the workers, and the union handled the situation responsibly. By the wey this
ctisis was managed relations improved further. It was & values-driven approach from both

sides, and it was seen as part of the struggle to get things really moving at Laminates."’®

By the beginning of the new decade it was clear this kind of cohesion was being achieved,

albeit with hiccups here and there. It is significant that at the meetings of the National Forum
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in 1991 and 1992 management and the shop#tewards felt confident enough in sach other to
present joint reports - the first SBU to do this. At the second forum in October 1991 they
- reported that the value-sharing workshops had been completed, in-a-groups were functioning
and had formulated an alcohal policy for the firm, that there had been adequate information
sharing and that on the issue of performance rewards there was agreement that "overall
company performance should be rewarded, not individual work unit".” After this forum, the
then Laminate Industrie.;v. senior shop steward Jeffrey Mahiangu took the unnsual step of
thanking Leon Cohen and the subsidiary MDs on behalf of the workers, and went on to say:
"The soul of bﬁsinr.m depends on the people iﬁvolved in that business. PG Bison is trying to
put in place a beiter strategy fo satisfy the #hareholdm's and every employee as well".? At
the third Porum in March 1992 further progress was recognised regarding the implementation
of.TPQ proposals, witu the report noting that 2 variety of other "creative structures" had been
established, including an SBUJ Nationat Forum group and monthly management/shop steward
strategic planning meetings.?! The repurt. submitted to the fourth National Forum in October
1992 suggested that managment and shopstewards were satisfied with the way TPQ was
functioning. They noted that the company performance report and monthly results were
thoroughly discussed with all employees (though some workers had some djﬁ'iéﬁlty
understanding them); LLEAP was functioning efficiently and was expanding its parameters™;
the existing management-shopsteward committee was meeting on a regularly and reporting
back directly through the shopstewards and in—a-groups and that management regavded the
facility of the full-time shopsteward, ﬁhich had existed since 1989, as a worthwhile

_ innovation.”
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But as argued in 12.5, the responses of the union at Alrode, as at other factories, varied
according to the attitndes of thé local, regional and national organisers. The supportive attitude
of Sam Ntuli gave way to the antagonistic attitude of his successor as regional organiser, Elias
Monage, and this had an impact on the union response to TPQ. Soon after the fourth National
Forurm tensions emerged which lasted over a year and which some managers blamed on
Monage’s influence, and which some workers blamed on the uncertainties around
restrueturing.® Furthermore, Numsa chose to negotiate restructuring separately from the
other unions, though they went through a similar process with similar resuits, to that achieved
in the rest of the company.”® Numsa also resisted pressure from Ppwawn to hand over its
members, which Ppwawu argued was a logical step, because as a result of restructuring,
Laminate Industries would no longer exist as a company, Fowever, Numsa members at the
factory were comfortable with their union and despite the changes, they did not wish to fall
under the banner of another union.”® Relations between the union and management therefore
retained & distinct flavour and tended to move at different motions from thoss in the rest of
the company. In early 1994, when other sites were settling down after the disruption of the
one business inifiative, Alrode workers took part in a one day, wild-cat work stoppage because
of discrepancies in the benefits system between two divisions within the factory, covered by
different industrial councils,” While this was soon settled, it was the first full-day work

stoppage in the company’ history.?

Nevertheless, TPQ showed more resilience at Alrode than at any other site, with most of the
participatory structures surviving intact. Despite a short-term drop in support”’, LEAP
continued throughout the restructuring petiod, assisted by the fact that the national coordinator

was based there®, In-a-groups slso continued to function during and after restructuring.
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According to Hart, the reasons for this were, first, that successive MDs were each committed
fo the process, and; s.ecoud, that the managerial structures facilitated the process, After Butch
Watson Smith left as MWD (shortly before the restructuring process was announced), Asher
Bohbot was appointed fo head the factory for the next year”, and appeared to be ¢ven more
committed to their success than his predecessor, "Asher drove the process very hard at the in-
a-group level. Management had regular workshops with in-a-group leaders, so there was a lot -
of momentum, though some of that was lost when he lefi later in 1993. Also, the structures
were right - vury flat - and that made it easier to implement,” saif, Hart” Some aspects of
TPQ were expanded upon after restructuring was introduced (for instance in-a-groups were
introduced into the Formica production department for the first time in 1993“), while in
other areas its direction shifted, For example, after 1993 the in-a~groups focussed increasingly
on performance-related concers. In the Formica department cross-functional workshops to
eliminate *inclusions’ (rejects), involving every employee, were held in late 1994, Employees
11.v.v=are shown éxamples of .inclusions and then asked to identify the causes and find solutions.
The solutions were then implemented through the in-a~group feams, with each group taking
responsibility for the actions required at their section. The result, according to the company, _
was a significant decline in the reject levels* In-a-group leaders within the Compan
division®™ (which included the Formica department) met on a daily basis in designated *green
areas’ to discuss the previous day’s resuits and fo plan acti.vities. These plans were then
communicated to the in-a~groups for further discussion and implementation. They also
continued to provide a forum for employees to discuss personal or work-related concerns,
including events happening beyond the factory gates, such as transport and accemmodation
problems.® A similar process was introduced into the Continuous Decorative Laminate

section in 1994, According to the production manaper, Lucky Yende, the groups contributed
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to productivity and job satisfaction, with a marked improvement in attendance records, stock
accuracy and a reduction in rejects being recorded. "Workers come up with suggestions and

solutions and are involved in decision making," he said.?

Of all the PG Bison sites, the Alrode fuctory was the one where TPQ .and fts successor
participative programmes operated with the fewest interruptions and the most consistent level
of employee support - an impression which is largely confirmed by the resulis of various
employee opinion surveys conducted between 1992 and 1993, discussed in 12.4 below,
Overall, it could be said that the participative programme was deeply rooted at the Alrode
factory and was implemented with considerable success throughout most of the period covered
by this study, incleding after restruéturi.ng when TPQ showed signs of terminal decline at

other SBUs,
12.2.2 PIET RETIEF

The site which differed most markedly from Alrode with respect to changes in management '
attitudes, and the succéss of TPQ more generaﬂy, was the corapany’s largest factory, in Piet
Retief, From the start it waé aclknowledged by the head office as a problem area, but as TPQ
coordinator Maxine Hartt put it, "you couldn’t simply impose solufions there, unless you
wanted to try and remove all the conservative managers and replace them with others - and
who wants to go to Piet Retief?". The main difficulty faced by the company’s head office
when it came to instituting changes there was ore rooted in the politics and culture of the
factory’s management team. Most of the individuals were drawn from the conservative and

racist culture in that part of the Northern Transvaal and were based in a community which
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felt threatened by the prospect of black advancemeut and was dominated by right wing
pelitical parties and culfural organisations. Most significantly, the general inanager, Andries
Vorster, was an apartheid-supporting member of the local CP-controlled town council (and
former deputy mayor). Nel described him as a "powerful voice on the council - an
independent who attended CP meetings but at the same time had a big impact in favour of
black housing in the area, and agreed to provide company land for this purpose."®® And
Vorster was not alone in thig regard: virtually the entire management and white supervisory
core were drawn from this conservative and insular ethos and_many heid views and were

involved in actions which created barriers to improving relations with black employees.

As Leon Cohien expressed it in 1990: "The problems arise from the external environment, The
whites are placed into SADF commandos - which are used in the townshipy - and they are
definitely affected by rightwing external influences which make the TPQ process far more
difficuit. There is smﬁe. effort to come along, but the pace is slower.” He said the
recognition of this by the head office management prompted & cautious approach, which
involved them not being seen to impose their views on the factory manageraent too forcefully.
Furthermore, the structure of the company at the time gave each SBU a high degree of
functional avtonomy - enhanced in the case of Piet Retief by the factory’s distance from the
head office. As a result the management board turned a blind eye to certain practices and
allowed managcoment there to move more slowly with the implementation of TPQ than was
the case with the Alrode and Boksburg factories, “What we're recognising now is that the -
process of change is one involving re-education in the long term," said Cohen. "It can’t be

a win-win situation immediately. It’s only through education that you’ll start getting an
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acceptance that apartheid must go and that some people will have to make sacrifices in the

process". M

An example of managerial attitudes there arose when the idea of LEAP was first muted. A
senior manager responded incredulously: "But they'd be much better off leaming fanagalo,"*
A more substantial example was cited by Hart, who said that when she first visited the factory
in early 1989 she was pleased to see that all the formerly *whites only’ toilets had been
opened. "When I mentioned this to the black employees I was told this was just for the benefit
of head office management. As soon as we leave they just put the combination lock back on,
and only whites are told the number".* Despite complaints about this fre.u the TPQ staff
and Ppwawu shopstewards, this problem was not medied until after Andries Vorster’s forced
departure in 1993, Head office management were aware it but did not forcibly intervene until
after the restructuring process was completed. The July 1993 SWOP report stressed this issue:
“"Workers complained to us that in spite of the company’s commitment to racial equality the
toilets at the Piet Retief factory ... were still racially segregated." Others examples of
tensions which exacerbated divisions between white management and the black workers,
occurred during the political *unvest’ in the late 1980s when some of the Piet Retief factory
managers who were most strongly opposed o TPQ, took up positions as prominént members
of the Ipo]ice reserve and the local SADF commando, while lower down in the hierarchy
several other white employees became active members of the AWB. The issue of white
commando members caused some tension in 1989 when one of the workers was alleged to
have been shot by members of a commiendo, althoup’: *here was no evidence that members

of the factory’s management were involved.*
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Thlopheho Modise, who was responsible for the initial implementation of TPQ through
programmes the value-sharing workshops, said that Piet Retief was the only site where whites
had shown active resistance to his presence as a black man® A December 1988
memorandum from Modise to Nel regarding the iﬁxplementation of the value-sharing
workshops noted: "It appears ... that Piet Retief may be the problem plant so far as TPQ is
concerned, The problem is two-fold, namely: * Andries Vorster being in the Piet Retief -
Council; * Indifferent attitude toward the process at senior level. ... Andries is now the deputy
mayor in the CP Council. My concern is the predicament in which we will find ourselves
should it go the Boksburg route with our senior man a member of that Council, A
developinent of this nature may undo all we have achieved ... This is an issue we have to be
proﬁctive about and determine what our action will be in the event of this happening."* He
went on to say: "As far as the indifference fo the process is concerned I have been told the
TPQ process is hardly discussed a: management meetings and there is a difference of opinion
sbout its importance. This may be confirmed by the fact that Andries avoids opening the
workshops but prefers to brief the whites separately."” In another report at the time he
expressed apprehension about the commitment of tﬁe Piet Retief management to change but
expressed optimism that this could be challenged, "Support from management has been given,
especiallr in the form of briefing the delegates (particularly whites) about the aims and
objectives of the value sharing workshops. The commitment of the General Manager is
;uestionable but the pressure from the bottom in the form of shopstewards and employees
through regular meetings is having an impact on him. This has been confirmed by

shopstewards".*
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A March 1989 questionnaire’! submitted to 122 Bisonbord Piet Retief employees who had
been through value-sharing workshops - but returned by only 19 (most of them white™), may
provide some backing for Modise’s view of the generalised acceptance of TPQ, though -
becal;se of weaknesses in the response and the methodology the results should be treated with
considerable caution. 80 percent of those who returned their questionnaires felt TPQ was
a "fair éoncept which will create & better future for all Bisonbord employees", and could
increase productivity and improve racial relations. The rest felt it was a "waste of time and
energy” and/or was a "difficult concept to sell at Piet Retief"™ Asked for the main
objectives of TPQ, most respondents replied "to create a fair working environment which wiil
benefit every individual irrespecﬁve of race". However, the report on tﬁe questionnaire noted
that "a few whites ... feel that their power and anthority will be in danger and that their
identities will be taken away by the black majority".” Most felt the company would beneftt
from TPQ. Rensons advanced included: "Because all employees will work harder, as they will
experience a sense of belonging and feel part of & company with better understanding and
trust between the different races"..., "everybody will be more productively oriented”, and
“there will be better communication and employees will work as a team towards the same
common goais™.*® The report stated that most respondents felt that individual workers would
benefit from TPQ and it would improve race relations (and all but one felt there was a need
to do this”) though a minority felt that black and white moral standards differed too
much®. Three quarters of respondents supported equal opportunities for all races, though 15
percent qualified this in some way,” The majority were in favour of blacks and whites
sharing facilities, provided "hygienic" rules complied with® It noted "a very mixed
response” to the presentation of TPQ, with some whites feeling it was too political®, that

“TPQ is not in line with the government and ... is headed by the wrong person, namely
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Christo Nel".% The majority felt that politics should be ignored and that there was a neeﬁ
for an impartial presenter.* 65 percent of white respondents felt they would benefit from
TPQ while 100 percent of black respondents felt that whites would benefit, and the majority
of all respondents felt TPQ would benefit blacks.” Nearly one third felt management was
not fully commitied to the enforcement of TPQ.* The majority of felt that the
impiementatioﬁ of TPQ had led 1o slight or marked changes for the better in the workplace

environment %

While this flawed survey suggested might suggest widespread white acceptance of TPQ at the
Piet Retief factory by 1989, this can be compared vﬁth comments of some of those involved
in its implementation, In 1991 the-then HR Manager Wﬂlie du Plessis said there had beer
strong resistance from both management and workers: "All levels of the workforce, namely
unjons, senior management, lower management and lower level employeés were skeptical of
this new programme which they felt was imposed by Head Office. A large number of
employees and managers perceived TPQ to be political by nature as it created a lot of
discomfort and fear among almost all groups of _employees. Some employees rejected it
iotally, while others felt it was impossible to be imﬁlemgnted successfully, as it created
ungealistic expectations. Mistﬁkes were made which made workers believe that management
were not true in what they promised to achieve through TPQ, However, most workers soon
realised that there must be room for error, and afier a long and painful process of five years,
the concept of what management is trying to achieve is now better understood by the majority
of the workforce, and managers are beginning to realise that change has to take place and that
TPQ is the only way for the future".” He said that race relations and communication

between management and workers had improved as a resuit. "Considerihg that Piet Retief’s
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white population is mainly rightwing oriented, with blacks being mainly ANC oriented, the
conflict potential was great. However the value sharing process assisted employees in gaining
a better understanding of each other’s fears and perceptions and created a climate through
which people felt free to talk about issues which were previously avoided, The morale among
the workforce and management was tense and almost confrontational before TPQ was
" implemented, but this changed, though it is true that communication and morale improved
more in certain areas than iv others", he said, mentioning "culture, language and other
barriers” as negaii_ve exampies.® He said there was more openness between menagement and
shop stewards than in the 1980s, and mentioned that while Ppwawn had organised "various
strikes at neighbouring companies”, Bisonbord had been strike-free, He noted that an average
of five percent of the fotal warkforce was disciplined on a mouthly basis prior to the
introduction of TPQ, while this had been reduced to two percent by 1990. The reason was |
that "management now approaches mistakes as an opportunity for improvement rather than
punishment and employees now feel free to discuss issues of mutual interest without fear of
victimisation".® He also noted that the LEAP programme had "exceeded everybody’s
expectations" and that a performance incentive scheme "introduced as a result of TPQ", was

coniributing to improvements in productivity.”™

Chicf Training officer Louis Botha showed more ambiguity in his attitude, though by late
1991 position was cautiously optimistic. "I was skeptical at first. Lots of changes never |
materialised, and some expectations weren’t fulfilled. But lots of positive things came from
TPQ. There was a definite improvement in relationships between blacks and whites". He went
on to add: "Me personally, it didn’t influence and it’s not such a big change. I am a

conservative guy, but a liberal conservative. I've never really had a problem. 1 speak their
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language but I never mix with them socially. It’s always been my philosophy that you can’t
think of apartheid on the shop floor. But we mustn’t bluff owrselves into thinking the gap
between blacks and whites has been bridged. It’s no: only whites who don’t want to associate
with blacks. Suspicion is a two edged sword. But there have been definite improvements".”
However, Hart said the combination of the political and cultural conservatism of management,
ahd the suspicion and fear of the workers, meant it was difficult to implement TP{} beyond
a formulaic level. "Once it got going they did well on things like literacy and housing, not
so well on in-a-groups and the mutual suspicions remained,"™ General manager Andries
Vorster shared these perceptions, claiming that TPQ had contributed to industria] peace, but
acknowledging that a high level of black suspicion remained: "When the companies arovnd
us, with the same tnion, were having strikes we had none because we have broken the barrier
of mistrust. But this is not enough. Blacks still don't believe we are honest, that we want to

do something, but it’s getting better. We must not stop.*”

Two months later Vorster’s report to the second National Forum indicated satisfaction with
progress made, though he expressed sirong opposition to upion proposals for a full-time
shopsteward and for centralised bargaining (though both of these were implemented in
1992).™ "Values have been communicated and are being monitored", he reported, adding that
the joint worker-management TPQ committee was meeting once a month to monitor progress,
the LEAP .Literacy programme was flourishing™, 75 percent of the workforce had attended
workshops on the company’s performance reports, the incentive scheme was "working quite
well” and there had been major increase in the factory’s commitment to training.™ The main
complaint from the workers was that management was half-hesrted in its attempts at keeping

them informed sbout factory and company performance, with, for example, shopsteward
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representative Zephania Shongwe noting that the performance report was distributed foo late,
only in English and not fully explained.” "The sun is rising in the far east. We hope it will

shine on everybody”, he said.”™

At the third National Forum in March 1992 management reported they had set up a *Piet
Retief Forum® which they described as a "joint problem-solving body fo discuss issues
affecting the entire workforce or cerfain sections which are made of up different interest
- groups, namely non-unionised and unionised, races, sexes efc; a body to discuss broad
company strategy, values and po!icy; Not a body to negotiate wages and conditions of
service". They noted that this form of participation should involve "one body of different
interest groups where they act as ’One Team’ who jointly discuss issues affucting the team
as a whole and reach decisions through means of consensus”, stressing that “nobody should
therefore be left out of this process!!™ (a reference to the opposition from the unions to the
separate repr&séutation of non-unionised staff). The report went on to acknowledge a point
frequently made by worker representatives - that communication between managers and
workers needed to be improved, and added that management "plans to commit themselves to
support the process of participation”.” From the worker representatives, there was a
recognition that some aspects of TPQ - such as the LEAP, training, housing provision, skills
upgrading and the joint management-worker TPQ committee structure - had been worthwhile,
but the more pervasive attitude was negative, For example, while it was acknowledged there
had been some improvements in race and worker-management relations compared with the
situation at the factory five years earlier, the shopstewards it was noted that considerable

tensions remained,
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In general, at Bisonbord Piet Retief, it can be said that among senior management there was
a far rosier view of progress in implementing TPQ than among the workers. Union organisers
and members frequently complained that a fierce resistance on the part of meanagement to
legitimate avenues of union ectivity continued. There were also strong complaints sbout the
belated and half-hearted introduction of in-a-groups. These structures were only implemented
| within .1~ engineering department, and even then only between 1991 and late 1992 (when the
union suspended all TPQ activity other than the LEAP programme). A shopsteward is quote&
in the 1993 SWOP report as saying that the in-a-groups at Piet Retief were "used to instruct
workers, not to allow them to have a say in planning their tagks, Workers thought that groups
wauld have a full say in production."® This view was reinforced by a comment ﬁ'om the
engineering manager who noted that the function of in-s-groups was to be "the channel to
communicate to workers, to transmit information,” He added that management could not
delegate auihority to workers in the short termy, "because workers do not have the information

and decision-making background, Management has got the information."”

The strongest complaint from workers and their union concerned managessal racism. Aside
from the segregation of toilets referred to above, by 1993 workers were still complaining of
being called "kaffirs" by some white employees™. They also complained that there was de
facto job segregation at flw; plant, with black operators being bypassed for promotion to
supervisory positions, and instead. whites being recruited from the outside, confrery fo the
spirit of the embargo on external recruitment, Until 1993, when three black supervisors were
proinoted, all positions above the supervisor’s grade were held by white men.® An indication
ﬁf the attitude of management came with their staff budgets, which were drawn up on a racial

basis, with blacks and whites formally separated out.® A related complaint concerned the
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over-employinent of white supervisors and the under-employment of black workers, The ratio
of foremen and supervisors to workers was one for every eight workers (compared with one
for every 17 workers in Pietermaritzburg).®® But workers also complained that because of
under-staffing management was using casuals at times of peak demand.® Another persistent
complaint concerned what was viewed as management's lackadaisical attitude to health and
safety issues, which shopstewards felt betraved a racist disregard for the well-being of black
workers. This came to the fore in August and September 1962 with the death of three
employees in two explosions - the first workers to die in industrial accidents in the company’s
history, Wotker anger over these trage.dies was cited by shopstewards as the reason for the
decision of the Piet Retief Ppwawu branch to boycott the fourth National Forum in October
“992 and suspend all TPQ processes other than LEAPY. However, Ppwawu national

eﬂucation officer Welcome Ntshangase +aid an additional reason was the right wing attitudes
| of management there® while group IR and communications director James Smitk said other
triggers included the siow pace of implementing TPQ, a lack of trust and a deep sense of
inequality.” The death of Willie du Plessis - the pro-TPQ HR manager - had a further
detrimzntal effect on aitempis to improve reletions, While the boycott was not strictly
observed (with, for example, ongoing communication and negotiations meetings between
management and the sﬁopstewards resuming at the end of 1992), the introduction of the
restructuring process in 1993 prompted the suspension of TPQ on a national basis while

negotiations over redundancies were proceeding.’

Summarising the problems with TPQ at the Piet Retief factory at the time the restructuring
process was implemented, Hart stressed that most of the tensions arose from the political ethos

in the area: "The difficulty with that factory is the pature of the environment. It's a CP
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a&onghold, and that effects everything. The result is that management does things
mechanically, if at all. They’ve got a very good literacy programme, but as for the rest of
TPQ, 1 don’t think they've internalised it deeply, though they’!i go along with the rest of the
group because they don't have any option, My impression is that it's been a superficial
implementation rather than part of a deeper belief. They do it because they know they have
to, and even then mejor aspect, like in-a-groups have hardly 'got moving. Of all the SBUs Piet

Retief is the weakest when it comes to participatory processes®’!

In late 1993 Andries Vorster was suspended following allegations (frum fellow senior
managers) of financial impropriety and after a disciplinary hearing he was dismissed.%
Subsequent to his departure (partly as a result of the finalising of the one business process)
there have been improvements in relations between workers and management. In addition to
an expansion of LEAP®, the safety profile was improved and a Corporate Social Investment
commitise, involving workers and management, was introduced™, Management claimed that
an improved human relations climate contriﬁuted to a major increase in production in 1994.%
Plant director Sybrand Visagie, said: “Things like this don’t happen by accident. It takes a
concerted effort by every employee to make it happen,"™® However, the politically-rooted
tensions did not dissipate entirely, a fact reflected in emergence and growth of the formarly
whites-only Yster en Staal Werkers Unie (renamed the South African Allied Workers Union),
which, by late 1996 had over 150 members among white artisans and junior managers (and
a handfial of black members).” PG Bison had previously refused to recognise it because of
its racially exclusive constitution, but when this changed the HR department had no option

but grant a recognition agreemerit. As a head office manager put it: “Yster and Staal is one
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of the more active unions because they are only based in Piet Retief which is a polarised

workplace within a small, racially divided community."”
12.3 THE OTHER BUSINESS UNITS

12.3.1 Boksburg

At the two Boksburg factories (Supawood and Upgrading) TPQ was intrqduced through the
value sharing workshops in 1988. Like the Piet Retief site, Bisonbord Boksburg existed in an
area where white politics was dominated by rightwing groups, with one senior manager befng
& metaber of the highly confrontational CP-led town council®, and there was initially strong
antagonism to the *philosophy” and practice of TPQ from some senior managess, In December
1988 the then-TPQ coordinator Thlopheho Modise reported that & scheduled value-sharing
workshop at Supawood had been unilaterally canceled by management. "There is a resistance
from the top to the process. They are therefore an obstacle to the process despite the fact that

1 (€0

middle to supervisory management who attended are sold on the TPQ philosophy™.

From 1990 this situation improved and most managers curtailed their overt antagonism,
Typical of the aftitude within Boksburg’s senior managerial ranks, was that taken by
Supawood general manager, Henry De Villiers, who spoke of his conversion to TPQ
*philosophy” after participating in the senior managerial trip to Zimbabwe and in valie sharing
workshops at the factory (though he subsequently expressed caution about asp-: ¢ts of TPQ):
"I was initially antagonistic. I saw it as political and I was upset by it, but afur my Rhodesian

1rip I definitely chenged my mind, I started to see blacks not as a threat but as an opportunity.
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At Boksburg it broke down fears, By whites and blacks' confronting each other openly,
political barriers broke down and people became friends, and now the shopsteward is part of
the organisation. But there are some areas where this is not happening in Boksburg,'™ As
a result of such perceptual shifts Cohen expressed enthusiasm for the changes there: "At
Boksburg there have been really meaningful changes, Issues come up which wouldn’t have
come up previously, and people get exposed to things they wouldn’t have without TPQ". 1
But he acknowledged that this was creating tensions between workers and the lower levels of
white management - an impression reinforced by Nel, who argued, however, that the TEQ
mechenisms were assisting the resolution of these tensions. He mentioned oﬁe example: "A
white supervisor hit a black worker, so the black man picked up a pipe and hit the white man,
who was hospitalised. The rules stated there should be a final warning or firing for both. The
whiles wanted the black fired, but the disciﬁlinary hearing preferred to sort it out diﬁerenﬂy.
Both were found guilty and warned, and the white undertook not to victimise the black. In
the end the whites were happy with the way it was handled, and the shopstewards were happy,

and race relations were improved",'®

The completion of the value sharing workshops in 1990, the introduction of in-a-groups and
of the National Forum, and a two day workshop for Boksburg managers and shopstewards in
1991, all helped reduce conflict between black and white employees and between managers
and workers. Tn late 1991 shopsteward Hamilton Modapani expressed support for the process
and frustration aboui the ideas not being followed through: "We have achieved respect from
| whites, We are now feeling wanted, whereas before we were doubtful that the company
thought of us, Afier TPQ, anyone was able to communicate with whoever they wented to.

Refore we were aftaid to discuss things with whites, we felt undermined at all times. TPQ
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helped to bring whites at all levels closer to us. We have created an atmosphere where we
aren’t afraid to say something, Before we thoﬁ.ght we would get fired, Things are better, but
they haven’t gone far encugh. We fee] that if this is going to work out those who are
conservative must change. The idea of it is to build a company where we walk hmad—in—haﬁd.
Management are spending a lot of .money on this. If all management do not chanpe aﬁd are
not committed we would rather get more money at wage negotiations. The problem does not

lie with the idea - it is wonderful - it lies with all the employees,"™

Despite the successes of the programme in easing racial tensions, resistance from both top and
lower level management continued during this period, with different reanagerial factions
emerging. At the same time many of the workers remained suspicious of managerial
motivations and critical of managerial performance in implementing TP values, even while
acknowledging improvements, This can be seen in the reports from the then-general manager
Henry de Villiers, and senior shopsteward Gideon Nitlenzi, to the October 1991 Nafional
Forum. De Villiers said: "Relationships deteriorated due to management’s bad commumication,
We imye three power blocs and its hard to agree. We felt like the «:ieese in the sandwich. We
had a meeting in September and managers agreed that this management by fear will not occur
any longer. .We had a two-day workshop with the shop stewards, We found they were fully
behind us; all they wanted was to be recognised, We agreed on broad principles”.'® Nilenzi
replied: "Communication between management and shopstewards was very poor until recently.
Since the workshop there has been a radical improvement, but management tends to meake
promises they do not keep. A climate of trust cannot come about if they do not carry through
on promises", He said the workers wanted more information on the company’s performance,

and noted that although training was "commendable", the wotkers wanted more of it, He also
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complained about internal vacancies being advertised and then not being filled from within.
"The doors are closed to us because of the skills requirements put forward. We want .no
" secrecy. Some issues remain a closed door, such as job grading and company performance.

We want a say in all major decisions and appointments",'%

It took a top managerial sh'akeup at the end of 1991, and the arrival of the unambiguously
pro-TPQ Lawrie Wishart as general manager of both plants, with Thlopheho Modise as the
operations meanager in charge of the Upgrading plant, before it could be said that most in
senior management at the factﬁries were actively supportive of TPQ' and before the
programmme became close to self-sustaining, although as a result of these changes at thé fop,
there was further resistanqe from several white managers, At the Upgrading plant in particular,
fresh antagonism emerged from white manﬁgeré and supervisors when Modise was placed in
charge in 1.991, giving him power over 200 employees and meking him the most senior
African employee within the company. However, within & year. these had dissipated, partly
because some of those most opposed to the presence of a black boss, left the company or
moved to different departments, and there was 2 positive response from most black employees
1o Mﬁdise’s appointment. As Hart put it a year later: "The workers love Thlepheho, and were
really bappy when he was appointed. One black supervisor told me, I've been here 40 years
and I"ve never had a black superior to me, and my only sorrow is that I won’t have enough
energy to make him successful’. The white supervisors are working with him - jn part because
they have no option - but one of the workers said to me he thinks the whites are sabotaging,
and not listening to Thlopheho, My impression is that the response from whites tends to vary
according to their job security. As a result of the move to restructure Boksburg, and bring the

two plants closer together, there were several redundancies, Those whites who felt their jobs
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were secure - basically the competent ones - ver~u’t upset by Thlopheho’s promotion, but for
the incompetent ones, this added to their insecurity. So some have taken it in thejr stride and

for others it just adds to.their worries."!®

There were considerable differences durin’; *.#1 period between the perceptions of
management and of workers (or at least their shopstewards) on just how much progress has

been made with TPQ. For instance at the third National Forum in March 1992 the Supawood

. management report noted that the shopstewards felt that "racial discriminatory practices

continue to exist", bit "on the positive side it can be maintained that all formal segregation
... has been abolished". It went on to say that a» . . = creative structures" or *participation
processes” went, the in-a-group process was fi. , . plemented, though "eommunication and
information sharing” had not been adequaizly improved, and a climate of distrust existed
becanse of protracted wage negotiations and uncertainty about the company’s future.’® The
shopstewards report was less sanguine, noting that the values were "inadequate”, there were
too many creative structures and participative processes which achieved nothing, the factory’s
community involvernent was focussed on whites and communication was bad, Only LEAP,
which was termed "progressive” was given a clean bill éf health.'” This was also reflected
in the Modise’s report to this forum: "Progress in the implementation of the values and
commitments of the business is very slow in terms of our own expectations. .. The
implementation of this strategy ... is not seen to be part of the business but separate, The only
area where there 1s movement is in LEAP, possibly because it is non-threatening as compared
to other aspects of the TPQ process, These are understood but there is difficulty in moving
from understanding from epplizationfimplementation™.""! There were some improvements

during the year, though & joint management/shopsteward *action plan’ presented to the fourth
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National Forum in October 1992, noted several areas where more work was required,
including the need for the LEAP commitiee to be made more representative, the need to
overcome language difficulties in the in-a-groups and to make the Boksburg SBU forum

"more inclusive" of the workforce as a whole.!”

The tensions at Boksburg were reflected in the protracted wage negotiations'in 1993, which
Iasted over three months, and led to a go-slow by workers'® (a strategy also used, for
shorter periods, at Piet Retief, at one PG Wood Transvaal site and among Ppwawu members
at the Pietermaritzturg factory). This contributed to difficulties in maintaining TPQ processes,
‘according to Hart: "The atmosphere has been bad partly because of the difficult wage
negotiations and the go-.slow, because restructuring has made people fear for their jobs and
lose interest in participatory structures, and partly because of Boksburg’s unfortunate history,
which has created a residue of mistrust which surfaces whenever there are conflicts. In the
past there was a lot of racism among the white management and a lot of resentment among
workers. For example, there was a personnel officer who would recruit people by making
them pay for their jobs. Also the union is open about the fact that it has difficulty with its
members there and doesn’t have much control over them, The workers wnted in new
shopstewards, and then when they took up their positions, they wanted the old ones béck.
Things improved slightly when Lawrie Wishart and Thiopheho Modise arrived. Most of
Thiopheho's managers are now black, but unfortunately that doesn’t seent to have made that

much difference. "1

By 1994, after the one business initiative had been implemented, there was not much to show

of the original TPQ structures. In-a~groups had not entirely collapsed, hut had taken on the
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form of communications meetings'", while there was only one literacy class in operation,

-compared with the original three''® and the National Forum structure had been dormant for
a year."’’ The departure later that year of Modise to head a national PG Bison "Task Force"
on job grading, meant the remaval of one of the key individuals driving TPQ at the SBU,

although both of his replacement in the restructured manageriel team, were black.'®

12.3.2 Stellenbosch

The experience in implementing TPQ at PG Bison’s smallest and oldest factory at
Stellenbosch' was affected by two factors which did not exist at other factories: the
predominantly coloured workforce, and the lack of a tradition of unionism prior to 'I-‘PQ’s.
introduction - a factor which tended to affect the responses of both management and workers.
By 1993 almost half of the workers were not unionised (with some bclonging to the
Employees Association)™, and it took fhree years of union organisation before a full-time
shopsteward was elected.! A November 1988 report from Thlopheho Modise indicated
some of the initial problems in management's perceptions: "Management here profess that
relationships are excellent and that there is no need for TPQ. This disregardé the fact thatthe},'r
had undergone unionisation a week before 1 went to infroduce the value sharing workshop
concept".”® Later he reported that the target date for "entrenching TPQ philosophy" at
Stellenbosch was September 1989 - two years after this had occurred at Laminate Industries

(and the last of the factories to reach this stage).’”

At the second National Forum in 1991, General Manager Rusty MacGillivray acknowledged

that, "progress is not as rapid as it should be" and that there was a "breakdown in
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communications” between management and the workforce. There were problems in conveying
company values to the workers, in-a-groups were "supervisor driven” and LEAP was not
operating well though workers were given monthly performance reports, an interim
performance reward system was in place and there was agreement on a full-time shop
steward.'™ One shopsteward, John Wanza, responded that workers had no problem with
values, but that in—a-groups- were difficult to maintain because of the three shift system.'®
Another, Morris Nomatyenge, was more voeal in his eriticism: "Our Cape Town colleagues
(PG Wood) say the doors are open, but at Stellenbosch the doors are sometimes open only
for those favoured by management For others, the only door open is the main gate. The
workers are slow to do the work due to confusion with management. Participation is hard
. because people are working hard, and management is trying to drive the union from the
plant".” Five months later, however, both sides reported progress in a joint report to the
third National Forum, noting that a leadership structure involving the management team, two
shopstewards, two employee association members and sometimes a8 Ppwawu official, was
meeting on a monthly basis, On the guestion of *values’, it noted that, "shop stewards have
indicated that respect and dignity is not always epplied fairly by middle management, and this
will have to be addressed". Middle management was “still adjusting” io a participatory style.
However, 11 in-a-groups had been established, monthly performance reports were given to
* employees and discussed by in-a-groups'” and there was progress in the provision of
financial assistance and housing.'®® A joint $BU leader/shopstewards report noted that by
Aﬁgust 1992 Stellenbosch would have "no more employees who cannot read and write in their
mother tongue (Afrikaans)", By late 1992 an English literacy course was available and a
majority of the workforce had attended at least one business literacy course.” A reward

scheme on the basis of profit sharing was negotiated and accepted by employees.™™ Later
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that year the MD agreed to meet with all employees once a quurier to discuss SBU
performance, during which time the factory would shut'™, and agreed that all shopstewards

w rild be invited to attend SBU leadership committee meetings as observers.'®

Commenting in early 1983 on TPQ at Stellenbosch, Hart said: "'fhe fact that almost 80
percent of the workforce is coloured and almost half their wage-earning employees aren’t
unionised, means the ethos there is different from the other factories. It's my impression that
they have quite a tame, unmilitant workforce, which. allows mapagement more leeway. You
can see this by the fact that Ppwawu members Maritzburg, Boksburg and Piet Retief went on
go-slows around wage negotiations while at Stellenbosch they chose not to. They tend to go -
along with what management decides, but their in-a groups are working in their own way, and
in other areas they've made significant progress". ' The SWOP report was less
complimentary, noting that workers became frustrated with in-a-groups because they were not
getting "feedback” from management and therefore collapsed.™ It also criticised the factory
for allowing the grading system to be abused by under-grading workers, and for understaffing
and a Iack of training,™ In 1994 Hart confirmed this view, noting that said the fmpetus for -
in-a-groups had vanished. "What they call in-a~groups are really just meetings for management
o communicate with workers, and it’s the same with most of what remains of TPQ there. The
one feature of Stellenbosch is that they always did things there own way, and this has

continued,"**

12.3.3 Pietermaritzburg
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The political context for the implementation of TPQ a. the Pietermaritzburg factory was
different from that anywhere else in the country because of the strong Inkatha base, The IFP-
backed union, Uwusa, had, in the late 1980s when TPQ was introduced, about half the
workforce as members, with the Cosatu-affiliated Ppwawu having the rest.”” Workers at
the factory were obliged to make a choice between these two traditions - a choice which could
and did have life and death implications for them and their families. The competition for
members created considerable tension within and beyond the factory and initially retarded the
potential for participative programmes to floarish. On the other hand, TPQ offered a means
towards managing some of such wensions, and much of its success in the factory arose ﬁ:om.
this role. The implementation of TPQ began with the value-sharing workshop *a mid-
1988."%® Soon after, Modise reported "adequate progress", and went on to note: "Assistance
and cooperation has been provided. The process may move siower here than at Laminate
Industries, but the lével of commitment is the same. I need to spend more time reinforcing
the TPQ philosophy"."™ However, difficulties in this process soomn emerged. The political
divisions, and their expression in the Twusa-Ppwawu conflict, meant that the work orce
lacked the unity of the other SBUs. Furthermore, the general manager (until 1990), Clive
Watkins, and several of his senior staff, proved to be less supportive of the process than

Modise’s initial assessment suggested.

The factory was initially organised by Ppwawu, but the rise in political tensions in the area
led to a concerted drive from Uwusa in 1988, and by late 1990 they claimed over half the
total membership (leading to their recognition), A year later, as a resvlt of a counter-drive by
' Ppwawu, both unions sbout the same .umber of members, with Ppwawn growing more

rapidiy.' The tension accompanying these recruitment drives led to periodic incidents of

651



factory floor viblence, and more frequently to violence outside of the factory gates. As the
ANC-Inkatha *war’ heated up, so did the conflict among the workers, making TPQ more
difficult to implement, and contributing to the cynicism of senior management, The situation
improved after 1991 when a new general manager, Nick van Zyl, took over, "It made a very
big difference", said Harf. "Clive Watkins had been effectively npposeti to TPQ, while Nick
van Zyl is very pro. The atmosphere in the factory began to change"."*! Uwusa and Ppwawu
entered negotiations with each other, leading to the signing of a ’peace accord’, "What it

meant," said Hart, "was that they didn’t kill each other on site, though they could stili kill

. each other off the site and management couldn’t do anything becavse disciplinary procedure

didn’t apply oif site. They managed the relationship by assuming a 50:50 divisinq to avoid
conflict, They were both recognised, each with a part-time shopsteward, and tnanagement was
the neutralising force",'” Nishangase said Ppwawu opted to maintain the 50:50 arrangement,
despite the fact that by the time of restructuring it claimed almost 60 percent of the
membérslﬁp, "becanse it helps to keep the peace",” According to Hart the positive results
of the "peace accord" were soon apparent. "The situation there remained tense, but there was

less conflict than one would expect, Basically things worked out okay".'*

In late 1991, when only Uwusa was recognised, the then-full-time shopsteward Anton
Makhaye complained that the Pietermaritzburg workers "do not all understand the positive
aspecis of TPQ because they have a tendency of not trusting management". Expressing his
own view, he said: "Since TPQ started there has been better communication between workers
and management, and some important issues have been addressed like health and literacy and
working, conditions, and the attitude of white managers and supervisors has improved".'¥

At the second National Forum he said further training was needed to encourage workers to
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participate in-a-groups. "They are domiﬁated by foremen and the messages are not conveyed
up to management”, He added that LEAP was "running well, although initial enthusiasm has
declined somewhat".** IR manager Manie Havemann said the in-a-groups were working _
“very effectively” and that "we have participation down to the lowest level".’¥” By the third
National Forumi in March 1992, there was enocugh trust between management and
shopstewards from the rival unions, for them to submit & joint report, This noted that most.
in-a~-groups were operating etfectively, training was “making good progress” but the Aids
awareness programme needed to be "intensified” and information sharing was inadequate. The
joint progress report in October 1992 noted that an SBU Leadership Forum had been
established and was meeting on a monthly basis; .PG Bison’s performance reports were
explained to workers through small groups; LEAP classes were functioning effectively'*®
- and all employees were {or soop would be} would be involved in-a-groups, with training

provided for their leaders,'®

Commenting on the situation at the factory at the time the one business initiative was
lzunched, Hart said: "The in-a-groups are going particularly well - better than other SBUs -
and they have a functioning leadership forum. With literacy there has been a problem because
the teacher was taking the learners’ money, saving it for them and then drawing it for himself,
He’s been fired and the company paid the workers back, but they had to start from seratch.
The rmain problem is the tensions between Uwusa and Ppwawu members. Earlier this year
Ppwawu went on go-slow over wage negotiations, but Uwusa didn’t. Although these problems
are well managed, it makes progress with participatory processes difficult".” However, the
SWOP report stated that the in-a-groups had collapsed at the factory (a consequence of the

suspension of TPQ during that period - though Hart said they did not collapse entirely’™).
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It also criticised the factory’s safety record and its use of casual workers."? Management
defended its safety record, noting they retained their Five Star NOSA rating with elecied
safety representatives throughout the factory, and two safety committess which met regularly
and collated ideas from workers for improving safety.'” Relations between the unions
improved during restructuring, despiie the increased conflict between Cosatu and Inkatha at
the time - & situation some in management atiributed to the success of participative
programmes,'™ Ppwawn and Uwusa united in bargaining with management over the
implications of restructuring and the redundancy programme (while Cosatu-affiliated Numsa
refused o join the forum)." By teaching common positions tensions were reduced. Shortly
before her departure from the company in 1994, Hart said the general election campaign had
not changed this situation, "There’s an amazing maturity in the way it's dealt with by
shopstewards. Considering what the equations are there, there has been no war, and I can only
attribute that to the maturity of the shopstewards. I saw it on the voter education committee,
where Ppwawt was not pushing its political agenda. They understand the realities of life and

deaih."l”

12.3.4 Cape Distribution

The implementation of TPQ at PG Wood Cape'*” began in mid-1989 with the value sharing
workshops. Over the next three years it made steady progress and became the only distribution
SBUf where the programme could be said te be substantially integrated into the day-to-day

running of the business.
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In 1991, chief shopsteward Selwyn Jean spoke of Ppwawu’s cantion when TPQ was
introduced. "When Christo brought it in we were surprised. We didn't know all about it - he
didn’t give us a solid pround to see what was the aim - if it was for the benefit of the workers
or only in the interest of management. After that the union organisers didn’t reject TPQ but
said ne must come with a clear proposal workers could understand. Now we understand it’s
a benefit for the workers, the workers want to go forward, A few years back we didn’t have
all these opportunities we have now. We as the workers couldn’t say nothing in the
workplace, The supervisor said, *do this, do that, and no backchat’. Management just said,
*pack your bags if you don’t like it’. Now the whote thinpg has changed. They sit and listen
to the workers énd we work out a plan, Management now talks to the workers, considers the
workers’ problems .ad sorts it out. The doors are open for everyone, It’s better Because ifa
worker has a problem then he isn't satisfied in his job and he doesn’t do the work. A lot of
things are also coming out of the in-a-groups and a lot of things changed with the
value-sharings here and I would say the communications system has improved. Nowdays I
make my decisions myself, and I can explain why I'm doing it. I wonld say the performance
has improved. The *vhole process has changed us here. It all depends on the worker - if he
wants to improve then if’s up to him. I went to management and said I've got five years in
the company and I also want to be wearing a two-piece suit and net an overall. Management
said, okay. I spent three months on the door section and today I'm running it The -
opportunities are definitely there, and if there’s an open space they put you in there because
no more people are coming from outside. We think we can promote our own people. He said
employee relations were significantly better than at other firms organised by Ppwawu in the
area. "Some Cape Town factories haven't got these programmes and are still in the old

fashioned way, but the PG Groﬁp is moving forward and the union here doesn’t have a
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problem with it. When they suspended TPQ they didn’t reject it o say it was bad, They just
said there must be a clear proposal. When I became a shopsteward they said just because
you're in a union doesa’t mean you can do what you wartt, but for the past three years I don’t
hear those kind of words anymore. In other words betweer the company and the union there
is a good relationship now. The problem now is only about money. Man, that’s a big

pr Obl en]! -‘l 18

The then Cape PG Wood manager'™, Petri Munnik, acknowledged that attitudes within
mana zement had shifted as a resuit of the participative programme, but also made the point
that the workers and their union had become more cooperative. He said TPQ had helped to
increase understanding and trust on both sides: "Certainly we in management have learned to
“be more open, and the shopstewards have grown incredibly. They voderstand our side and we
understand their side. We are working toward a culture of give and take throngh the building
of trust. Trust wasn’ there in our higtory, or our society or our business, We had to put that
into action, and we still have a long way to go. It has to be passed down from the senior guys
and the message has fo be consistent. The danger is that one slips back into a paternalistic
style - you feel you're doing a Iot, but you forget there is a ratural conflict between workers
and ma.nagement that requires negotiation and trust to resolve. With the workers the
interaction in South Africa just isn’t there - we’re not in the sane club - so you have to work
on finding what values you bave in common."® He went on to stress some of the
advantages in terms of the SBU’s performance: "Productivity isn’t about working more or
longer, but smarter. We used to have old-style labour that felt that productivity meant fewer
jobs, We are now committing ourselves to wdrking together - how can we all change to grow

and do the job better. So productivity has to follow the trust, not precede it. Managers were
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open with each other, but not with the workers. We thought about it, but we didn’t actually
do it. Now we are doing it. It’s the only route to follow in this country".'! Jean confirmed
the chenge in Munnik’s attitude as well as the attitudes of the then-PG Wood MD, Butch
Watson-Smith, and ofhers in senior management; "As far as I’m concerned the managers
didn’t even greet us. Now they greet us. Mr Watson Smith has changed a lot. ... Mr Munnik
used to say we don’t want to deal with this (problem) and the shopstewards used to say we
didn’t want to deal with Munnik. As time went by he changed a lot."'*?

Both Jean and Cape General Manager Mike Revington gave glowing reports to the October
1991 National Forum - though they said no TPQ programmes had been implemented in the
George, Qutdsboorn, Mossel Bay and Queenstown branches and there were no in-a-groups
in Port Elizabeth. Revington said a climate of understanding and trust existed and that
participation was positive. Literacy was not & problem outside of Port Elizabeth, and the
priority was on alecohol and drug counselling.'” Jean agreed communication with
management was good, and that managerial attitudes had "{otally cﬁanged". "Every -second
month we have joint shopstewards meetings with all PG Wood and Timber City branches. We
sort out problems there. There is no whites this side, blacks that side".'* A March 1992
joint mﬁnagementfshopstewd Foram report noted further progress: company values were
being discussed and *Values’ booklets distributed in-a-groups (which by then existed in all.
12 branches); all employees received performeance reports; regular safety committee and
ﬂopﬁewd@agmmt committee meetings were held; and there was cooperation in several
other areas, including recruitment, though it was noted that additional training was neéded to
improve the quality of participation. Business education courses were being provided fo
workers as well as Aids education classes, while an incentive scheme had been introduced for

drivers, sales reps and internal sales staff.'® However a joint shopsteward-management
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’Action Plan’ for the fourth Forum in October 1992 said implementation of the programme
was difficuit within parts of the Cape :egiﬁn for logistical reasons. "PG Wood Cape spans a
large geographical areas and it is not always possible to get everybody together immediately.
The Continuous Improvement programme is therefore the most advanced in the Western Cape,
followed by the Eastern Cape and Border, South Western Districts and Namibia have not been
¢éxposed to the process".'® It noted that to facilitate its coordination a National Forum
committee had been set up in Cape Town, with another in Port Elizabeth.'” Union criticism
releting to company values were also noted. Some workers felt that certain jobs were only
open to "certain races and sexes", which meant that the grading system needed to be debated
"io create better understanding”. The format of the performance report was said to be too
complicated for many workers and despite the results of a survey showing that all staff at the
main branch'® were literate, both management and the shopstewards doubted this."
There was dissension over management’s unilateral decision to put an end to the office of the
fuli-time shopsteward - a move justified on the grounds that, "there is not enough work and
because of the vast distances between branches," and, "the last incuenbent severely abused the

position and did not endear management to keeping it open®,"™

Interviewed in 1993, Hart also presented an upbeat view. "Things have been going well there.
Their in-a-groups are working well. They have no major Iiteracy problem themselves, and in
fact are starting to run literacy for the community as a public service. One of the main reasons
for their success is that they have a good, relatively liberal management, headed by Mike
Revington, who is very pro-TPQ".""* However, the impact of the decision to restructure had
a deflating effect on the morale of management as well as workers, and over the next year

most aspects of TPQ came to an end. The July 1993 SWOP report noted that the in-a-group
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facility had been unilaterally canceled by management at Epping earfier that year. It quoted
one shopsteward as saying: "There are no more TPQ meetings here. I don’t know why they
stopped. Do you think they will bring something useful to us? They say it is useful but t]my
are the only onmes who gain."' By early 1994, Hart said that most Cape distribution
branches no longer had in-a-groups or other TPQ structures except those connected with
LEAP'™, though later that year there was a revival of Wational Forum structures in some

of the sites.'™

12.3.5 Natal Digtribugion -

If PG Wooid Cape achieved most success among the distribution SBUs then PG Wood Natal |
was the SBU which showed the least progress. As with the Pietermaritzburg factory it had to
contend with workers who were members of competing waions and political traditions. Unlike
Pigtermaritzburg it was not assisted by a senior menagement sympathetic to the process when
it was infroduced in mid-1989. The majority union, Ccawusa'” (later Saccawu), was
initially positive, Union organiser Mo Alll wrote that the TPQ concept was a “clear move
away from the present apartheid style which companies practice at present”, adding that its
aims were both to improve productivity, quality and profits and to "improve the quality of life
of its employees", He commendéd PG Bison for stating that the system could only work with
the presence of strong trade unirms..""i Two years late; 4e new Saccawu organiser, Gibson
Nduli, was less sure about this, noting that the reports from his workers were not encouraging:
"I the Transvaal the workers may be more positive, but there are some differences in Natal,
which are not fully understood nationally. The Transvaal workers want TPQ to go ahead, but

the workers in Natal are not so certain®."”
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Some of the causes of this uncertainty were illustrated in fae differences in tone and content
of reports to the October 1991 National Forum by generel manager Tony Kimble and
shopsteward Willie Mazangolo. Kimble rose and gave an eloquent, glowing and
self-congratulatory repoit, saying, in effect that industrial relations had never been better.
Mazangolo replied that things were not going well, and that mapagement, and senior
management in particular, was doing next to nothing. As Cohen put it_: "We had a
shopsteward denying totally what the manager had saui - while aceepting he was the manager
- and it was true, he had done very little.”’” More specifically Kimble gave a positive
version of the establishment of in-a-groups, LEAP, training, busiﬁess education, information
sharing and performance rewards, while Mazangolo replied: "We still lack dignity and respect
at our branch, There are problems of trust, Apartheid still exists, When our families come they
stay outside in rain or sun, but management’s families go to reception and have tea".'” He
complained about health and safety ("strong chemicals from the boards are hurting our eyes")
and the bursary scheme, though he conceded that "literacy is coming tight - mother tongue
is good but English is bad”."® By the second Forum some progress had been made, and the
shopstewards and management submitted a joint report. On the question of "Values’, for
instance, it noted: "Shopstewards have pointed out a problem that management is investigeting
involving double standards in disciplinary action. Shopstewards have also pointed out that
whilst respect by management for employees has generally improved, some managers should
behave better and show more respect™®'. It expressed the consensus view that "the more
participation there is, the better it will be for ali*, and reported that in-a-groups had been set
up' throughout the SBU, "some working better than others"®. It also reported that there
were monthly meetings between management and shopstewards, with a monitoring committee

to evaluate progress.'® On the issue of relationships with the union it hinted things were
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not working to plan: "It should be noted that both shopstewards and management agree the
union official needs to be involved in all facets of the working relationship ... (and) that our
people are always involved in making decisions that affect their work life. However this ideal
has not been realised io iis full potential at PG Weod Natal, To a degree manageraent is still
aufocratic, However, since the last National Forum a lot of hard work has gone into
establishing worker ueedsibroblems and where necessary change has been implemented”,'®
1t added that, "communication breakdowns often regult in deteriorating relationships, trust and
respect.”'®, and said there were tensions with the SBU leadership: "There is some joint
decision making, but this is working in some branches better than others. There is, however,

a concern by shopstewards that management is still perceived to be autocratic”.™®

But if this indicated growing co-operation between management and the umion, it was
short-lived. No joint repori was submiited to the Fourth National Forum, and there were
indications of renewed conflict which intensifie? during restructuring. Or.¢ example related
to the dismissal of several union members from the Pinetown Timber City branch. This was
explained in the Forum's minutes: "(T)he union complained that several ... members from
Pinetown were retrenched wunprocedurally. Management said the case involved the
restruciuring of the branch and that the workers became redundant, which is permitted under
PG Bison values. Leon Cohen said he would personally visit PG Wood Natal and look into
this matter".'¥ After a head office investigation Cohen concluded that the SBU head'™
had niot complied with company values which did not allow retrenchments, and that the
*redundancy’ was unfair, and the work:+3 were reinstated.' But; as Hart noted in 1993,
such head office interventions did not resolve the endemic tensions there. "To give one

example: management unilaterally stopped the literacy programme, arguing that this was
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necessary because of restructuring, which wasn’t irue. Overall the situation there is unhealthy,
though some branches have successful in-a-groups™.®® The SWOP report also reserved
strident criticism for the Natal distribution SBU, noting that at the Springfield headquarters
all in-a-group meetings, as well as Iitex;acy classes were unilaterally stopped by management,
"because they said cusi. ners complained that they were not getting their deliveries on
time."! It also said that ovett expressions of manageriel racism remained a factor at some
branches, mentioning that at Port Shepstone workers had been called "kaffirs" and that the
toilets there were still racially segregated.” It also complained about understaffitg and the

employment of casual workers, contrary to company policy.'®

In 1994 Hart said that the trauma of restructuring had further weakened management's desire
to implement participative programmes. "It was always one of the weakest areas in terms of
participation and performance, and the focus on restructuring exacerbated the problems,
Before they had autonomy - in effect they had a whole business fo themselves - but now there
is no autonomy. The change has been emotionally traumatic for many in management because
they are no longer king of the castle - they just run functions 3¢ 1 if's been a serious
| dampener on participation."™ Later that year, the iﬁdividual many of the workers blamed
for their problems in Natal, the SBU head Tony Kimble, was made redundant as a result of

the removal of layers of management necessitated by the restructuring process.'®

12.3.6 Transvaal Distribution

The implementation of TPQ at PG Wood Transvaal began with the value-sharing workshops

in early 1989, several months prior to its launch at PG Wood Cape and Natal'®, but despite
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this early start, progress was far slower than at the Cape, though it did not encounter the depth
of the problems experienced in the Natal SBU. Reporting to the second National Forum in
QOctober 1991, the general manager Grant Parker acknowledged some of the problems. He
mentioned that “communications structures are in place in some areas, but elsewhere not so
good" and that "values vary greatly - we have a long way to go". He acknowledged the use
of casual labour, but "only on absenteeism” and said some redundancies had been riecessary,
More positively he claimed significant progress in literacy, Zulu classes for management and
business literacy classes, 2s well as incentive schemes for drivers and sales staff, and quarterly
meetings between shopstewards and manaéement.m Senior shopsteward Joseph Ndhuli
recognised progress in these areas, but noted that workers had pot been approached on
performance rewatds, stressing that workers "reject being coopled as supervisors". He also
reported that two branches' had "problems .with management atfitndes” and complained
about the lack of "team spirit", noting that "management went for two-day river rafting
without us". He concluded by saying the workers wanted long service awards after five years

not ten because "nowadays we die like flies",'

A joint minagement/shop steward @oﬂ 1o the third National Forum listed several poinis of
progress and suggested some changes in the attitude of shopstewards. It ﬁoted that a senior
manager had been appointed full-time to the Continuous Improvement (TPQ) programme
becanse, "with few exceptions cur management across the board has received relatively
limited training in *new style’ management techniques".”™ It added: "From the unjon point
of view the feeling is that certain branch managers ruanage but do not provide leadership for
all employees and need intensive training to change old style habits. On the issue of

leadership training, the wnion urges greater focus on the development needs of emergent
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leaders in its own ranks. African workers must be given the same chances to fill in the
managerial positions as other races! There have been indications of a willingness by
management to involve shopstewards in decision-making and the union supports and
encourages these stéps".z”‘ It noted that empluyeés "know and understand what performance
is required from them", but that some branch managers felt that productivity and discipline
had drdpped and absentesism increased - which the union denied", while on the other hand
it mentioned that the unions believed that on the job training sy reward systems were -
inadequate and that there was insufficient recognition of the roles played by lower-level
employees.?? It mentioned progress in Literacy, Zulu classes for management and business
education courses, but poted union critizism about recruitment outside the company, and
conceded that "more attention needs fo be paid to the training needs of the average
employee".®™ It stated that some branches had not responded well to the programme to
improve communication between workers ard management, with their managers showing a
marked reluctance to share information. The union also argued that management only
encouraged participation in decision making when this was demanded by workers and that
where in-a-groups existed they were wvehicles for communication rather than
decision-making?™, It concluded that "values have tended to be understood only after
treaches have occurred" although some improvement was noted™ A joint
shopsteward/management report to the fourth National Fornm noted the appointment of 2
full-time shopsteward, despite ohjections from management. It stated there was a need for
more uniformity in the implemeﬁtation of in-a~groups and that while SBU performance reports
were given on a monthly basis, these were not presented in a manner which all workers
understood, suggesting a need for further business training, It also mentioned an agreement

between management and shopstewards to meet on o monthly basis to share information.*®

664



Commenting on TPQ’s progress at PG Wood Transvaal during the restructuring programme,
Hart said its implementation had been shallow, and stressed in particular that there had been
a decline in the presence and affectivity of in-a-groups. While she placed some of the blame
on a lack of enthusiasm from management, she also mentioned specific problems from the
union side. "One reason is that the new full-time shopsteward”’ has not been very effective,
though he’s relatively pro-TPQ. For instance he will protest abont not having a company car
on weekends but won’t fight for improvements in the literacy programme. On the other hand
management are _qﬁite good on the valnes issne and seem to be honest with themselves and
the shopstewards about the problems, though nr* a great deal is being dome to solve
thern."® Interviewed a year later, she said that while management-union leadership
structures were being re-established in some branches, there had not been significant progress

~ with the implementation of in-a-groups in the region as a whole.””

12.3.7 Other factories and outlets

The eight SBUs discussed above formed the core of the company prior to 1993. However,
these did not constitute the entirety of the PG Bison portfolio.. As mentioned in chapter seven,
several Timber City outlets became franchise operations (and therefore fell outside of the
ambit of TPQ/Continvous Improvement strategies). In 1991 PlyProducis in Esetebe in Natal
was closed after three years within the PG Bison fold, while in 1992 Pennypinchers was
bought out by PG Bison (though it remained structurally separate from the rest of the
company). The implementation of TPQ at Pennypinchers wes still in its infancy at the time
of restructuring. Andrew Gilbert, a sirongly pro-TPQ former director of Laminate Industries,

was appointed its MD in 1991, and immedintely took steps to encourage Ppwawu to organise
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there*° Thereafter both management and shopstewards participated in Natioral Forum
meetings and were exposed to the company’s values and aspects of the TPQ programme,
However, the TPQ head office team was not involved in helping to implement the process
within the Pennypinchers branches, and there was no attempt to take the employees through
the value-sharing workshops or fo implement in-a-groups.2!! Finally, it is worth noting that
“the PG Bison head office staff did not operate as a separate SBU and were also not fully
integrated into the TPQ i:rocess.m

12.4 EMPLOYEE OPINIONS ON TPQ

In late 1992 three surveys were conducted on the attitudes of PG Bison’s emp*oyees - one by
the National Forum committee and the other two by independent apalysts retained by the
National Forum committee and funded by the company, while another independent survey was

conducted for Ppwawu and funded by PG Bison in 1993,

The National Forum survey was aimed at assessing the progress within each SBU in six major
areas were the Forﬁm had reached agreement after June 1991: values, participation,
information sharing, fuli-time shopstewards, LEAP and SBU Fﬁrum Committees.. Alt
managers and shopstewards were asked to fill-in checklists separately, with a positive response
eliciting three points, a *partly’ response one point and a negative response no points. Despite
significant problems with its metbodology*™, it provided a sense of employee views on
various issues, indicating there were significant differerices in the perceptions of management
and shopstewards and that employee opinions about participative programmes were far more
positive in som= SBUs than others, with Alrode, Pietermaritzburg and Stellenhosch scoring

highest among workers, and Stellenbosch, Pietermaritzburg, PG Wood Cape and Alrode from
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the managerial side. Stellenbosch received the highest overall ranking, followed by Alrode,
while Piet Retief received the lowest ranking.”"* Summarising the findings on values, the
National Forum Committee noted that these had been circulated but not sufficiently debated
or implemented. The shopstewards felt they used the valnes more than management when it
came to problem solving. They agreed there had not heen retrenchments but that there had
been external recruitment, contrary to the agreed values. There was dicagreement on equality
in the workplace with manapement saying there was no job reservation and equal pay for
equal work, and shopstewards saying the opposite, adding thui workers were not treated with
sufficient dignity and respeet. On information sharing it was agreed that performance reports
were distributed, but that there was insufficient understanding or discussion. It was also felt
there was not enough business literacy training on offer. On participation there was agreement
that in-a-groups were not fully in ﬁlace or that not all employees were invojved in them, and
that many of those groups which existed were not been used rroperly. There was also
agreerent that SBU forum commitices were not sufficiently established, with the shop
stewards noting that these were not used properly. It was meéntioned that half of the SBUs had
full-time shop stewards, with shop stewards viewing this faciliiy as more worthwhile than
management did. There was also a general acceptance that LEAF committees were largely in

place, but not all working according to an "action plan”*"*

Another survey commissioned by the National Forum Committee to gauge how employees
felt about the company was conducted b, an outside consultant described as "an expert in
analysing employee attitudes in companies”,?'® It used a 20 percent sample of employees
from Bisonbord, Laminate Industries and PG Wood, drawing from random computer lists,

with sampling designed to ensure propo-tional representivity of all employee grades®’. The
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formet allowéd five possible answers to each cuestion, ranging from strongly agree (five
poiai) 10 stroﬁgly disagree (one point) - the mean being three points.2* 50 questions were
asked, gzouped inio 12 areas: The company lives by its values; Participation and teamwork
is practiced; Information is siiared openly; Relationships are good; People are recognised and
rewarded; People have epportunities for advancement; People can develop their skills; People
are empowered; People are committed to the company; People sce a secure future; There is

equality; People are content in their work.2'®

A positive overall result was returned in all but one cafegory .(’equ.ality’), but culy *security’
elicited a regult over the 3.5 mark, Management had positive answers in all 12 categories, with
the questions on values, commitment to the company, information sharing, contentment in
work and secority drawing responces of 3.5 or over and “empowerment’ drawing a response
of over 4. Among workers, .eight categories crew responces of 3 or more - values,
participation, opportunitics, skills development, empowerment, commitment to the company,
future security and contentment in work. Three averaged slightly below 3.0 - information
sharing, good relationships, and recognition and rewards while one, equality, drew a response
substantially below 3 (2.6).2 The most positive overall response came from PG Wood Cape
where all questions drew answers of 3.4 or above, with those on empowerment, commitment
to the company and security producing responces of over 4.0. Laminate Industries and
Stellenboscli had the second highest positive profiles with questions in five areas - values,
skills deve_lopment, cominitmeni, empowerment and security - drawing responces of 3.5 or
above. The lowest average was produced by Pietermaritzburg, followed by Piet Retief. In
Maritzburg three sections - contentment at work, future security and commitment to the

company produced responces of over 3, while in two sections ~ participation and teamwork
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and equality - the average was under 2.5, At Piet Retief four sections drew responces under
3 - participation and teamwork, infurmation sharing, equality and relaﬁons&:ips; with equality
producing a 2.3 response.” The 12 questions drawing negative responses (below 3) were:
1. Employees constantly complain about their jobs and supervisors (2.48) 2. There i3 racism
in the company (2.56) 3. Managers share information openly (2.69) 4, Equal jobs have the
same grade (2.8) 5. I experienice racism against me (2.82) 6. In-a-groups operate effectively
here (2.94) 7. Management acts in keeping with the values (2.95) 8. Employees trust their
managers (2,95} 9. Jobs at other tions are available to me (2.97) 10. There is prejudice
againﬁt women (2.98) 11. My opinion is asked before decisions are made (2.99) 12. I am
given the same opportunities for development as others (2.99). The 13 questions Jdrawing
positive responces of over 3.5 were: 1, Action should be taken against people violating values
(4.14) 2. Employees care about the success of the co:nimny (3.87) 3. | am proud to work for
this company (3.83) 4. I have the skills I need to do my job (3.82) 5. I feel the company has
a good future (3.77) 6. 1 speak to my supervisor/manager whenever I went (3.73) 7. I am
encouraged to learn and improve myself (3.69) 8. My department works together as a team
(3.61} 9, I support the company’s values and oﬁjecﬁves (3.61) 10. On most days I carry out
my work happily (3.58) 11. I know who my customers are (3.57) [2. [ have more job security

here than I would at other companies (3.53) 13. I am eﬁcouraged to take initiative (3.51).2

Summarising the results the National Forum commitiee stated: "In general, for the entire PG
Bison Group the average results were above the midpeint, but not by much. This means that
on average people agreed by a slight margin that we were doing well in the areas measured.
Most of these scores were only very slightly positive (above the midpoint). In no area did the

average result reach as high as 4 "(Agree"), Most results were closer to the midpoint (neither
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agree nor disrzree). ... Of the 12 dimensions measured, the weakest result was in thé area of
equality, This was the only area where a majority of people disagree that we are doing well.
On average people believe racism still exists in PG Bison. This is obviously an important area
for atfention and action. The area of strongest agreement was "People see 8 secure future”,
followed by the dimensions of commitmaﬁ and empowerment". The commiﬁee added that
empowerment was the issue where the greatest difference between management and workers
was shown with managers asreeing that people are empowered (4,1 out of 5) and workers

being less certain (3,2 out of 5)" 2%

A thlrd swvey of a different nature - a ’needs analysis’ for a shopstewards training
programme - was conducted in September _199223“. This involved interviews with a ‘random
sample’ of eight of the 20 shop stewards who attended the March 1992 Forom. The
interviews, conducted by an outside consultant®®, lasted 90 minutes each. Seven respondents
were Ppwawu members and one a Numsa inember. Three were employed by PG Bison for
five years or less, and the rest for over five years. Seven had been shopstewards for five years
or Jess,* The report said "all of those interviewed understood their roles and responsibilities
as shopstewards, took their pésitinns seriously and felt capable of carrying out iheir
tasks".*’ Most "expressed positive views about the changes that have taken place in the
company” and "“identified concrete changes in the attitudes and practices of management in
the company such as, *my department manager was anti-union, but now he has changed’® or,
.’when I came to this company workers used to run to pick up papers; today workers don’t
have to run if they see the bosses coming™*.2® It added: "Other shopstewards pointed to the
benefits that workers have achieved as a result of the changed policy ey, literacy, and the

increased involvement of workers in the decision-making processes, One of the participants
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in the study indicated how much he liked the in-a~groups and he felt that he learnt a great
deal from others and also mentioned that *now company figures are no longer a secret’
‘Another participant felt that the changed strategy *shows that workers are seen as being part
of the company, a team. In the Nationt.. Forum we show that we talk to each other’.?®
Most shopstewards "did not feel that the cuanged company strategy was an aitempt to co-opt
workers and they valued the opportunity to participate in joint discussio:_is", though some saw
the chianges as a “victory for the workers as they felt thaf it was their pressure on management
which resulted in the changes".” While a "positive view prevailed about the sirategic
change in direction of the company, all participants identified a lack of trust and a general
suspicion of management as areas of concern”.? A reason for this was that whites occupied
positions of authority in the company and society at large. It mentioned significant variations
in perceptions of the. programme between regions and plants in the same areas, and between
depariments in the same plant. However, among the genmeral points o emerge were that
management was open fo listen at the National Forum but did not implement the changes
recommended, that directors were more responsive than the managers, and that in-a-groups
did not address worker grievances. Most shopstewards said their rank and file members did
not filly understand the objectives of the National Forum, though most said they obtained
mandates from workers before National Foram meetings and reported back to them. All bui
one said their lack of proficiency in English was a major barrier to their participation in

meetings, though most had more than a finctional leve! of literacy.??

This point - about educational disparitics limiting the involvement of workers and
shopstewards in participatory structures - was stressed by senior human resources staff, who

saw the literacy and business education courses as a means to solving these problems.
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Referring to the conclusions of the surveys, and the company’s response in a 1993 article,
Smith and Hart wrote: "Research showed that while most of the shopstewards held leadership
positions as well as in the workplace, they found the experience of participating in a large
forum intimidating. Shop stewards felt that weak English skills were a barrier to their ability
to contribnﬁe verbally, and their limited education was a stumbling block to coping with the

voluminous written documents generated by such a participative forum®,*?

As discussed in chapter 11, subsequent research, based partly on interviews with management,
workers and shopstewards, was conducted in mid-1993 by SWOP for Ppwawu.?® Its aim
was to provide an assessment of the company’s restructaring proposals and its analysis of
TPQ was therefore only one aspect of its focus. This section was limited by its impréssionistic
nature and the fact that the researchers did not cover the Alrode factory (organised by Numsa)
nor did they interview shopstewards from Uwusa. Their interviews concentrated primarily on
8 selectién of branches and factories, with the result that some conclusions were not entirely
accurate. Piet Retief was the only site noted as having literacy classes, while It stated that in
all Ppwawu-organised factories TPQ had "collapsed almost completely”, adding that in-a-
groups had collapsed or had never fimetioned effectively.”® While there were tendencies
in these directions during restructuring, this is an overstatement of the case, with the decline
of TPQ at Pietermaritzburg, Alrode, Boksburg and some of the other distribution sites, being
less absolute than this suggests. However, its account of shopsteward and worker bpiﬁions
provides additional pointers to the state of participation at that stage. While the authors of the
report and a subsequent article on it complemented the company on iis willingness to share
all information with the union, and its preparedness to negotiate restructuring and the

redundancies in good faith, they reinforced some of the negative impressions gained from
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previous employee opinioﬁ surveys. In addition to etnphasisi.ng TPQ's downgrading since the
one business initiative was devised, they mentioned examples of overt managerial racism and
presented the view that management in some SBUs were violating the company’s values in
several other respects, including the use of casual labour and of refrenchments disguised as
redundancies, ™8

12,5 TRADE TINION RESPONCES TO TPQ

While the responces of trade unions within a company tend to be guided by their members,
and particularly the repr&éentatives of their members (shopstewards), the two can not be
conflated, and therefore need to be dealt with separately. The union is seldom simply the sum
of its members’ views because its organisers and cther officials invariably have a marked
independent influence on policy, strategy and day to day tactics. Considerations influencing
policy, strategy and tactics include pational and regional political influences, national union
policy, and, most particularly, the individual perspectives and even personalities of the
organisers and other office bearers, As a result the perspectives put forward by unjon officials
may, at times, differ substantially from those held by their members at a particular company,
and this certainly applied at PG Bison. There were several significant changes in the responces
to it taken by the three Cosate-affiliated trade unions in the years covered by this study. Some
of these shifte related to changes in national policy, but more important were the changes in

the regional ana <+ uizh organisers dealing directly with the different SBUs.

Partly as a result of the shifting influence of various union officials, Ppwawu shifted from

having no clear policy on TPQ (with some organisers supportive and others oppos=d), to
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ensuring its suspension for over six months, to being critically supporiive after developing a
national policy on participation after changes were introduced, to insﬁmﬁng a suspension of
some TPQ sfructures at the start of the one business process, to strongly endorsing a
reconstituted participative programme as a result of the one business negotiations. The
influence of individual officials was even more ma:ked with Numsa. [ts branch was strongly
pro-TPQ when the regional organiser was Sam Ntuli, but adopted a fur mere antagonistic
stance when Elias Monage took over. Similarly, former Saccawu organiser Mo Alli was pro-
TPQ whereas his suecessor Gibson Nduli was less so. Some changes related to day to day
developments at the. SBUs, but they also reflected attitudes and socio-political views of
individual union officials, as well as their level of awarencss about the existing programmes.
This caused considerable frustration for management, and particularly those dealing directly
with the tnion organisers. They frequently complained that each new organiser who arrived
took several months to understand the company’s participatory processes, and once this point
was reached he was invariably replaced by another who with lile knowledge of the
agreements which have already been reached or the history of the process, and needed to go

through the same process again.”’

What was acknowledged by the TPQ team, and stressed more strongly by the unions, was that
an initial mistake in implementing TPQ was that the focus on winning the support of the
shopstewards was not complemented by a drive to get the union organisers and other officials
more actively involved.*® Nel stressed from the outset that if TPQ was to succeed it would
need the active pazﬁciﬁaﬁon of the worlkers, and to get this the shopstewards had to become
key players in the plan. What he did not sufficiently recognise until the process began to

break down three years later, was that the shopstewards had to maintain a relation both with
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their union members and with the union organisers, who, in turn, reéuired the backing of their
regional and national offices. Ag & result the consultations with the unions was not sufficient
to draw them in beyond the shopsteward level, and in some cases the organiser level. In
particular, the national offices IWere not integrated into the process, and despite the initial,
cautious go-ahead from the anions, this contact was not sufficienity maintained, with the result
 that as union staff changed, so the assumption developed among new officials that TPQ had
been unilaterally imposed. At the same time the shopstewards, most of whom were aware of
the history of the process, were drawn in on a day to day basis. What happened over time was
that while many developed positive responses to TPQ, particularly during its early, value-
sharing stages, these were not shared by all their organisers, nor by the all the officials in the
regional and national offices, some of whom saw TPQ as nothing more than an anti-union
scheme to disempower workers and boost productivity, In Ppwawu in particular, this tension

became acute and led to the active intervention from the union head office to stall the process,

As mentioned above, the SBU which hed the most positive response from its nnion -~ both
from shopstewards and organisers - was Laminate Industries, One reason was that during the
tirst four years of TPQ, the Numsa national and regional offices were less antagonistic o
worker participation schemes of this nature than their counterparts in Ppwawu. It was
particularly important that for the first three-and-a-half years of TPQ’s implementation there,
the union’s organiser, Sam Ntuli, viewed the process in a more positive light than most. In
addition, becanse of the relatively liberal views of senior management, the TPQ process was
iraplemented with more enthusiasm at the this factory than at most other SBUs. The result
was a generally positive response from the workers and their shop stewards, which tended to

influence the officials directly invoived. Interviewed in 1990, Laminate Indusiries HR
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manager Andre Michaux, spoke of a constructive relationship with the union. "We couldn’t
embark on the programme until it had been discussed with the shopstewards and the union.
fome of the initial reaction was suspicious, but not antagonistic. At one stage in negotiations
we had a situation where the uniop officials were not available so the shopstewards reported
back to the workers, and the reaction was vex;y positive. The union is particularly happy about
the literacy prugramme. ... In general there has cerfainly not been any major rejection of TPQ,
though I'd say Sam Ntnli is still suspicious about aspects of it".*® Interviewed soon after,
however, Ntuli showed [ittle suspicion: "We don’t have a policy on TIQ because Laminate
is the only PG factory where Numsa hes a presence. On the shopfloor workers welcome TPQ,
and my attitude as an organiser there js that it definitely has positive elements, It helps
promote skills in the sense that positions will go to people capable of doing the job, it gives

the workers a chance to participate in it democratically, and to take part in open debate with |
other racial grovps. 1 would say the situation at Laminate is definitely different - more

positive - from that at other companies”. ™

Nituli, an East Rand UDF civic leader, was assassinated in 1991, Shortly before, he moved to
the union’s regional office and his position as organiser was taken by Elias Monage, who
showed strong antagonism to any form of parficipatory management, and like several other
union organisers interviewed, seemed ta have little knowledge of the history of the process
or the experience with TPQ prior to his appointment. Interviewed in late 1992 he said it was
introduced by management at a National Forum in 1989, with the aim of undermining the
unions and minimizing worker militancy®!, whereas in fact, the National Forum only came
inte existepce in 1991 and TPQ was initiated in 1986, and first implemented at Alrode in

1987 ~ at a time when the unions were weak and the workers far from railitant. He explained
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his opposition to TPQ: "My persbnal feeling is that it’s a negative thing for the workers, in
the sense that the introduction of TPQ undermines the structures of a union at a particular
plan{. It should be stopped, but this depends on the militancy of the workers because it’s
aimed at coopting the leadership. What you need to understand is that some workers still need
education about this thing of TPQ".*® Asked how TPQ undermined the umion he gave the
following 'examlale: "When we were negotiatii;z wages, whatever we were discussing with
management the shopstewards will report back to the workers. But management themselves
caﬁ report back to anybody, even our own members, The workers then don’t want to attend
our repart backs becanse they've heard it from management. When we lchallenge management
on this they just say this is policy".?* He conceded however. that if could have advantages
for wnrkers. "Sometimes the workers use TPQ to challenge management. For example, the
transport workers got rid of this particular manager who they didn’t like, and used the TPQ
structures to do this, so it can be turned around to be vsed for the workers advantage. It’s a
complex thing: if the workers are not militant they won't be able to use it to their advantage.

The problem is that TPQ tends to make workers less militant*,24

As mentioned with reference tv PG Wood Natal there were similar shifts in perspective
between Saccawn organisers, although here a majoi- influence was the negative experience
with management. During the first two years of TPQ, the union organiser, Mo Alli, was
- supportive. "TPQ is definitely a positive step towards a non-racial and democratic South
~ Aftica, The company is comect in saying that this system can work only with the participation
of a strong trade union movement to guide wne system in the right direction. There is stxll a
lot of suspicion sbout this system because workers always feel that management have

something up their sleeves when they offer a system which seems like an answer to many of
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their probleins. I personaily feel that the TPQ system is progressive and can work with the
total cooperation and commitment from both parties”.*” However he said the union nesded
ta develop "a clear policy on this whole TPQ system”, adding that some issues needed carefol
planning and research: "1. We need to know clearly, how we could dismantle apartheid on
the shop floor 2. As a trade union we need to have a clear vision or aim as to what do we
| want fo achieve out of this system 3. Will we be compromising any of our principals and
policies? 4. What is the long-term political implication of TPQ? 5. How do we take
advantage of this to strengthen the nn.ions? 6. The whole issue of democracy and participation
of workers in decigion making 7. How do we negotiate profit sharing? 8. Centvalised
Bargaining and how it can strengthen or weaken the trade union. 9, What structures do we
set up in order to achieve the above?".**® When Gibson Nduli, took over in August 1991
he took a more critical stance: "Management has been trying to bring up a lot of issues, like
at the last National Forum the big issue was the presence of non-unionised, white collar
employees in this stricture becanse they were saying their interests were not represented
because they didn’t identify themselves with either the workers or with management.
‘Management pushed hard for it because they said they weren’t negotiating wages and they
wanted to create teamwork. But for us it was a very dangerous thing becanse the union fought
a struggle with management to get where it is, and now management wants to let these people
take @ short cut, Some things in this TPQ thing I find really dangerous to us as a union
rﬁovement. What we need is proper guidance becanse it could sway the struggle of ouor trade

union movement”, %

There were no significant shifts in the perspective of Uwusa to TPQ. Throughout the period

of their presence within the company, their representatives were Jargely in favour of the
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programme, though their active response tended to vary according to their relation with
Ppwawn, 'I‘hcir. Pietermaritzburg shbp steward Anton Makhaye said the main problem with
their membership was that the workers "did not understand the concept of TPQ". He
complained they had a "tendency of not trusting management", adding that he personally was
in favour of it because it "helped to create a better understanding between employers and
employees”.**® Uwusa sent along two officials to the 1989 shopstewards conference, and its
union organisers also participated in the National Forum and seldom made complaints about
management. Only on the question of the preseﬁce of non~unionised workers at the National
Forum did one of their representatives take a stand against magemmt at a national
level® And within the Pictermaritzburg factory they also teﬁded to. go along with
management’s perspectives. For instance, when the Ppwawu workers went on a go-slow
around wage negotiations in 1993, Uwusa workers refused to take part. As Hart put it at the
time: "There certainly hasn’t been any opposition to TPQ from Uwusa in any form. The
problem has more been one of them not being critical encm.gh".z""l As mentioned above, in
1993 they joined Ppwawu in the negotiations around restucturing, rather than taking the

independent route followed by Numsa.

But while Numsa, .Saccawu and Uwusa each had an influence within the company, Ppwawu
was the union with by far the most powerful presencze, and therefore the greatest impact. Until
developing a national policy relating to TPQ in 1993, their responses varied from SBU to
SBU, frpm organiser to organiser, and from time to fime. In late 1989 a more concerted
r_ejectidn emerged, with, ironically, the catalyst being the ostensibly pro-union three day
national shopstewards conf-rence in October that year. While this was viewed by management

as the ulfimate expression of its commitment to trade unionism, Ppwawu’s head office viewed
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it as an attempt to divide shopstewards from the rest of the union. The nationsl organiser, Rob
Reece, was particularly critical. He was initially involved in negotiations around the
implementation of the literacy programme, attending a workshop on the issue whete he
expressed strong opposition to TPQ and subseguently helped to influence union policy on the
programme.?*! He felt, however, that he had not been sufficiently involved. Asked in March
1992 about his aititude 1o TPQ at PG Bison, he said: "If T had been there I can assure things
wouldn’t have turned out like they did".* Another official who expressed strong opposition
was assistant general secretary Sakbela Buhfungn, who took over from Reece in the
negotiations around LEAP. He wrote: "Ppwawu ... has noted serious problems since the
introduction of TPQ by PG Bison. Chief among these are that the company in fact brought
TPQ in unilaterally and only agreed to negotiate when it became clear that the programme
might fail, In addition the union noted serious organisational problems arising out of the
introduction of TPQ. For example, PG Bison shop stewards were becoming very weak and
weere drifting away from the union’s constitutional structures. This Jed to serious, and, in my

view, justified suspicions about the intentions of ‘.nagement".?

These views were not shared in their entirety by the union organisers dealing with PG Bison
on a daily basis. Interviewed in July 1990 Ppwawu Southern Transvaal branch secretary,
Kenny Fihla, argued a policy of engagement was the correct one to follow. "Initially our -
union adopted an atiitude of outright rejection, but we have been evaluating this attitude and
have come to the conciusion that we will not solve he problems through rejecting it. This is
because TPQ is very attractive to the workers, so therefore we tan’t just reject it. Then we
would have a situation where only the union officials are np_posad to it when the workers are

supporting it on the factory floor, Now we have realised that we need to be part of it and at
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the same time make our position strong and make sure that sﬁme of the mere dangerous
clements in jt are rejected". He acknowledged the prograrhme had'posiﬁve dimensions for
workers. "They work in a way to ensure employee participation, For example, with stayaways
and strikes they discuss these things and then they have developed an advanced management
team, to handle things".** Among the "good aspects of TPQ" was its effect in combating
white racism. "We’ve come to realise that it can be used by the union to improve race
relations through things like joint seminars of white and black workers which they o, In
terms of race relations, yes, it is good. In the past some of the management, like the Iine
management, and those lower down, were hostile, but since the inception of TPQ there has
been a change in their attitudes. Bt this has also had the effect to an extent, of demobilising
the workers on the factory ficor. I would say that TPQ is certainly not bad in total. You could
say it’s been ambiguous for the union. It improves race relations, which is good, but it tends

to demobilise workers, which is bad”"*”

Despite such perceptions, those taking a more cynical approach won the day at the time, In
August 1990 union officials informed management they believed TPQ had been unilaterally
imposed, and that the entire package had to be renegotiated. While contact between |
management and the unions continued, it was only in March 1991, after a meeting between

. management and officials from each of the unions and shopstewards, that TPQ was allowed
to resume (as & result of the establishment of the National Negotiating Forum, which became
the National Forum). Interviewed after the introduction of the National Forum, Ppwawu
national organiser Musa Bhengu was positive about the process. "TPQ is just at the beginning
of being implemented. Until quite recently it wasn’t implemented properly and was more of

a theory. The literacy programme was always good but had some shortfalls, But negotiations
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with PG about TPQ have been fruitful, and the programme has a lot of potential for workers.
The National Forum is the first of its kind in South Africa and could have very positive
results. They have a work culture which is geared to eradicating racism, though it continues
to some extent from the lower level of management But in general PG Bison is totally
different from other companies in the wood and paper industry. There is no longer the same

antagonism between workers and management, whereas in other companies there still is" 2%

In his concluding remarks at the second Natioral Forum meeting, hig fellow Ppwawu national
otganiser Elijah Masinga, was even more glowing in his commendation. "What we have done
here is not small; it is very big. We are makers of history, of the new South Africa. This is
-not easy. There are not set rules, no precedents to follow. We are the pioneers of the new
industrial order in South Africa. None of us should feel we are not making a contribution. We
should look forward to ithe day when other companies feel at liberty to copy what we are
trying to do here", he said?*’ Likewise, in his opening speech at the third National Forum
in March 1992 Ppwawu regional organiser Phineas Masombuka showed considerable
enthusiasm. "In the past, business was characterised by a master-servant relationship. It is
quite encouraging for PG Bison to opt for a different route - away from confrontation, toward
- giving workers a say. Others want to follow suif, so the new ideas auger well. .... PG Bison
- will go down in history for seifing an example on how fo change labour relations. This
doesn’t mean it will always be smut;.ith running - we need to look for common ground".®®
In another speech at the same event Ppwawu general secretary Sipho Kubheka was more
cautious, but still hopeful, in his endorsement. "The path in which we walk is not easy. There
has been resistance in different working situations, where those opposed to the new order

don’t want to lose their privileges. We have to contend with the old habits of imposing
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unhegotiated decisions, In 1989 within PG Bison there was still suspicion. After years of
difficulty at the workplace there was a new approach, brought about by struggle. It is
important to note where we are today - the mere fact that within PG Bison there are
discussions. There is a vigorous attempt to dismantie apartheid through education, discussion
and understanding. We have agreed with management to tackle literacy, skills training and
full-tine shopstewards. The mere fact that there are forums at plant level to discuss problems
is real progress. Before, a decision was a decision; an order was an order, Within the South
African context, PG management has taken bold steps. There are still other companies which
are refusing to read the writing on the wall. Still, there are areas we need o elaborate on,
Pﬁticipaﬁve management, joint decision making, need elaboration. What do they mean in

* practical terms?"2®

Despite this enthusiasm, there remained a level of caution, and an element of confusion, in
how to respond to TPQ, and how to understand it. This was exacerbated by some of the
tensions at the second and fourth National Forum meetings. The former was dominated by a
‘lengthy debate between management and the unions as to whether non-unionised employees
should .be allowed separate représentaﬁon at the forum™ - an issve of contention that
continued to fester for several years. The latter involved the boycott by Piet Reiief
shopstewards of TPQ stractures including the National Forum (initiated by the local Ppwawu
organiser as a result of specific grievances there) and of the unprocedural retrenchment of the
Pinetown Timber City workers, and provided the first indications of a breakdown in the TPQ
programme.®® Also, as the umion acknowledged, it had not had to deal with such an
initiative before - a form of participatory management in which the unions were central to the

process, The result was that in July 1992 union representatives atiended a seminar run by the
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Sociology of Work Programme at Wits Universitf. Its aim was o examine forms of worker
participation and develop a coherent response (o parﬁcipﬂory schemes initisted by South
African menagements. Following this, two union representatives, national education officer
Welcome Nitshangase, and Western Cape branch chairperson Apollis Solomons, were given
a research_ fellowship by SWOP, to produce a position paper on worker participation. This was
completed in November 1992, It is worth conside:iﬁg this paper, .as the position of
"adversarial participetion” it advocated subsequently became dominant (though by no means
untversal) within Cosat and had & considerable impact on the negotiations which followed

at PG Bison around restructuring.

It begins by nofing that it is no coincidence that moves away from apartheid towards a
non-racial democracy, should be accompanied by the introduction of "worker participative
schemes of one form or another”, adding that "management is trving to draw an artificial line
between apartheid and the capitalist system"?® The question of winning the co-operation
of workers is a "survival" issue for South African companies, and "in the face of stff
international competition Sont_h African companies will have to increase the guality of their
products”, but that the development of the productive forces and the growth of trade unions
make it impossible for management to do this through coercion. “Instead, management must
elicit the co-operation of workers to achieve increases .in productivity, by creating a working
environment which encourages workers to use their brain power and initiative".*® Capitalists
*are constantly driven to revolutionise the techniques of production", but this creates “internal
contradictions ... which are seen in an infensification of the class struggle”. The authors
criticise what they regard as the anti-union premises of Japanese and American participative

schemes, and write admiringly of the Swedish system. They note, however, that none of these
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systems can be imported directly imto South Africen industry.” It says South African
industrial relations since the early 1970s involved three phases - the first characterised by
union bashing, the second by the recoguition of unions the formation of collective bargaining
forums, and the third, "still in its infancy", by the formation of "participative siructures which
encourage worker participation in limited decision making on w:r factory floor”. It adds,
however, that these tend to co-exist, depending on labour’s position in a given situation.”*
The participative schemes were introduced "to improve worker productivity in the context of
an economic crisis, through increasing the intensity of work, increasing worker loyelty to the
company and diminishing confrontational actiﬁns", as well as to support the "projebt of free

enterprise". %

It compares the relatively pro-union, value-centred approaches of PG Bison and Nampak with
that taken at Carlton Paper which, it says, focussed on improving quality and efficiency
tﬁ::’mgh better productioh flow, team work and quality improvement. Both approches aim at
increasing productivity "by developing workers® skills and by transferring a limited amount
of responsibility onto workers and work teams”, that both stress improving quality_, efficiency
and competitiveness in a world market and both "fail to define clearly a role for trade unions
on the shop floor". It concludes that botﬁ approaches "have the potential to break the hond
between individual workers and their collective organisation, and replace it with a company
or enterprise union”, and adds: "The main weakness of management’s partiéipation schemes
is firstly, that it arises as a response to a crisis, and as such becomes not a philosophy, but a
strategy to be used under certain conditions which can be disposed of easily should another _
stratepy more favourable to the employers be found. Secondly, worker participation seeks to

institotionalise change, and ... »-;umes that behaviours and attitudes which have developed
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over many decades can immediately disappear. This assumption tends to ignore the fact that

change does not take & leap from one situation to a new one; it develops gradually”.*?

Echoing the words of SWOP coordinator Judy Maller*®, it tackles the issue of whether
unions have an interr  in productivity: "Increases in productivity are nof necessarily bad for
workers. In fact they may very well benefit Iabour if management was serious enough to
negotiate this with the union through collective bargaining, with an emphasis on increasing
overall producﬁvity and not just labour productivity. Through collective bafgaining, the union
can ensure the increased social wealth that is created, is directed into productive investraent,
expanding job creation and higher wages"?” It says management’s separation between
participation and collective bargaining "is artificial and unnecessary", and argues for a direct
~ Jink between them® and for broadening the content of collective bargaining, "It should not
be confined to negotiating wages and working conditions, buf rather shﬁuld extend workers”
influence into areas of poliéy and company planning which have previously been regarded as
the sole prerogative of management".?”* This is tackled at national level through influencing
economic policy, at industry level through inﬂuencing wages, working conditions, industry
restructuring and training and at company level through influencing investment, the production
process, product development, workers’ welfare, and access to financial information.
While management would like to "create an artificial line” between collective bargaining and
participation, this is inadvigable becanse it means "workers will not be able to use their
collective strength to fight for things like housing, training or education”.*” For unjons even
1o consider participation, "collective bargaining must be taken to its fullest stage: centralised

barg Eljnin g-lll'?‘i
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Finally it examines three options for unions facing participative schemes: "stand back and let
it happen”, obstruct br become centrally involved. The advantage of the “stand back” option
is that the union will not lose its identity, but the weakness is that the members and
shopstewards may participate without union guidance, and the union will become invisible to
the workers. The advantages of the obstruction option are that the union will be fighting the
.bosses to further its members’ interests, and the option "further puts {o Test the myth that the
contradictions between l_abour and capital can be reconciled”. But the schemes may have
drawn in many members and shopstewards who will resist the union’s attempt to obstruct.
"When the bosses present their schexﬁes with the motivation that they want to democratise the
workplace, give the workers a say, recognise the contribution of workers, ensure that the
workers get training, education, literacy and housing, it becomss very difficult {or the union
1o convince members not to accept these. In fact this has been our practical experience as the
union”.?”* The alternative option of becoming cenirally involved can have two paths: one
driven by management, where the union accepts and participates in pﬁdesigned structilres,
and the other where the union "becomes part and parcel of the very process of defining
participative siructures themselves", The advantage of the latter is that the wquers can push
management further than they originally intended, but the disadvantage of both is that "it
assumes that the union has accepted the process as legitimate" and may "end up identifying

n 276

itself with the goals of the company”.

Arguing for “adversarial participation” it states: "By engaging with participation schemes
| through extending our collective bargaining structures, we would advance workers® control
over the labour process, the labour market and investment processes. ... The option the union

takes must build from the umion’s collective strength, its structures, and its tradition of
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report-becks and taking mandates. However, this does not suggest that we are mdmhﬁng
the need for individual workers to be treated like human beings and not like machines, as has
been the case up until now. It will therefore be important when to consider both the need for-
our collective strength and the individual’s recognition of his ability to think and acquire skills
in the work environment". 2”7 It re-stresses the "irreconcilable contradiction between fhe
interests of labour and capital”, but notes there is "no contradiction between our collective
strength through our union structures and the individual worker’s satisfaction or ability to
participate indecisions affecting his work and life". Therefore co-operation is possible as long
as it does not come at the expense of the union or the "class interests" of ifs mérnbers. Unions
should engage, but on their own terms, Collective bargaining should be extended to include
medium and long-term company visior_ts, development, training, investment, technology,
strategy formulation and organisational structuring, as well as operational issues which were
previously the prerogative of line management. Furthermore participative structures should be
led by workers’ rep:esentatives, not by workers as individuals.”® The paper warns against
TQM and in-a-group-type schemes: "We are informed by the experiences of participative
initiatives which have created natural or penmanent work teams, but which ignore the role of
the union structures within those teams. If left unchallengad, these schemes have the potential
to destroy the ability of workers to see themselves as part of organised labour and will
undermine workers’ chances of safeguarding their long-term interests"*” It adds that such
structuves "are not negotiated with the union, and are often set up to undermine the wnion®,
but notes that if the union extends its colleciive bargaining arrangement into these work
groups, "we can ensure that union organisation is strengthened and workers are able to
influence the way in which work is organisea, with the collective power of the union behind

them" 280
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A 1993 Ppwawu workshop endorsed this papér’s conclusions and developed a set of principles
to guide negotiations on the issue of participation: *1. There should be no agreement or
principles or involvement that should compromise the union’s independence from the
employers or from the government. 2. There should be no strings attached to whatever
information we need fo facilitate that engagement or negotiations. 3. The democratic
accountability, both of union officials to members and of members to democratic'slly adopted
union policy, should be maintained.”

Nitshangase stre-sed this final point: "At times workers get taken ur by these schemes in a
particular company. The union, as a union with a national perspective, can decide that this
route is wrong. Should such a decision be taken by democratic structures of the union,
workers at PG would be bound by that".®®! He questioned the separation between collective
bargaining and the National Forum, and despite the fact that the Forum was the product of
seven months of negotistions with the unjons, and had been specifically demanded by
Ppwawn, he said it was imposed by management. "We were confronted with this, but we have
indicated to PG that we would like to have a meeting that would revisit -he whole question
of structures because we don’t believe in this. It is too artificial”.*® The overall affect of
TPQ on the union was ambiguous. "From the company point of view, TPQ is suceessful, It’s
won key shopstewards over. Very key shopstewards identify themselves with the company.
Each time you want to analyse PG, senior shopstewards at PG ave too defensive, It has tended
to make shopstewards have a narrow view of ttade unionism, In fact, unless the union
intervenes, TPQ has the potential of turning unionism there into enterprise unionism. You
might not have changed the name, Ppwawu, but already to me it is an enterprise uniun. When
you talk of worker éontrol, those workers there see themselves ay PG workers, first of all.

But definitely there are some gains and successes, One is that the whites are less racist than
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before, This meéns that workers there have opportunities of taking up more responsible,
demanding positions. Opportunities for training and learning have improved and PG is looking
| at a bursary scheme for employees and their children. Those are gains, One of the most
important values is that workers won’t be retrenched as a result of economic downturms The
mete fact that vou are having workers who, under normal circumstances, cannot be retrenched
is positive. The compény can’t say we are rémenching and going 6n gkeleton stafl, though

they can say we are removing this work, and making this person redundant”,

As discussed in chapter 11, Ppwawu, subsequently acknowledged it had shown confusion
respoﬂding to Mgemem‘s restructuring  proposals and had made the mistake of
prevaricating and then considering strike action, before deciding fo enter negotiations, after
which a far more positive perspective emsrged. This was expressed by Nishangase: "We have
been through & paradigm shift, We’ve realised for the first time that we nesd to work with
faets, thay we can use thg same resources that managément can use. We accept that old
reactive approaches have to go, ... We recognise that the employer is trying to involve the
union; they pressed us to respond. We're being included to effect change, We now know that

we mustn’t take a back seat approach again."**

12.6 CONCLUSION

What stands out in assessing PG Bison’s participative initiative is the unevenness in its
implementatioﬁ - both between SBUs and in terms of the different dimensions of the
programme. While all SBUs made some progress, and were clearly influenced by it, it was

only at Alrode, Pietermaritzburg, Stellenbosch and Cape Distribution where the process
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become self-sustaining to any degree. It is also clear that the responces of management tended
to be more positive than that of workers, although in general the workers at meat of the SBUs

maintained a cautiousljr positive aftitade to the programme, particularly prior to 1993.

The area where most progress was made wa;.s in combating raciam, yet throughout the period
covered, this remained the site of most contention and dissatisfaction among the workforce.
Shopstewards and other black employees who had been in the company prior to the
introduction of TPQ tended to positive about its effects in combating racism and improving
communication between management and workers, whereas those who joined PG Bison at a
later stage were more critical of inadequacies in this regard. As Dr Leila Patel noted with
reference to her study of shopsteward attitudes: “The length of employment of participants
seemed to influence their perception of the ektent of change that has taken place in the
dhwﬁon of the company over the past few years. They also had a yardstick against which to
measure the nature and extent of change".®* Overall, there were significant and far-reaching
changes in the cultural and political attitudes and approaches at all levels of management -
 despite stubborn anomalies at Piet Retief and Port Shepstone - as a divect reqult of TPQ.
However, propress was far less impressive when it came to black advancement, The
company’s rhetoric about equal opportunities and non racialism created high expectations,
which were seldom met. This was one of the main reasons why ’equality’ was the ares with

the lowest score ir the opinion surveys.

In the early stages of TPQ conceptualisation, Nel, Cohen and others described it as a
programme designed to introduce industrial democracy to PG Bison. Nel spoke of the need

to "promote work-place democracy™ and to create a "just and democratic workplace"
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througﬁ involving the unions in the company’s chaﬁge process. Cohen said a key component
of the process was that from the start the "principles of democracy are essential within the
business”. Elaborating on this, be went on {o say: "You need to consciously ﬁeasure whether
people in the business, especially from management and at shopsteward level, have accepted
it, and there must be a real awareness that you are really negotiating the values, the policies,
the vision of the compeny, and have total clarify in your human resources strategy. You need
to ensure that your busfness structures are in line with what you say - that you don’t have
hierarchical structures on the one side and participative talk on the other side. You have to
change the structures of the business to allow for participation - and education becomes the

critical factor in how you commumicate within the business itself",*®

By any conventional (rather than gyndicalist or Mara:st) conception of industriai democracy
(let alone of the broader notion of the "principles of democracy") the term would imply a
degree of equality of power, or at least potential access to j)ower, as well as & means of
expresging this power being available to all within the organisation, Based on this criterion
it goes without saying that PG Bison fell far short of it, and did not even come close to
meeting Cohen’s criteria. The ownership structure of the company did not change in favour
of employees and there was no concrete atiempt to introduce any form of employee share
owmership, let alone the "25 to 30 percent” postulated by Nel®® And despite CEO Rob
Cohen’s indications of an intention to introduce employee representation on the company’s
board®, there had been no practical moves in this direction, nor had there been significant
developments in terms of introducing employee poier or even influence over major
investment and marketing decisions. Without labouring the point, it should be appavent that

the term ‘industrial democracy’ was a misnoma when applied to the kind of participative

692



vrogramme applied at PG Bison. It would be more accurate to say that there had been a
gradual and uneven shifi away from previous managerial practices which were routinely
degeribed by workers and managers as "autocratic" and "unilateral", and towards a limited
form of shared decision making at various levels, Initially this involved a pruning of some of
the powers of line managers and supervisors, prompting them to move away from past
managerial styles which often involved officious, conflictual behaviour. What emerged in its
place was a more consensual form of decision making in certain respects. This was achieved
primacily through the value sharing process, which challenged managerial pereeptions of their
prerogative and of their position in society as white subjects, and through the in-a-groups,
which, ostensibly, were given limited powers over hiring of new staff, though these were
seldom applied in practice. However, as is indicated above, this varied markedly from SBU

to SBU, with previous styles of management surviving virtually intact at some of the sites.

Subsequently a more representative form of employes involvement in decision making was
achieved through the implementation of joint management-worker leadership structures, and
particularly the Nationa! Forum. Worker representatives were given powers they did not
i)reviously enjoy in a number of areas of concern fo them: the application of company values
(which included *hard’ issues such as the ban on retrenchments s well as issues such as
racism}; corporate social responsibility programmes, housing policy, LEAP, training and
brrsiness education, the communications policy and amﬁge of issues not covered by collective
bargaining agreements. Tt ogether_ with the initial impact of the more direct forms of worker
participation (value sharing workshops and in-a-groups) this increase in the power of the
workers and their representatives contributed to industrial peace at the company, with no

declared strikes taking place during its history. In those SBUs where participation was deeply
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rooted {particularly the Alrode factory) there were indications that it contributed to

improvements in product quality, and perhaps productivity.

TPQ, as a specific participative initiative, began {0 decline in signiﬁcaﬁce within the company
ftom late 1992. While aspects of the programme were maintained in some SBUs - LEAP, in-
a-groups, and leadership structures - the original aim of establishing forums to enhance direct
employee involvement in decision making, dissipated. What emerged in its place, through the
National Forum and through negotiations around restructuring, and through the structures
which emerged from that, was a less direct but more representative form of participation, with
ﬁnions enjoying more power than before, but with workers less involved in day-to-day
decision making, despite the subsequent implementation of team room groups in most SBUs.
This was expressed in pa.rhcular through the direct imimct of union invelvement in the
company’s restructuring programme, which had a significant effect on shifting some of its
parameters. This power was maintained by the union and became institutionalised w1t1un the
company’s operations, particularly through the facility for quarterly shop stewards-senior
managerial meetings. The practicﬂ effect of this was considerable. Not only was the
information available to the unions about the company’s operations increased, but the power
to nse it to prevent any further restructuring which would affect worker interests was
entrenched. In this way a system of "adversarial participation" emerged which moved away
from the original Nel model which drew from the experience at Cashbuild, and moved closer
to that at VW, though it ig likely that the future implementation of the workplace forums
proposed by the new Lebour Relations Act will allow a shift away from the bipartite

negotiation forums favoured by the unions, and towards the more broadly represertative
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manager-employee forums (including non-union represenmtatives) long proposed by

management,®!

Looked at in terms of the stakeholder approach favoured by management, it could be said that
the power of the workers and their unions was increased in the indirect, representative sense,
after the introduction of the National Forum in 1991, and more particularly after restructuring

in 1993. However, the level of direct participation of workers in day to day business decision

' ~ making was reduced in most SBUs after 1993 as a result of the decline of TPQ. The scope

pf the managerial *prerogative’ was redoced because in a va:iély of areas co-determination
Y%us introduced through the National Foram and related structures and later the managément—
shop stewards structures, The power of the shareholders, or rather their willingness to wield
it, did not shift substantially, despite the changes in ownership. While it is difficult fo
conceive of the customer as & "stakeholder’ in the same sense that employees, management
and shareholders .a.re, it could be said that the centrality of the customer in mapagement
conception of its *mission’ was significantly advanced after restructuring and particularly after
Rob Cohen took over as CEO. However, despite these developments, the momentum of the
participative initiative dissipated after 1993 because of the problems faced by the busiress as
a whole, weaknesses in the leadership of both management and the unions and a related shift
in managerial priority away from the value-centred approach to employee relations and

towards a market-centred approach,

This raises the question of whether the participative root chosen at PG Bison was appropriate.
In contrast to the approach adopted at VW, and later other companies like Gencor and Iscor,

PG Bison's participative structures were established parallel to, rather than as an aspect of,
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| collective bargaining. The reason for this decision related more to the currents of influence,
both local and international, which Cohen and Nel took into account, rather than a specific
desire to avoid the collective bargaining root. The main advantage of the parallel approach
for management came in its facility for constant innovaﬁon and adaptation, and its potential
for broadening the remit of participation beyond the traditional industrial relations realm. This
was seen in the introduction of initiatives such as the value sharing worksheps and the
managerial edncation progra."me which fell outside of even the broadest potential realm of
collective bargaining ﬁt that stage. Certainly these aspects - which were crucial to TPQ's
subsequent development - could not easily have been implemented as an extension of
negotiatioﬁs between management and unions which was traditionally concerned with wages
and conditions of employment. The example of VW’s failure to introduce an anti-racist
educational dimension to its prograrame, or to establish the kind of intimate forums for small
groups of black and white employees (such as value sharing workshops and in-a-groups)
which challenged cultural perceptions, is instructive. A related advantage is that it allowed a
stronger non-union dimension to participation, which, again, was important in the early stages.
The tendency with participative agreements cenired on collective bargaining machinery is to
focus narrowly on the concerns of unionised workers. vis a vis those of senior managernent,
and to exclude concerns of employées outside these categories. But with TPQ, much of the
early emphasis came in confronfing prejudices of white employees, particularly from middle
managerial and supervisory ranks. Subsequently, however, this advantage fell away, when the
unions successfully biocked management’s attempts io allow non-union employee

representation in the National Forum.
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The weaknesses of the parallel approach were revealed once the programime was extended
beyond the small group realm. The success or failure of each innovation became subject to
the whims of those in positions of power at differeri levels - the CEQ, SBU leaders, union
organisers and shopstewards, One example would be the National Forum which, ‘while
established at the promptihg of the union officials in 1991, and operating as a collective
bargaining structure in all but name, was referred to by subsequent union oificial as an
initiative forced on the ppion by management. The point here is that as a paralle]l structure it
did not have the status, in union eyes, that an innovation arising out the formal collective
bargaining machinery might have had, and therefore its origins were open to constant revision.
At a different level, the success of stmctures negotiated between unions and management at
the national level, such as the SBU forum committees and the in-a-groups, became dependent
on the willingness of SBU leaders and to a lesser oxtent shop stewards and local unjon
organisers, for their success. Where there was not & consistently energetic commitment to
m from the SBU leaders in particulax, they soon faded or became redundant, This is not
to say that had these been negotiated as part of the collective bargaining machinery, their
implementation would have been guaranteed, but certainly from the union’s perspective, they
would have had .a firmer basis of existence and would have been easier to impose on
recalcitrant management, such as that at Piet Retief. The danger for the unions, siresszed by
Solomons and Ntshangase®®, of participative management being a strategy easily dispensed
of when conditions and priorities change, is also greater when participative structares are
separated from collective bargaining structures. While this risk could not be said to have been
fully realised at PG Bison, the rapid shifts from TPQ to the one business initiative, to the
Ikwezi programme, had the effect of undermining confiderce in participation, both from

menagement and the unions, and certainly contributed to the loss of momentum - something
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that might not have happened had the participative Mes been rooted in the collective
bargaining agreements, because it would then have baen less absolutely dependent on the
particular priorities of the CEQ. The result of this shift in priorities from one CEO to the next
was that while some participation initiatives continued and others were replaced by new ones,
the company lost its "cuiting edge’ in this regard, and certainly fell behind later entrants info
the parﬁcipaﬁve field, Ité revitalisation would seem to depend both on changes to the
company’s leadership and on the development of more coherent goals and strategies for the

business and imost particularly for the position of the employees within it.
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13,1 CONCLUDING INTRODUCTION

The primary focus of this study is to consider why 2 significant proportion of South Aftica's leading
corporations introduced a participatory dimension to their managerial programmes in the late 1980s
and early 1990s, and more specifically, why this development occurred at PG Bison Limited during
this period. While the approach taken to answering these, and a range of related questions, is
essentially an empirical one, this bias requires a defence. And this, in turn, demands a discussion of
thie implications of an alternative approach ~ one in which the facts are framed by one or another
branch of social theory - in order to demonstrate why an overdeveloped theareticism vl rsually
lead to obfuscatoty hubris, beneath which will fraquently lie the wrong conclusions.

However, i is worth stressing that the aim here is niot to camry any brief for the po'ar opposite
approach, empiricism - that is not the purpose behind this study - but rather to establ’sh a basis for
anzwering the key questions posed at the outset; that is, an approach which makes no a-prior
assumptions about cause and effect and which uses theoretical abstractions us tools to be embraced
or discarded with eclectic sensibility rather than with theological obeisance. And fo achieve this,
someattenﬁonneedstobedevoﬁedtothamoragm\dioseot‘thesevarioussocialtheoiogies, and to
consider their application to disciplines covered hete - economics, political science, managerial
science and industrial sociology, to mention a fow, as welf as to consider the way they have been
applied both in their international dimension and to understending South African politics and
business.

Therefore before rounding up the key contentions of this thesis, it is worth taking a stop back by
recapping on the territory covered, in order to trace the main contentions from the twn parts of the
study - part one dealing with the national and international context and part two with the main case
study - and to draw them together, both in order to give & clearer senso of the flow of the argument
and to emphasise its implications.




13.2 FACTS AND THRORY REVISITED

The first set of issues to consider relates to the question of whether the PG Bison experience and
that of the other companies discussed fits into the definition of participative management
established at the outset of this study.

The starting point in this discussion is to decide what, if anything, is meant by the term ‘participative
management'.’ Here a case is made for an expansive defiuition; one based on common coinage
within both business and labour circles, Following from this it is necessary to explain the kinds of
managerial practices covered, and divide them into loose but workable categories: task and power
centred, direct and indirect, While it is acknowledged that in its common usage, participative
management means different (and somefimes contradictory) things to different people withitx
different national contexts and at different times, the generic working definition offered it one
covering practices which set the basis for expanding involvement in decision making and in
information sharing beyond the realm of the executive directors and in the direction of subordinate
" employees (although it does not necessarily imply a substantial shift of real power in this direction},
This suggests recognition of the crganisation as a community with 2 phrality of interests that
extend beyond those of the shareholders.

A tendential element is also built in here - one which considers the changes from previcus
approaches fo management at & particular business, rather than offering a static get of criteria
against which any company's approach may be judged regardless of context. In this sense, it is
suggested that within the South Affican milien the term be extended o cover managerial
programmes gimed at improving and expanding the ability of employees to participate in decision
making, and to remove obstacles to this end. Related to this consideration, it is also argued that
there is a historical dimension to the definition, which is stressed particularly when applied in South
Aftica; that precisely because is argued that it represented a primarily political response to a set of
problems facing business, it should be considered as a phenomenon as well as being a loose
description of various managerial practices.

At PG Bison this shift in the direction of decision making from the executive directors towards
subordinate employees occurred in & number of different forms, with vatying degrees of success. It
began with direct but non-power centred forms of participation, such as those aimed at improving

713



communication between management and workers (value sharing groups in perticular) and at
creating a mare open managerial style (information sharing programmes) as well as at creating &
more participatory work organisation (in-a-groups). Each of these iunovations was infroduced, #ad
for the most part driven, by management, with somne union acquiescence, and therefore could be
considered as devalved forms of participation rather than fuller expressions of collective decision
making.

Subsequently, however, the process evolved - prmarily through attempts at the resolution of
management-union tensions - to include representational forms of power centred participation,
(albeit on a confined scale which did not extend to the more robust & ..ns of participation discussed
in particular with reference fo Germany and Sweden), At PG Bison these included corapany-wide
negotisting structures, which operated parsliel to the collective bargaining machinery, and in
particular the National Forum (which entailed negotiations around company policy on issues such
as fiteracy, training, bursary programmes, community involvement, racism at the workplace,
redundancies and job creation programmes, among others) and the subsequent Restructuring
Forum (which involved more intense negotiations around redundancies and job creation).

By the mid-1990s there had been a shift away from the direct forms of participation mentioned
 here, although in one respect the indirect and representational form had been consolidated (ind
formalised) through the recognition of the Nafional Forum as a management-union negoficting
structure, And at another level, the apparent successes of the "cliange process" in altering aspects
ofthe relationship between management and workers through challenging the overt racism irherent
in the white employee culture, and, in some business wnits, in increasing the level of employee
identity with company goals, can also be said to be consistent with the thrust of the participative
management definition established at the outset,

I is acknowledged that there are several grey arca managesial practices that do not fll easily into
the loose definition offered here, but which nevertheless can be considered in tandem with practices
that could more legitimately be called participatory. An example here would be employes share
ovmesship (Esop) schemes, which, in themselves do not advance participation, even in the indirect
sense,but,ﬁ‘signiﬁwﬂyammdedupmhavethepotmﬁdmdosoifusedaspaﬂofanplom
collective power. In a different sense, a similar observation could be made about affirmative action
programmes: they might increase the potential for participation but do not, in themselves, ensure it
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It is also acknowiedged that participatory management cannot be equated with notians of industrial
democracy ~a term which implies equality of power and decision making, or at least in the de jure
access to this power. It might be said, however, that in some, rare cases, participative management
might be part of shift in the direction of more democratic employee-employer power relations. At
the same time, however, participative practices may exist side by side with an overarching, top-
down slash-and-burn approach {0 management. Again, the point to stress is that one is talking
about a tendential phenomenon acd not just a collation of practices, The question to ask, is do these
innovations result in increased employee participation in decision making or at least expand ifs
potential, ar, conversely, would there removal seduce the scope of employee participation?

This consideration of the applicability of definitions is built on by presenting 2 set of argnments for
what is essentfally an empirical approach to answering the key questions raised by this study: why
did a critical mass of South Affican business leaders launch participative management programmes
within their corporations in the mid-to-late 1980s? what were the influences that moulded the
approaches adopted at these companies and parficularly at PG Bison? and what effect did these
programmes have on PG Bison and other companies?

In wost of the examples of South African companies covered, and certginly at PG Bison, it is
suggested, the answer to the first question is found primarily, although by no means exclusively,
within the realm of the couniry'’s national political conflict - as a business strategy for dealing with
politically and colturally related divisions and disparities within its own domain - rather than
primarily considerations relating to, for example, the labour process or the class struggle mare
generally, However, the point is also stressed that there is no given hierarchy of causation and that
in each case a range of pressures and influences come info play, particularly once the initial decision
had been taken to pursue such 2 path.

This argument is initially constructed by taking & step away from the world of industrial relations,
and instead considering some of the implications of the recent, rapidly shifting legacy of various
branches of social theory, which, prompted parily by events related to the ending of the Cold War,
tended to move away from teleological historical perspectives and towards more open ended and
consciously eclectic points of departure. On a variety of competing terrains, social facts cams to
contradict the abstract premises of worldviews that were rooted 10 the notion of a single force
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The previously prevailing theoretical currents were challenged on several fronts which need not be
reiterated here, suffice to say that the decline of communism laid bare some of the key premises
both of the Fegelian and Marxian dialectic, where history was viewed as a conflictual progression
(rooted in "recogpition” for Hegel and production relations for Marx), as well as of neo-classical
fiberal political econor;  th its faith in enfightened seif-interest and the inherent rationality derived
from the invisible hand of the market coniributing to the common good and indeed to the
advancement of society. In each case the development of human society was not seen as open-
ended, and indeed notions of the end of history are prevalent.

More particularly, with respect to Marxism, the challenge came not only from removal of the
penultimate point along the road of historical progress (socialism), but also in the relative globsl
deciine of history’s agents in the prior stage of capitalism (the industrial proletariai) and from
evidence of the blusring in the relationship between who owned and who produced, and more
specifically between managers and workers.? Indeed it is in this recognition of the decline of old
class categories that the inclusive *stakeholder notian, implying recipracal claims and obligations,
emerged in certain business and later political circles as an partial alternative to cither aggressive
individuﬁﬁmnordass—basedcoﬂecﬁﬁsm(oratlastasawayoftryingto encapsulate the “third
way” putative alternatives being claimed).?

‘With regpect to neo-classical political economy the challenge has come not only in policy faflures
(which, for instance, bolstered the neo-Keynesian case for esteblishing a link between inflation,
fiscal policy and the general level of economic activity and in some quarters reduced faith in the
self.regulating potential of econonies), but also in the wider recognition of the roles pleyed by
culture - in the form of political history, religion, ethical codes, community structures and
particularly pre-capitalist forms of social capital - in influencing the development of capitelism in
different societies. "This resognition is suggestive of a diminution in the potential of markets to
produce linear poiitical or economic trajectories and implies an awareness of the centrality of non-
market forces in creating economic prosperity. It also strengthens the chaflenge to the philosophical
premises of neo-clagsical economics - based on the notion of "man" being, by nature, a trader, and
therefore on the assumption that the economiic workd is governed by the same supposedly cohesive,
hamonising laws as the natural world, leading to predictable outcomes when these laws are not
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Mer&rﬁw&h.hmmmemmm&ﬁﬂmchuheisﬁdommﬁom _
markets have 1o in-bullt logic fowards the best and most stable cuicomes, they are invariably
shaped by cultural and political forces and are frequently given to “jllogical” but seif-perpetuating
results. Endeed, prognoses for the expansion of capital beyond the West, and perhaps within in it,
show little sign of conforming to the homogenising assumptions implicit within the absolutist world
of laissez faire (and in particular the utopian notion of a single, efficient, wealth-generating, socially
conforming, global marleet), but in many respects appear to moving towards the converse: 4 world
engulfed in endemic geo-political and regional conflicts, descending towards the anarchic on the
. Peﬁpm‘

" The decline in the faith in global, single cause views of history has encouraged 2 move zway from:
‘theoreticism and towards less prescriptive and deterministic perspectives on how the world works.
These could be said to include the relativism of post-modernism, the application of notions of chaos
from the natural sciences to the social stiences, and, within the sphere of economics, by the revival
of Keynesian-oriented analyses with thieir acknowledgement of the inherent disorder of markets.”

‘What these trends in the social sciences seem to share is recognition (not always in an approving
sense) of fragmentation, disorganisation and complexity in the contemporary world, a3 well as of
. the value of methodological doubt in interpreting it. The result is an acceptance - parficularly
appropriate to the current fuid state of world affirs - that history is more open-ended and volatile,
and therefore firr less predictable, than the 19th century social theorists and their twrentieth century
disciples, would allow. The point made here is that contrary to deterministic views of societal
development (and therefore of history), there is no overarching pecking order in terms of forccs
initiating change which can be can be applied without reference to spatial and temparal context,
and, for that matter, in contrast to teleological world views, there is no pre-ordained end point
¢ither. While the possibility of extended chains of causation cannot reasonably be dismissed, it is not
uwmedhanyh:ﬂmwdther,mdﬁe!ﬁsbdﬁcdimpmﬁmofﬁﬂiﬁduﬂacﬁomwdofabm
unforeseeable and fortuitous circumstance is recognised.

Such notions of disorganisation, complexity and chaos have also been embraced in diffiise forms
within some currents of the rather more theoretically lightweight world of managerial theory over
the past decade.® Tndeed, they have been used both to explain, as well as to influence, the rise to the
theoretical model of the highly innovative late twentieth century corporation, shorn of layers of
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middle management, far less hierarchical in structure, driven by self:managing teams of ‘brain
workers', more responsive to the needs and ideas of core employees as well us of customers, and
with a greater emphasis on continuous training and retraining, Much of this was a direct product of
the requirements of more flexible, more international and more rapidly changing markets, which in
turn have been rapidly changing employment patiems - eliminating the job for life ethos and
replacing it with sub-contracting, contract employees, doing away with the fill-time company man
and often replacing him with the part-time, confract women.

Tt s worth reiterating that some of the ideas camvassed here had a direct impact on the main players
within PG Bison, and influenced the way in which participative management emerged there, The
trades unions, for instance, were influenced by ideas derived from Mardsm and struggled to come
to terms with management's idea of a siakeholder company, preferring to see the relationship as one
reoted in inherent class antagonism.” On the other hand, the notion of the "stakeholder company™
captured the iniuginations of the managerie! progenitors of participative management at PG Bison.
This was an essential pert of Christo Nel's and t0 a lesser extent, Leon Coben's, raison d’&re in
introducing the initial conceptual package and a significant motive force influencing the way in
which ‘TPQ subsequently emerged. %t was of crucial significence for these members of the
company’s senior management that they did not see themselves as class actors, and did not see the
unions and their members as class enenties, but viewed them all as playing a vital role in building the
company's firture. The pluralist notion of each stakeholder having distinct and sometimes conflictual
interests was wedded to the unitary notion of the company as a family with a common identity of
purposs and destiny.” In this sense, the understanding of the relationship between sharcholders,
managers and workers implicit in the Anglo-American tradition (itself drawing from neo-classical
political economy) was being challenged. PG Bison's participative architects also absorbed some of
the currents in American business science &t the time, influenced by what passes as managerial
chaos theory and by interpretations of Japanese and American managerial practice through
innovations like Quelity Circles which ostensibly placed employees at the centre of the organisation
as well as by notiors like "confinuous improvement”, suggesting constant innovation and
regeneration. The amalgam they came up with gave rise to their Total Productivity and Quality
programme. |

But while companies like PG Bison, Premier, Cashbuild and Volkswagen undoubtedly drew from
internationel experience and theory, these global trends in managerial theory and practice have not,
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as it is frequently portrayed, simply cut through national and regional barriers without regard to
culture, politics and history. This is parfiaularly significant when considering the origins of
participative management and the ways in which it emerged imternationally and even within given
national contexts, The point to reiterate here is that rather than & global strategy of capital, as it is
somgeiimes portrayed (particularly by its more conspiratorial critics on the Ieft), perticipative
management has taken on distinct national and regional forms which sometimes bear only
superficial resemblance to each other. And this, agein, relates to the specific reasons for its adoption
and progress in different geographical and social contexis. These include factors such es the
relevance of ties of trust within families, clans, community networks and religious traditions in
infinencing the size and forms of firms as well as the role played by political culture in influencing
managerial parameters and the impact of war and social conflict in influencing the balance between
adversarial and co-operative practices, This is iliustrated with reference to national examples.

The system of liftlong employment in Japan and the related development of TQM, was rocted both
in its post-war political and economic ethos as well as in deeper-rooted culiural atd commumity
traditions which reinforced conventions of defurence, loyalty and co-operation et an industry and
enterprise level” Xt is worth mentioning, however, that these traditions, it should be stressed, are
being battered by the deregulating Togic' of the global market, with what are, by Japanese
etandards, alarming economic end cultural consequences, which are endangering the entire edifice
of the system.

The origins of Germany's system of statutory co-determinism at the enterprise leve! and
corporatism at the national industrial level, are found within the context of that country's social
market economy which emerged as part of the post-war political settlement, Tt is also found within
the traditions of & more co-operative form capitalism, historically rooted in firms with family
origins, and still reliant on long-term working relations between industry and banks.'® Ag . \ these
relations are under threat as a result of globalis- ion, and particularly, atﬂnshme,theausﬁerrty
moves informing the single Furopean carrency plans.

in Sweden the historic sirength of the union movement, the early organisation of civic society and
the deeply rooted liberalism of the capitalist class contributed to the forms of class compromise
behind the development of Scandinavian social democracy, out of which that country's system of
co-determinism eventually emerged.! Even more dramatically than in Germaay, the breakdown of
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this class com promise in the 1980s was responsible for weakening of the system, particularly at the
industry-level.

In the United States, the more diffise traditions of participation were often premised on a narraw,
core-employee base.? Unlike the Fapanese and more partioularly the Furopean expericsice, many of
the conipanies involved tended to be suspicions of any forrn of collective employee involvement,
within 8 highly competitive and flexible form of capitalism, dominated by the short term exigencies
of share prices, by a far higher depree of labour mobilify than existed iz the other advanced
capitalist states aud a corporate approach to 'downsizing' whick severely exacerhated job insecurity
(although this has been balanced by the federal political system and particularly the strength of
state-based banks, which have allowed for a high level of inward investment and decentralisation,
and has aided job-creation). These traditicns also emerged within a political and cultural context
marked by declining traditions of commmity and civic organisation, a breakdowa of & cobesive
national culture, 2 weakening of the union movement and a lack of a strong and sustainable social
democratic political history, In this regard it is sigrificant that the origins of some US participative
innovations can be traced to the cultural upheavals and generational pressures of the 1960s.

In Britain, the more limited parameters for "stakeholder" management were set within the context
of a highly centralised form of capitafism, dominated by the City, with the interests of banks and
institutions! investors fostering 2 short-term approach to investment without the mitigating features
of the decentralised US polifical or banking system.”™ At the same time the historic rigidity of class
relations, both in the economic and status senses, and of the Westminster political system, as well as
the adversarial approach of the union movement, impeded the development of co-opemtive
traditions, at least until the changs in political culture in the late 1990s.

In South Afiica the economic conditions of the 1980s, when participative management ‘took off,
were not, in themselves, conducive to the emergence of participative management." With a highly
centralised and racially confined base of wealth ownership, & stock market dominated by a handfil
of companies and institutional investors and a weak end declining manufacturing base, the economy
lacked the industrial base, co-operative traditions and cultaral homogeneity in which participation
fourished in Furope and Japan. Instead, the prime motivating forces were sit ited within the
country's political conflicts that were finding their way onto the shopfloor. With white management
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being equated witls the white state in the eyes of black workers and their unions, there was Kittle
sense of common purpose between black and white employses, nor was their sufficient worker
commitment to the aims of the enterprise - factors exacerbated by expressions of white racism and
byﬂxewiunaldivisionswhiche;ﬁstedbetwemblackandwhite emrployees.

It is primarily for this reason that the relation between business and the broader political arena is

examined.” Agpin, the approach taken is io avoid the traps of assuming an a-priori form to this
relation. Tn particular it is argued that the political relationship between capital and the state was
sieither inherently cobiesive, as the Marxists assumed (although at several points, and with many
companies, it did indeed take on this form}, nor inherently antagonistic as fiberal theorists assumed
(atthough it also took on this form). But while business, in itself, hag no particular politics, in South
Afiica the parameters of the political actions of business were set larpely by those of white society,
at least umil the late 1980s. This was true not only because business and the state might have had
 the same or 2t least complementary class interests at various pericds, but also becauss, for reasons
of cultural znd politicel kistory, businessmen tended to see themselves as whites first and
entrepreneurs second.'® However, contrary to perspectives which viewed business in South Afiica
either as the handmaiden of the apartheid state (or vice versa), or being in a state of perpetval and
in-built conflict with i, the relationship tended to shift between these polls - a point established by
looking at some of the most pertiner* developments in the histrry of business's political response to
politics since the advent of epartheid, and particularly in the period under review.

logic of apartheid conflicted with the needs of capital (by becoming bad for business), In this regard
it is argued that there was an indirect and direct relation between the fonms of macro-level political
activism of elements within the business community after the sid-1980s and internat thrust which
saw the advent of 2 range of programmes which fell under the participative management banmer, It
was out of this discord, and particulady cut of the need fo counter the negetive effects from
apartheid on employee relations, that the first moves towards participative management were made.
In this respect it could thersfi:re be considered as a pre-emptive strategy to increase employes
identity with the organis:i~, at a time when the national political pressures, which most of these
companies were resisting, were pulling employees in the opposite direction.

While the CEOs and chairmen of some major soaipanies, such as PG Bison, were attempting to
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mfluence the national political situation to their advantage, several also moved to reduce the effects
of the political conflict on their own pedformance through various forms of participative
mmmganeﬂ-valuesha;hgfonmm,mk—omﬂed'c&op&aﬁvewmkgmups,joﬁlt
employee/management-run literacy and training programmes, workplace forum structures irvolving
unions and management, profit sharing and Esops, and, Iater worker representation on management
boards and boards of directors - as weli as related approaches, such as affirmative action
programr - aimed at shifting the racial complexion of management (although, Sgrificantly, it was
only after the mid-1990s, when the cultural and political pressures in this direction grew
exponentially, that atirmaiive action on a racial basis became & key element in the national agends
of business).”

The subjective elemerit is worth emphasising here: in each case discussed, and cerfainly at PG
Bison, the impetus owed 2 great deal to the political perceptions of chief sxecutives and managing
directors, and fhe way these were viewed as affecting the company, and indeed there was invariably
& direct relation between the implementation of in-house, participatory programraes and what was
often termed as "pro-aetive” involvement in the broader political sphere. In essence, the senior
managements of several larger companies found that in addition to encouraging moves towards
political liberalisation, they needed to reform ther own relations with their employees, and
particularly with their black workers - most pertinently by offering them the stake, or at least the
appearance of a stake, in their companies' fistures. In many cases this was attempted in order to
mitigate the damage that the political conflicts within -« “roader society were causing to their
performance and to the longer-term firture of the organs:, #.x concerned.

It could therefore be said that the main infuence behind South Affican participative management
cultural milien. However, the point is reiterated that a political impetus for participative
management in South Africans companies cannot simply be assumed. One consideration here is
that politics, in the broadest sense of this word, affected different companies in diverse ways, and
there were invariably other factors, not directly related to the political arena, which played a role.

This then returns us to the question of the way various mansgerial programmes are understood.
Why did managements at a significant number of large South Afiican companies embark on
participafive management programmes in the late 1980s and the 1950s, and in particular, why did
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PG Bison adopt and contine with this siategy? The significance of the prior discussion is that if
one adopts a wnilinear view of history - that, say, class struggle, or market forces are its motive
force, then it follows that one should look in that direction to understand managerial innovations of
one kind or another.

Of particular historical relevance here are the perspectives of the Labour Process schon! which bad
& direct influence on the way South Aftican trades unions understood pasticipative management **
Its premises, revolving around the notions of the privilaged position of the capital-labour relation,
of the production process being perpetually revohrionised by the logic of accumulation and of the .
centrality of the control imperative and the necessity for structured antagonism, gave little ground
to the idea of genuine managerial innovation or even to the possibility that post-fordism could
represent a significant departure from the old fordist system. Such views also made litile space for
the possibility that forces outside of the capita-labour relation might have been responsible for
these developments, Instead, they were viewed either as a co-optive ruse to imcrease the
a@oﬂaﬁmofworkmmasadx&tr&pcmwﬁlemmmsedlymhﬂmmgommbuﬂtmme
capital-labour relation. -

In arguing agsinst this kind of determinism, the point is made that capitalist relations of production
are not intrinsically antegonistic and in fact cannot be said to have a given form in any general
sense.”” The result is that changes in the lsbour process, and more particularly post-fordist
innovations, cannot be read off as inevitable results of a set of general stimmli. In particular, the
narrow focus on the labour process fimits the appreciation of profound cultural and political
influences, and of the unpredictable impact of the ideas of individuals in positions of power.

On the other hand, if one adopts & more eclectic approach to understanding history, with no given
hierarchy of causation, thext one will have to look without prejudice at a wide range of potential
sttmuli. In this respect, co-operative and adversarial approaches are seen as alternatives influenced
by the constraints, choices and influences faced by management and labour, both individually and
collectively. Here, again, the significance of political, cultural, inteflecinal and economic constraints
and influences is siressed, parficularly in reiation to the South Afiican situation. Furthermore, in
conirast to theories of change in mavagerial practice which place overwhelming emphasis on
structural dimensions to causation, it is suggested that the subjective element, and particularly the
influgnces on individuals in central decision making roles, such as the chief executive officers of the
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compariies involved, need to be considered 25 crucial independent variables, and the ad-hoc and
reactive way they frequently make decisions which impect upon their employees, needs to be
acknowledged. The examples of individual South Aftican companies tend to refterate this point,

At Cashouild the motivating factor behind its participatory programme was the recognition by an
innovative MD of a considerable political and cultural gulf between white managers and black
workers.”" Influenced by his reading of Fapanese co-operative traditions, and without the presence
of a sivong trade union to constrain or shift his goals, he set about introducing the CARE
programmne, aimed at challenging racism and &t promoting employee participation in company
decision making structures - particularly through an innovation called Venturecomm, which
comprised elected employee representatives who were given the responsibilty for e range of
managerial decisions, including hiring and firing, and through a national structure, known as the
GreatIndab&Thewmpawamibimdimgenmﬂlyhedﬂwpwfommdﬁssﬁﬂc&ﬁwﬁmw
to this system,

In contrast, the origins of Volkswagen South Afiica's system of co-determination lay in a
combination of the sirike waves of the 1980s (themselves strongly influenced by the political
culture in the region) and in tiie benevolent influence of its German parent company.” In periods of
peace, management gradually and haltingly won union support for aspects of the German mods),
including a joint management-worker committee and several subsidiary struciures to promote co-
opetation, but the system was undermined by the racism of white employees (and the absence of
progranmes to counter it) and by the union's over-readiness to resort to the strike weapon.
However, an industry-wide agreement covering VWSA led to the implementation of a new
staksholder programme in 1994, involving a joint union-management executive committee to
discuss company strategy and a programme aired at combating managerial racism and promoting
black advancement. Since then the company's lzbour history has been free from major strikes,

At Premier Foods pariicipative management was influenced by perspectives developed by
successive liberal senior managerial boards in the 1980s.” Then, faced with falling productivity and
petiodic troubles, and strongly influenced by Japanese writing on participation, a new CEO worked
with the main union in introducing value sharing and political education workshops, an affirmative
action programme, an Fsop end joint management-worker committees to consider issues of
cOmmMON Concern.
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In contrast at Nampek™ and South Affican Breweries™ the participative programmes were
premised on violent and highly politicised strike action, which effectively forced thefr managements
into reassessing their approaches to industrial relations. In both cases they involved union-approved
value-sharing workshops aimed at eliminating racism, affinnative action programmes, union
participation in drawing up literacy and training programmes, and later, joint managemesnt-union
structures at factory and national levels to decide on issues affecting employees and the business,

At Nedcor™, with its weak union presence, the prime aim of the change programme was to
upgrade customer relations, and one of the methods was to improve employee motivation. Among
ﬁmwaysﬂxismﬁemptedwmhdhnimtemeoﬁﬁmpoﬁﬁuﬂyhspﬁedimpecﬁmmmw
employee well being. So, for instance, the Gateway programme was laumched to eliminate racism
within the group. It also involved managerial and other staff going through a series of educational
and disoussion forums. This was accompanied by affirmative action and training initiatives ained at
shifting the racial belance within the group's management, but its minimalist participatory
" managerial programme offered little of substance in terms of ongoing stakeholder inifintives,

What is common in the origins of each of these cases - and in the others discussed more briefly,
such as First National Bank™, Gencor™ and Eskom™ - was the strong South Aftican political
overtone to their initia! motivation for increasing employee participation; in most cases with the
primary aim of challenging racism, btidging the comnmmications gap between white managers and
tlack workers and reducing conflict in industrial relations, and with the ultimate aim of improving
performance.

When this discussion is related 10 PG Bison's case, the point of departure is an empirical
consideration of the constraints and choices available to management at the time of its formation in
1986* Here it is argued that until the SAB-PGSI take-over five years later, the constraints from
shareholders on the CE() wers fir Jess restricting than with most other public companies. This was
partly because it was an unlisted public company with no dominant shareholder, giving
managemesnt the balance of power and therefore a relatively high degree of autonomy. This, in turn,
gave the CEO the slack he needed to implement the innovations that the TPQ programme involved.
The point ilustrated here is that there is no inevitability about its (or ar) managerial course, and
that in this case the process was dependent primarily on options takes by individuals in positions of
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power, and particulady the CEQ.

As a result, the personal, business and political perspectives of the main managerial actor at this
stage, the CEO Leon Cohen, and the person he chose to design and implement the TPQ initiative,
Christo Nel, are of consideralle significance.”* Particularly important here were their views of the
effects of the apartheid political economy on the business,” They argued, for example, that there
were few perceived benefits within the company for workers, and that the business's ability to
advance was undermined by apartheid education and housing policies and by the living conditions
fostered by apartheid. These factors were seen as contibuting to sluggishness i performance.
What was required, they concluded, was decisive cultural change, While trades unions had liitle
direct influence over the decision to embark on a participative programme, Cohen and Nel argued
that because of the political conflict in society more generally, unfess unions could be drewn into a
more co-Dperative process, shop floor relations would inevitably become more conflictua? and
performance would decline accordingly.™ In this sense, the role played by politics in influencing
managerial strategy was channelled through a few key decision-makers, without whom, a different
direction would certainly have been followed. There was no inevitability about the process, snd the
prime motivating factor had fittle to do with pressure from or conflict with organised labour, or for
that master, with any severe crisis of profitability,

The question of why managements embark on various employee programmes is not necessarily the
same as why these programmes take on the forms they do. There is no simple relation between
cause and resuit becausa, for example, a programme conceived in the mind of a chief executive
officer does not often tum out in the way he anticipated, Once it has been through the gl of
managerial recalcitrance, trade union antagonism, shareholder scepticism and the like, it tends to
take on different guises over time, if indeed it survives. So it was at PG Bison, where the ability to
set the TPQ change programme in motion, and either sustain or to alter it, was directly influenced
by the existing political culture within the business, involving, on the one extreme, white employees
who were members of far right formations, and on tho other, ANC-supporting workers.**
Furthermare, most managers, almost all of whom were white, wanted to retain their powers while
at the same time the unions were sugpicious about hidden, co-optive agendas which they perceived
to be at the heart of the TPQ approach. Finally the content of the programme was inflzenced both
by the reading of those in power of various international precedents as well as the assessment of
other South African examples, such as Cashbuild, and the understanding of the political and
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economic situation more generally

The extent of the politicisation of the initial process at PG Bison - both in tesms of the programmes
devised by management and the reaction to them by employess - is illusirated by the content and
implementation of senior managerial and value sharing programmes,® Here the relation between
the in-house "change programme” and the company's external activism can clearly be seen. The
former, which included meetings with the then-banned ANC in Zimbabwe, involved attempts to
wean the company's top bress away from the racist perceptions they held about their black
employees and from the apartheid conceptions of their country’s fature. One of the elements of this
drive involved exposing almost all of the company's eraployees, including managers, to education
sessions and workshops where cultural perceptions of each other v- -re swapped.

These progremmes met with considerable hostility from a substantial proportion of white
employees but were welcomed by most black employees but once they were completed, TPQ's
tone changed and it became less overtly politicised - again llustrating the fuidity of the process.
This was partly because of the departure of key individuals, but also becanse the programme shifted
from confronting values towards challenging perceptions on employer-employee relations, The
most significant early innovation came at the task-centred Jevel, with the in-a-groups, involving
natural work teams within each strategic business unit, aimed at initiating ideas, eliminating
botilenecks and improving employee relations, in order to raise performance.”” At the same time, at
the power-centred level, leadership structures, initially involving shop stewards and managers were
introduced. However, instead of helping to consolidate the process, this imovation proved to be
the catalyst for strong union objection, although the union activisn in tur later led to more direct
involvement in 'driving’ or at least co-piloting the process," The result was that for the first time,
power relations within the company shifted substzntially. This occurred mainly through the
introduction of the National Forum - a structors involving serior managsment and shop stewards
together with union representatives. It was set up to decide company pelicy in a range of areas,
from training and bursary srogrammes to redundancy policy - with similar structures being
introduced at the factory and branch level.* Unions were also directly involved in orgenising and
implementing literacy and internal community involvement programmes, as well as setting
corporate sociel responsibility priorities, while a policy of information sharing (from management to
the unions) was introduced with some success.
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After 1992 some aspects of the TPQ programme went into a temporary decline while others died -
witially a5 a result of the decision to merge the three subsidiary companies into ane.®® The in-a-
groups in most SBUJs were discontinued, partly because attention. was focussed on restructuring
but also because they had never succeeded in their original role as a horizontal conduit for
information and ideas relating to performaice. At the same time the National Forum was
suspencied by the unions, and temporarily replaced by a negotiating forum to decide on aspects of
the restruciuring process, particularly regarding redundancies. The result, however, was that at this
.power—cmtredlevd, union involvement v2s increased and management agreed to alter its
appmachmmdmwwsmdaeepmlmmmmmtmufomaﬂonshmg,vmﬂethemprmou
shifted its perspective towards one of embracing union-centred forms of participation. When the
National Forum was temporarily reintroduced, the scope of its powers was inereased to inciude 2
decision-making role over issues like the form of the job grading system.

After Leon Cohen's temporary retirement fiom the CEO position, the impetus to strengthen the
participatory structures dissipated as the priorities of the market beceme more pressing, and
thesefore less emphasis was placed on employee relations, although some innovations were made.
Under the Tkwes!' programme in-g-group-type 'Team Room' structures were established, with
limited success, and at the same time the facility for quarterly national level meetings between full
time shop stewards and senior management was put in place, with similar innovations being
introduced at some sites. Furthermore training and literacy programmes were stepped up and a
stronger rhetorical conimitment to affirmative action was made, albeit with fittle practical success at
that stage. Overall, the participatory programme lacked direction and lacked strong managerial
commitment, both considere ons reflected more generally in the performance of the business,
which in turn led to the return of Leon Cohen to the helm of the organisetion, Aguin, in PG Bison's
caseatleastthsﬂhmmtmﬂxdamwennpactofmdmduaismpmansofpower in affecting the
direction of the programme.

But it wouidalsobetruef_;o say that the successes and failures of PG Bizon's participatory
progeammes were dependent not only on the desires of exceudve directors but on the willingness of
those below them to implement their desires, Here, as is illustrated with reference to the different
business units, the issue of political culture was of considerable imgortance.** At the Alrode
laminates factosy in Alberton, which was close in proximty to the head office and was headed by a

fiberal managerial team and with supportive shop stewards, most aspects of the TPQ and
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subsequent programmes were implemented as their creators had intended. In contrast at the Piet
Retief factory, headed by a politically conservative managemont and involving an over-abundance
of white managers and supervisors, many of whom were of rightwing persuasion, the programme
had little success. Most of the other business umits fell somewhere betwesn these extremes, with

successive surveys of employee opinion indicating that while employee relations, and human

relations more generally, bad improved as a result of TPQ, and managerial attitudes had shifted in
most sites, in several pockets of the company managerial racism and hierarchical attitudes had still
aot been effectively challenged. The sbility to implement the programme successfully was also
influenced by the constantly shifting attitudes of officials from the four trade unions within the
company, with changes in the individual organisers frequently having a marked effect on how the
programme wa.  ceived.

Overall, when considered as a ten year process, PG Bison's participative programme could be said
to have played a role in securing a decade of strike-free industrial peace, in bresking down
managerial racism in most SBUs, in shifling styles of management and encouraging worker
commitment to and identity with the company in some SBUs. In these senses there iz some
indication that it succeeded in both its immediate goal of changing the political cubture within the
company, and in its more long-term priority of improving performarice, et least during its high point
at the tum of the decade. It was at its most successfil where its focus was value-centred -
suggesting some of the sirengths of the innovative approach which, while union centred, were not
confined by the parameters of the collective bargaining process.

Where it failed, howeves, was in creating the basis for gemine 'continuous improvement' in these
areas, and most particularly in developing the kinds of horizontal, non-hierarchical structures that
jts. originators had intended for it at the outset. Certainly its early boast of being 2 programme
aimed at buflding industrial democracy at the level of the firm was never realised. I relied too
heavily on the commitment of the CEQ and a few chosen officials and was never sufficiently
integtated into the ethos of the organisation. The result was that when senior manegement changed
and business priorities shifted, it lost momentum and direction - reflecting some of the limitations of
an approach not centred on the collective bargaining agreement. While still widely cited as one of
the prime examples of participative management in South Affica, it had, in Fact, been ovestaken in
this respect by the experiences at several other companies.
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At the start of the post-apartheid era, the range of influences and pressures affecting participative
management began to change substantially and rapidly.” With the South Afiican economy
integrated more directly into the globel system, business leaders tended to pay more attention to
developments within the country's mgjor trading partners - on the one hand exposing them more
intensely to, for example, German co-determinism and Japanese TQM, but also to the ‘down-sizing’
carporate heroes of the Anglo-1JS experience (and the more cautious versions of this efhos in
recent Buropean and Pacific experience). With both local and overseas competition in most South
Aftican industries expanding and thereby intensifying the struggle for survival, the temptation to
slash costs by cutting jobs has been hard for most companies to resist, although the weakening
Rand tenided to slow the moves to replace employees with imported machines in some industries,
At the same time, several of the more overt political pressures for participation dissipated, with the
result that managerial political education schemes, value-sharing workshops and anti-racist drives,
were no longer a central element -~ with some managements feeling that these were being dealt with
by the non-racial ethos of the country more generally, Certainly, aspects of this diffusion of
managerial energy for these dimensicns of participation can be detected at PG Bison during this
period.

However, there was a paradox in the implications of the changing of the political guard, becauss in
other respecis the less direct fonns of political and cultural pressure favouring participation
increased, With majority rule having been achieved at the political fevel, the contradistinction
between non-racial government and whiie dominated business became starker than ever before,
prompting a degree of urgency about programmes designed fo give black employees a greater
stake in the business - particularly afier the government and the ruling party began making a
political issue of this concem in the late 1990s. This significantly boosted affirmative action and
training programmes, and also placed pressure on business to tackle racinlly-related power and
earnings discrepancies by conceding to various forms worker representation on company decision
making structures, usually through their unions (on management committees, through national
forum-type structures and even on company boards), In sc = companies these considerations also
provided impetus towards task-centred participatory struchures along the lines of the Japanese and
American quality circles, although this was not a generalised development.
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* But the politics of participative mansgenent became far more overt in another sease: through direct
government intervention. The historical alliance between the ANC and Cosafu, and the greater
access to government which the trades unions enjoyed, particularly in the initial two years of
democratic mle, contributed to several policy initiatives favouring a stakeholder approach in
industry, of which the most significant was the Labour Relations Act. Tn addition to provision for
corpioratism at the indv . -ial bargaining council level, and for mediation and arbitration of disputes
at the enterprise level, it provided for the establishment of elected workplace forums, to represent
the interests of alt employees in companies employing 100 or more employees, at the instigation of
representative unions. The powers of these forums were defined to cover 2 number of issues that in
many companies would previously have been regarded as part of the managerial preragative.

Aside from resistance from smaller employers or those without representative unions, this drew a
mixed response from the unions themselves, with some offering enthusiastic endorsement, others
regarding it as worthwhile only where structures involving direct management-shop steward
bargaining on these issues could not be established, and a few expressing outvight opposition.
Overzll, the condifions favouring the spread of participative management at most levels, were
' sumgtbmedmnsidaably,bmﬁmﬂddmﬂybeammhemammthﬂthemommhasbem-
secured through legisiation, or that the countervailing pressures and influences (from internationat
precedent, fiom elements of the busimess commuaity hoping to reassest their assumed prerogative,
and from trede union resistance, and, indirectly, fiom ibe falling Rand) did not have the potential fo
undermine the process successfislly.

T is ‘worth noting hese that in comtries where employee participation was not provided for by
legislation, such as the US, Britain, Brazil and South Aftica prior to the introduction of the 1995
Labour Relations Act, such strateses were never more than options for managements and unions,
and contrary to some theories of indusirial relafions, seldom became ypical'. In practice they
formed part of a shifting continnm between absolutist managerial rule and co-determination -
these altesnatives being polar extremes within modern capitalism, with most organisations adopting
aspects of both co-operative and adversarial forms. And even when a measure of participation was
compeled by law, as in Germany and Sweden, the element of managerial choice and of coxflict
over choice was seldom eliminated, with the directions chosen tending to shift over time, influenced
by economic, polifical and cultural considerations. In buth of these cases the effects of globalisation
generally, and of fiscal austerity more specifically, contributed fo pressures favouring a more
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fesible and deregulated labour market. And, as happened to some degree on the micro-scale st PG
Bison, this in turn placed intense pressure on aspects of the co-deferminist frameworks - as can be
expected within South African industry more generally once the implications of the new Jegislation
are more fully absorbed.

13.4 Conclndipg conclusion

This sense of uncertsinty about the firure of pasticipatory 'stakeholding’ management, both in
South Affica and internationally, reinforces the point that it cannot be regarded as a coherent,
global, ubiquitous strategy in the class struggle on the part of capitel. As is outlined above, its
critice, particularly on what remains of the 'lefl’ of the political and industrial specirum, have tended
to regard it in conspiratorial terms, as an infernational programme to defiuse worker militancy,
underait trades unions and reimorcs a deregulated, neo-libersl agenda. On the other hand, its
management school and political proponents have viewed it hopefidly as the way of the future
which, in time, all successful commercial organisations will have to foliow, aimed at empowering
employees along with other stakeholders. Neither of these perspectives seems to fit the picture
presented here of diversity, disorganisation and unceriairty,

When considered through the inexact prism of PG Bison Limited and other South Afiican
companies the picture that emerges reinforces some of these prior arguments about the nature of
the beast, the reasons for its arrival in South Africa, as well as its origins and impact on a global
scale. Several points that emerge from this experience are worth stressing in this regard because
'iheyappeartobemorebroadlyap;ﬂicable.

First, that the most significant general impetus for the emergence of the TPQ "stakeholder”
approach in South Aftica was the national political conflict within the country. Mare specifically, it
was, in this sense, a business response to the implications of the historic legacy of apartheid.
Certainly in most of the cascs studied, and particularly at PG Bison, the decision to adopt such
strategies can be seen to have been motivated primarily by a desire to overcome the problems
politics had placed in the way of the business, and in this way to reduce conflict and improve
performance. In: this sense it is appropriate to describe participative management in South Aftica as
much as a political initiative as an economic one.
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Second, there was a range of related cultural considerations, invarisbly framed fn racial ferms,
which afficted both the decisions made to introduce participatory programmes 2nd the forms these
programmes fook. At PG Bison, as in other companies, this included the chasm betwees black
workers and white managers in terms of language, family structure and sizs, religious tradition and
belief, home-life experience, education levels, spatial assumptions, distance from work, legal status
and community traditions, as well as political atfitudes and financial standing. One of the central
ainis of TPQ, particularly during its early, value-sharing phase, was to bridge these gaps between
black and white employees through encouraging a better understanding of each other's iife
" experience,

Third, despite these overarching observations shout a general political and cultural impetus, in most
cases this did not amount to anythicg approaching compulsion. Put differently, there was no
inevitability about employes participation as a managerial strategy, and PG Bison, along with most
ofthemhoﬁtyofSouthAﬁimdmmpaﬁmwﬁchchommhpﬂhadhsompemﬁﬂrwmsﬁx
doing so, Certainly it could be said, for example, that the union-induced pressure informing the
initial experience at SA Brsweries and Nampak, and in a different sense at Volkswagen, did aot
exist at PG Bison, Premier or Cashbuild, where there was 2 higher level of voluntarism involved.

Fourth, inall the cases considered, the balance between, on the one hand, the constraints placed on
management (by shareholders and company boards of directars) and, on the other hand, the scope
for managerial ionovation, was an important consideration. Here the subjective element - through
the role played by individual CEOs and MDs - was crucial in determining both the initial decisions
to adopt change programmes and subsequent decisions about the direction and meintenance of
such innovations, At both PG Bison and Cashbuild, a key consideration was the level of autonomy
enjoyed by the CEO from the company's shareholders. In each exemple studied, and particularly
PG Bison, the initistive of the CEQ was a necessary though not sufficient condition of the
programme getting off the pround. Related to this consideration was the question of the scope the
conr: 12.3,/8 board offered for ongoing executive level innovation, and also of the ability of the CEO
- wia the backing or at least acquiescence of management, as well as of the werkers.

Fifth, international precedent, usually filtered through local agencies and example, helped establish 2
‘critical mass' momentum among the farger South Afiican companies, It also £2-uctly influenced the
content aud ditection of the programmes adopted, although, as is stressed throughout this study,
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the unique cultural, political and economic circumstances meant that the forms taken by
participative management in South Affica often bore only super{icial resemblance to the models
adopted in other countries. In fact, of the companies studied, only Volkswagen SA, as a wholly
owned subsidiarv of the German corporation, could be said o have introduced its participative
managesial programme directly as a result of foreign impetus, and even there this was mitigated and
altered largely by local conditions. In most cases, and certainly ¢ PG Bison, there was a sense of
dipping into intemational managerial experience and theory rather than being led by it.

Sicth, once the decision was taken to introduce 2 more participatory form of management which
devolved power and information in the direction of subordinate employees, the progress and indeed
the fate of the programme wes dependent to a sigpificart Jegree on the response of these
employees. In this respect, the level of worker organisation and, in particular, the response of the
trades union leadership was of crucial significauce. In some cases, such as Volkswagen, unions
played a major role from the start, both in trimming management's ambitions and, later, in setting
aspecis of the programmes dircction. In other companies, including PG Bison, Nampak, Premier
end SA Breweries, the trad-s unions were less involved in the initial conception but later came to
play o significant and occasion= detzrminant role in its progress.

Seventh, in certain respects, a similar observation could be made about the response of subordinate
meanagerial employees, although in most cases this proved to be less crucial than that of the imions
because of the general nature of South Affican industrial selations they tended to have less
structural and organisational independerice than the workers. However, 2s illustrated at PG Bison
mmmwmﬂgmmmmwmwmmmmmmm
drsmptthepmgtmmandemmshon-mwnnt Again this illustrates one of the commdrums at
the heart of South Affican participative management: the way in which social attitndes forged
through the apartheid pofitical inheritance were both & cause of '[PQ's infroduction, and in some
cases, of its faihure too,

Eighth, where implemented vigorously, most of the participative management programmes seemed
1o succeed in their own terms - through playing a significant role in reducing conflict in industrial
relations, in improving communications within the business, and defising racial conflicts on the
shop fioor, and therefore indicated at least the potential to improve performance, In this sense, in
most of the examples cited, it proved to be an appropriate response at the level of the firm to the
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social and political conditions which business found itselfin during the late 19805 and early 1950,

Anii ninth, it became apparent that when the immediate coltural-political impetus for pariicipative
management changed as a result of the 1994 Scuth Aftican general election, its nature and
momentum began to shift accordingly. In some companies, such as PG Bison, this was one of the
reasons for what amounted to a downgrading in the priority given to pariicipatory programmes,
Restructiring the business to cope with a more vibrant market became the central priority and the
participatory struchires were used for getting the uniony "on board" with this initiative, but here the
immediate aim was to make the business more compefitive rather than shift the basis of managerial
decision making. However, in other companies, such as Eskom, the shift in political power in the
early 19905 was a significant motivating force in prompting senior management o review their
methods of running the company and, in particulsrly their relation with their black employees
generally and their trades unions specifically. Many other companies were effectively forced along
this road by the 1995 Yndustrial Relations Act, pasticularly with respect to the provisions for
workplace forums. And in most companies, including, belatedly, PG Bison, one of the immediate
implications of the lmdeﬁmwmmemmagemauagemanm speed up affirmative action
programmes for black employees.

These observations once again help establish some of the general premises for understanding
parficipative management set out above: that it cannot properly be understood as an industrial
relations development which can simply be read off the post-fordist production systems™; nor
necesserily as a response to worker organisstion with the aim of increasing productivity and
institationalising, contsining conffict and undermining trades unions. Motivational considerations,
when examined nationally and even more so globally, have to be treated with caution because in
each case the specificity of the political, cultural and economic factors involved tends to defy
generalisations which are overly assertive.

Certainly, it is appropriate, and indeed essential, to consider what is common between different
examples within a national and regional context and between different national and continental
examples, and here cerigin developments within the world economy falling under the convenient,
catchall heading of "globalisation’ are significant because, on the one hand, they have contributed fo
an increazed need for innovation from core employees, for less centralised managerial structures
and to alternative approaches to job design and work organisation, but on the other hand have
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added to job insecurity for the middie classes, to the phenomenon of ‘downsizing’ and , particularly
within the Anglo-American model and to & greater gap in power and income between chief
executives and other employees.

However, the extent of the distinctions between the paths taken by participative management in the

various national examples considered - Japan, Germany, Sweden, the United States, Britain and

Brazi{ - iHlustrates the point that considerations of national *istory, politics, language, religion and

culture are often more significant than the cloning potential of global econontic trends, And

certainly in pre-1994 South Africs, with its overdeveloped polity and underdeveloped international

economic integration, the forms and trajectories taken by pasticipative management owed more to

political and cultural aliepation and discord than it did to production systems. Untit 1995 decisions

in this regard usually rested with a small coterie of senior managers and often the CEQ himself,

which is why the points made by the likes of Poole® and Salamon” on the importance of
managerial choice and restraint in the balance between employee control and consent are apposite,

Now that participative management has been placed more squarely within a national legislative
framework, some of this power to decide has been removed fiom the reach of individual chief
executives. The implication, however, is that the constraints and choices have become part of the
politica! decision making process, where business collectively has started to find its voice. One can
expect therefore thai the relation between business and politics will be the prime fronts where the
firture of South Affican participstive management will be decided, with the direction taken being
influenced by the sometimes conflictual interplay between the political imperatives of redistributing
power within South Aftican corporations, which may favour a continuation along the European
stakeholder model, and the seemingly more powerfiil neo-liberal economic imperatives of flexibility
and deregulation which will favour moves to non-union forms of participation along US TQM
lines, or, slternatively, the abandonment of the project altogether. In this respect one can certainly
expect continued pressure to be brought on legislatars to dilute the regulatory content of recent
Iabour legislation, such as the Industrial Relations Act, the Basic Conditions of Employment Act
and the Employment Equity Act,
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PG Bison Performanca Report 1991 - 1992,

Piate Glass and Shatterpruf Industries Limited Annual Report 1992

"Documents for the Third Nationa! Forum," March 1992

"National Forum SBU Progress Report: Laminate Industries, March 11 1992, March 1952
"Supawood Management Report to Third National Forum ” March 1992
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*Upgrading National Forum Report,* March 1992

“Bisonbord (Cape) SBU Progress Report to National Forum,” March 1992

"PG Wood Cape Progress report for }'z:ch 1992 National Forum,” March 1962
"PG Wood Transvaal report to Members of 3rd National Forum,” March 1992

"I;GWood Natal Joint Shop Steward/Management Report for Third National Forum," March
1952

"National Forum - My Impressions,” memorandum from Supawood manager, J von Vollenhoven,
March 1592

"Memorandum: To All National Forum Delegates re Report on Valley Lodge Forum,” March
1992 '

"Repost on Valley Lodge Forum, Mimites and Detailed Report on Third Mational Forim meeting
30 March 1992," April 1992

*Bisonbord Stellenbosch: Action Report by SBU Leader and Shop Stewards,” August 1992.
"Bisonbord Natal National Forum Decision Action Plan,” October 1992

"PG Wood Transvaal Action Plan,” October 1992

"PG Wood Action Plan," October 1992

"Bisonbord Boksburg; National Forum Action Plan," October 1992
"Report on the PG Bison Group Attitude Survey," October 1992

PG Bison National Forum Steeting Committee Shop Steward's training Programme Report of
Neads Analysis," October 1992

"FG Bison - Naticnal Forum Steering Committee Shop Steward’s Training Programme:
Assessment of Pilot Training Programme and Recommendations for Future Training,” October
1992 '

*Half-Year Performance Report to Employees of PG Bison," company document, November 1992
"Rayrih PG Bison Nationat Fonun, Broederstroom, 18 - 20 Qctober 1992, November 1992
“National Forum Summary," November 1992

“Message from National Forum Steering Committes: Summary and Detailed Report,” November
1992
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"Detailed Report on the National Forum,* Novemiber 1992

“BGST Corporate Video," 1993

"PG Bison Award for Total Productivity and Quality," corporate video, 1993
"PG Bison: Values and Statement of Objectives,” 1993

"Position Paper: PG Bison's Re-Organisation," Jamary 1993

Letter from Leon Cohen on behalf of Consultative Business Movement In-Flouse Change
Committee to Warren Clewlow, chairman of Ecopomic Advisory Council, February 21, 1993

"PG Bison Strategic Plan: Toward Integration, Empowerment and World Class Performance,”
company document, March 1993.

"PG Bison: A Whole New Company," company document, March 1993

| The Umxoxi Press, company newspaper, April 1993
*Qrganogram; Piet Retief," May 1993

"Toint Statement of agreement between PG Bison management and the Ppwawu and Uwusa trade
unions," May 1993.

"Restructuring and Proposed Redundancies at PG Bison: A Report to Ppwaws," report by
Sociology of Work Programme, Sociology Department, University of the Witwatersrand, July
1993.

"Die PG Bison Ondersteuninggprogram,” July 1993,

"PG Bison Reorganisation: Support Programme Proposal,” August 1993

"Agreement on Redundancy Package and Selection Process,” August 1993

* Agreement between PG Bison and Paper, Printing, Wood and Alfied Workers Unioh and United
Waorkers UTnion of South Afiica,” August 1993

"Memnorandum re Minutes from Minj-Forym 6 September,” September 1993
"Negotiating a Corporate Restructuring: PG Bison Case Study,” Qctober 1993

"A Whole New PG Bison: Half Year Performacne Report 1 April to 30 September 1953,"
November 1993
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"Dear Colieagne,” letter from PG Bison CEO Leon Cohen to employees, November 26 1993,

"PG Bison: Strategic Commamication Programme,” prepared by Herve Bosquet and Assodiates
SA, November 1993

"On the Bord," company advertising brockure, Decemtber 1993

"Agreement on wages and other conditions of employment reached between PG Bison Ltd, PG
mM%mwggﬂGMn (Natal) (Pty) Ltd (The Employers) end Ppwawy and
Plate glass and Shatterprufe Industries Limited, Anaual Report 1994

Bilibord, Spring 1994, vol 1, 10 2

Billbord, Christmas 1994, vol 1 10 3

PGSL AmuslReport 1995

PG Bisor Anoual Report 1995

PG Bison Anmisl Report 1996

* Other Companies and Organisations _

"CBM/MDM Natal Encounter,” Cqmﬂm&veBusiness Movement, 1992

"Consultative Business Movernent - CBM," Consultarive Business Movement, September 1992
"CBM/KSB - Consultative Business Movement/Konsultatiewe Sakebeweging,” October 1992
"Consultative Rusiness Movement - Konsultatiewe Sakebeweging," February 1994

"Chairman's Statement,” Anglo Asmerican Corporation of South Aftica, Johannesburg, 1987

"The Branch Manager,” Cashbuild Limited, 1992

"Our Trading Practive,” Cashbuild Limited, 1992

"People Development,” Cashbuild Limited, 1992

"Cashibuild: Welcome to our Company Philosophy,” Castibuild Limited, 1993

"Cashbuild - Building a better fisture for all," Cashbuild Limited, 1993

‘Realizing Optimum Empowerment Through Participative Management: The Cashinmd
Approach,” Cashbuild Limited, 1993
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" Annual Report 1993, Casabuild Limited"

 “Cashbuild Group Refirement Fund®, 1954

* Assistance With Housing", 1994

"VW Community Trust Anmual Review 1989/90," March 1991

"W Comnmumity Trust Annual Review 1990 - 1991," March 1952

"YW Community Trust Annual Review Annual Revoew 1992 - 1993, March 1994
"YW Community Trust: Fact Sheet," January 1994

Board of Trade (UK): "Report of the Committee of Inquiry on Industial Democracy (Bullock
Comumittes)’, HMSO, 1976

*South Aftican Business Charger of Social, Economic and Political Rights,” Federated Chamber of
_Indusuies, Johanneshurg, January 1986

Project Free Enterprise, "Project Free Enterprise Final Report - Economic Participation in South
Africa," School of Business Leadership, University of South Afiica, 1086

Annual Review to JCI Shareholders, September 1986

"Preparing Business for the Future,* Five Freedoms Forum booklet of speeches delivered at
canference at Indaba Conference Centre, Johantiesburg, May 1988

Market Theatre , Programme for Geoffrey Armstrong sculpture exhibution (sponsored by PG
Bison), March 1993

"Business in South Africa," Institute for Transformation and Intardependence Strategy and Action
(Itisa) seminar programme, November 1988

"A Survey of South African Business Conditions in 1991/2 and Beyond," Jew Products
Laboratories (Pty) Ltd, February 1991

"Economic Options for South Africa," South African Chamber of Business document, September |
1991 '

"Code for Practice to End Unfhir Discrimination in Employment,” National Union of Metalworkers
of South Aftica document, March 1992

"The East Asian Miracle", World Bank research report, Oxford University Press, London, 1993
"(Feneration X and the New Work Ethic," Demos research report, London, 1994
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Republic of South Afiica Govemment Gazatte, 10 February 1995, no 16259, "Draft Negotiation
Document in the Form of a Labour Relationy Bill"

Repuiblic of South Africa Government Gazefte 13 December 195 no 16861, "Labour Relations
Agt, 1995"

"Fresdom’s Children: Work, relationships and politics for 18 - 34 year olds", Demos research
report, London, 1995

"Growih for All," document published by the South Afiican Foundation, Febmary 1996

"Social Equity and Job Creation - the Key 10 a Stable Future®, document published by Cosatu,
Nactu and Fedsal, March 1996

INTERVIEWS
Conduacted by self

Chris Ball (former Barclays SA CEO): October 15 1993

Pat Barker (wife of former Nampak director, Adrian Barker): February 5 1992

hnBemhardt(due&rofImBemhudtmdAMmdhousmgcmmﬂamforPGBmm
March 7 1990

Mitsa Bhotign (former Paper Printing Wood and Allied Workers Urion regionat organiser - diedin
road azaident, December 1991} Qciober 8 1991

Tony Bloom (former Premier CEO): October 16 1993
Richard Braithwaite (Nampak legal representative); February 4 1992

Halton Cheadle (senior partner, Cheadle, Thompson and Haysom and chairman of committee
which drafted 1995 Labour Bill): February 11 1995

LeonCoMn (Chairman, PG Bison Limited, 1996 - ; CEO, PG Bison, 1987 - 1994; executis
chairman PGSI 1987 - 159%4; ﬁmnerdeputychaumanPGWIandCEO PG Wood; ANC member
of Gauteng provineial Ieg:slature) November 28 1989, July 16 1990, Novamber 1 1991, February
25 1992, January 26 1994, May 2 1994

Rob Cohen (CEO PG Bison Limited; former managing director Bisonbord Limited, former
financial director, PG Bison): August 17 1989; February 6 1995

Colin Coleman (former National Programmes Director, Consultative Business Movement):
February 22 1990; Augpst 25 1992; May 1 1994
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Gavin Duffy (Nampak spokesman); February 3 1992

wmmmwmmmwmmw;mmmw 1993):
September 30 1991; Ociober T 1991 )

" Kenny Filila (former Ppwawy Southern Transvaal branch secretary): July 17 1990

Andrew Gilbert (former Laminate Industries director; currently Penny Pinchers managing director):
November 29 1989 )

Rosemary Grealy (former PG Bison TPQ facilitator and CBM Consultative team member):
February 17 1989, April 20 1989

Maxine Hart (former PG Bison Organisation Development Coordinator; previously PG Bison TPQ
facilitator; currently Human Resources Cousultatnt, Nedcor Limited): March 7 1989; February 13
1990, March 3 1990, July 7 1991, September 27 1991, February 26 1992, July 30 1992, August 18
1992, January 16 1993, January 18, 1993, March 29 1993, Apdl 5 1993, April 20 1993, May 5

1993, Mgy 18 1993, January 28 1994, April 25 1994, November 28 1994, February 11 1995, May
25 1995 '

Penny Hyde (former Human Resources Manager, South Affican Breweries): May 13 1993
(informal)

Mkhusedi Jack (former marketing manager, Volkswagen SA): January 7 1994, February 14 1995
Kyle Joynt (manages, First National Bank): March 15 1992, February 11 1995 (informal)

Joan Lurie (PG Bison icvelopment Coatdinator; former PG Bison LEAP coordinator); September
9 1991; September 30 1991, April 20 1993; January 28 1994

Anton Makhaye (PG Bison Pietermaritzburt UWUSA shop steward): September 26 1991

Debra Marsden (former CBM National Economics Director seconded to the National Economics
Forum); November 19 1592

Themba kffeka (Ppwawu assistant general secretary); February 12 1995

Andre Michaux (PG Bison Alroad factory Fuman Resources director; former Laminate Industries
Hiunan Resources Director); July 17 1990, July 27 1992, May 11 1993, January 19 1994

Tihopheho Modise (PG Bison Training and Development director; former PG Bison Boksburg
Upgrading factory operations director, former Plyproducts general manager, former PG Bison
TPQ group munager): July 16 1990; Februa. » 24 1991

Elias Monage (former Numsa regional o~ganiser): Angust 24 1992

Mutphy Morobe (former PG Bison Group Manager: Job Creation; former PG Bison managerial
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consultant and TPQ team member; ﬁmnerUmtedDemomﬂcant publicity secretary; former
fwmm@m) July 22 1992; May 9 1993; Jamiary 22 1994; April 25
Gibson Nduli (former Saccawn Natal regional organiser): August 21 1991

Christo Nel {former Executive Director: TPQ, PG Bison; curreatly fiisa CEO): August 6 1988,
September 3 1988, February 3 1989, June 17 1989, July 20 1990

WelcomeNtshangase (former Ppwawu national education officer); March 3 1993, Apsil 19 1993

Tiego Nishingila (former PG Bison supervisor and Namsa member), November 16 1989
(informal)

Sam Niuli (former Nuntsa regional organiser - assassinated November 1991): July 18 1990
Weshington Okumno (Kenyon political mediator and former diplomaty: Apri 27 1994

Roddy Payne (Manager: Cmporatehtelhgenceandbwelopment, PGSI and former Personal
Assigtant 40 Leon Cohen, subsequently based in PGSI head office): July 3 1996, Septemiber 26
1996, November 6 1996

Ken Pinchuck (Volkswagen SA manager): May 11 1993 (informal)

Mark Phillips (legal adviser to the Ganteng Premier): April 17 1996 (informal)

Jeff Radebe (forkliit driver and PG Bison Numsa member): Noveniber 16 1989 (informal)
Annemarie Rademeyer (Gencor literacy programme coordinator): February 7 1995 (informal)

Rob Rees (Ppwawu national organiser): March 16 1992 (brief telephonic discussion)

Dan Retief (former PG Wood manager): March 19 1993 (informaf)

Alan Roberts {former Faawu national organiser; later Cosatu Westermn Cape general secretary);
March 10 1992, February 22 1995 (iformal)

Mike Roussos (Gencor Group Strategic Planning director). August 25 1992 (informal)

Joe Slovo (former Scuth Affican Communist Party chainan and general secretary; former ANC
Natiotal Executive Committee member; former South Affuan Housing Minister); July 2 1989

James Smith (former PG Bison communications and industrial relations director; currently Business
Report editor): July 7 1991, Nevember 1 1991, January 10 1992, January 17 1992, July 20 1992,
August 28 1992, January 10 1993, January 13 1993, March 21 1993, Apsil 2 1993, April 6 1993,
Janary 26 1994, April 24 1994, May 1 1994
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Tony van der Schyff (New Products Laboratories director): July 22 1991
Gerliard van Niekerk (Old Mutual Chief Operating Officer): October 22 1990

Stuart Wood (PG Bison Executive Director: Sales; former Laminate Industries managing director);
September 26 1991

Interviews condacted by others

Louis Botha (former Bisonbord Piet RetxefChwarmmng Oﬁcer) August 3 1991 (conducted by
James Smith)

PelrusEsmhuizen(ﬁ:mleerducﬁonl\danagel; Continous Decorate Laminates Division, PG
Bison Alroad factory - formerly Larsinate Industries): May 2 1991 {conducted by Maxine Hart and
PippaKapelas)

Selwyn Jean (former PG Wood Capesemorslmpsteward) July 28 1991 (mnducwdbyhmes
Snuth)

Hamil;on Modapazi (PG Bison Boksburg shop steward): Iut_,' 78 1991 (conducted by James
it _
Tihopheho Modise (former PG Bison Boksburg Upgrading Operations Director): August 4 1991
{conducted by James Smith)

Peter Munnik (former PG Bison Distribution Director: Cape; former PG Wood Cape manager):
July 28 1991 (conducted by Famies Smith)

John Nkosi (PG Bison warchous¢ superintendent and Numsa shop steward): Angust 8 1991
. (conducted by ames Smith).

Andries Vorster (former PG Bison Piet Retief Operations Director; former Bisonbord Piet Retief
general manager); August 3 1991 (conducted by Fames Smith)

RESFONCES TO QUESTIONAIRES SENT BY AUTHOR

Kevin Lowe (Fuman Resonrces Manager, Casbuild Ltd): Masch 15 1954

Judy Parfitt (Volkewagen SA industrial relations manager): August 14 1994 (written responses to
questionaire)

Claire Densham (Manager, Public Affairs, Nedcor); November 25 1994
Neil Camming (Group Human Recotrees director, Nampak), August 18 1995
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Douglas Band (Chaieman and Chief Bxecutive, The Premier Group), Aphl 1 1996 (letterm
response to questionaire)

Velaphi Ratshefols (Personnel Manager, South African Breweries Beer Division), July 30 1996

Roddy Payne (Manager: Corporate Intelligence and Development Department, PGSL, and formerly
PA to PG Bison chairman Leon Cohen), November 5 1996

NEWSPAPERS, JOURNALS, MAGAZINES AND NEWS AGENCIES

Afiica Perspective

American Politicai Science Review
Billbord

Business Day

Business Report

Business Vision

Capital and Class

CBM TInformation Update

The Citizen

City to City _

The Culture (Sunday Times UK magazine)
The Daily Mai

The Daily Mait (UK)

Dmly News Bulletm (South Afiica House, London) -

dependent
The Independent on Sunday
Tnternationsl Affairs
The Intemnational Herald Tribuine
Internationsl Labour Review
IPM Joumat
Journal of Democracy
Journal of Sousthern Afiican Studies
LabourandSoclety

Leadershlp!Leadarshlp South Afiica
Management
Manpower Brief
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Mo

MRB Southern Africa
New Economy
New Left Review
Newsouth Afiica
The New Sta - +man and Society
Newsweek
The Observer
Optitw:
Passpus; 1 South Afiica
Personnel Management
Politics and Scciety
Productivity SA
Prospect
The Rand Deily Mail
Red Pepper
SA Times
The Shopsteward
South.:: .. . Mews
~South 2 .- 1Labour Bulletin
South .. - _.an Press Association (Sapa) news service
South Affican Reserve Quarterly Bulletin
Sonth Afiica's Most Admired Companies
Souther African Decisions
Southern African Trade and Travel
Southscan
The Star

Siyle

Style and Travel (The Sunday Times, London})
The Sunday Star

The Sunday Times

The Sunday Times (UK)

The Sunday Telegraph

The Telegraph

Time

The Times

Third World Resurgence

TPQ Times

Transformation

Ubuntu

The Umoxi Press

Weekend Post

Weekly Mail/Mail and Guardian
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