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THE PROCESS OF COLLECI'IVE BARGAINING AND ITS IMPLICATIONS FOR INDUSTRIAL 

RELATIONS POLICIES 

I. BACKGROUND 

The 1973 strikes involving 68 (XX) African VIOrkers are regarded as a water­

shed in the developrent of industrial relations. Labour legislation was 

amended as a result, lower-incane wages were increased considerably, and 

concrete action was taken to try and prevent a recurrence of the 

confrontation between Black VIOrkers and managanent through the carrnittee 

systEm in the VIOrk place. 

But the strikes also took place at. an opportune m:ment in the growth of 

manufacturing industry and developnent of managanent practices and styles. 

During the previous decade the shortage of White VIOrkers had resulted in 

considerable use of Africans in skilled job categories. African VIOrkers 

were given aptitude tests, job evaluation was undertaken, inprovanents in 

productivity were emphasised and sound human relations, particularly at 

the interface, were stressed. The personnel managanent function had becane 

established. Equally inportant was the initiation of training with 

Government approval and assistance of African VIOrkers in urban areas, i.e. 

the permanence of the urban African worker was being acknowledged. 

Furthermore, through mergers and take-overs, large groups of cCillpanies 

emerged. Their size enabled specialised services to be undertaken. 

These services included the application of resources to make plant-based 

carrnittees VIOrk. During the period after the 1973 strikes, a number of 

conferences devoting attention to the I appropriate I forms of African 

worker representation were held by managanent. l In fact, the increased 

attention given to industrial relations would not have taken place in the 

early 19605. The phenanenon of the 1973 strikes was one necessary factor, 

although insufficient on its own, in any explanation of the increased 

emphasis being placed on I sound I industrial relations which was attended 

by the establishment of specialised industrial relations institutes. 2 

Moreover, although the m:mentum of change in industrial relations is 

still evident, both in terms of proposed arrending legislation as well 

as the tentative formulation by canpanies of industrial relations policies, 

This paper was written in 1976 and revised in 1978. It forms part of a 
M.A. dissertation in the Depart:Irent of Sociology of the University of the 
Witwatersrand. 
With the withdrawl on 17th SeptEmber 1979 of the banning order of l-1r. D:>uwes­
Dekker it is now possible to publish this paper. 
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the direction which these developnents are taking is a matter for . 

concern. 3 Furx:1amental principles of industrial relations are not 

. being ·reflected in atployment policies." 

The initial resporise to" the strikes was to arPhasise the need for 

'channels of ccmnunieation'. 4 Hence the ranarkable grcMth in 

ccmnittees fran arOWld 100 in 1972 to over 2 000 by the end of 

1975. Experience with ccmnittees, and the need for legally binding 

agreements ,in the induStrial sector, has ~esulted in IlOre frequent 

. use of the'teDnS' 'collective bargaining' cind 'negotiation'. 

On the one hard managanent sees the need for wage .agreanents to be 

legally binding for all workers, on a sectoral basis instead Of. 

merely in one specific factory. , This the present ccmnittee structure 

cannot provide. 5 Hence amendments to the Bantu Labour Relations 

Regulation Act are required, On the other hard managanent and 1;he 

~t";of Labour h.ive tended to assume thus far that extension 

of the plant-based system ccmnittee structures to an industry-\'lide 

bargaining systan would enable, nnltually satisfactory agreanents to 

be concluded. The question which arises is: Satisfactory to whan? 

~d the proposed systan achieve the desired consensus between the 

two parties? 

. . 
The concept of collective bargaining has developed a specific 

meaning in western industrialised cOuntries. rut managanent -in 

South AfriCa, as evident fran recent articles on bargaining .pro::'~. 
cedures and systems igOOres, by design or not, aspects of the 
western m:xlel. This paper describes the sub-processes of 

. . 
collective bargaining and analyses the articles which have 

appeared,in tenns of that framework. It is hoped that this will 

assist in the formulation of industrial relations policies which 

institute practices with long-tenn effectiveness rather than short­

tenn expediency. The concern of this paper is to identify variables 

necessary for an effective industrial relations system. 
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II. SUB-PROCESSES OF COLLECl'IVE BARGAINING 

walton and McKersie identify four interrelated and inter-dependent 

activities in their theory of negotiation. 6 This theory of 

negotiation is relevant to the SOUth African situation because of 

the Emphasis since 1973 on representation at the work place through 

the ccmnittee systan. The analysis which this paper presents 

suggests that the ccmnittee structure is not a proper bargaining 

instrument. Nevertheless the introduction of plant-based 

ccmnittees has acted as a catalyst amongst workers. Black workers 

are asking what their rights are -and caning to reject the caT.tittee 

systan to an increasing extent. 

What are the four ~processes of collective bargaining? 

The necessity for collective bargaining between management and 

labour arises because of limited resoorces and scarce status 

allocation. The process of distributive bargaining settles this 

conflict of interest between the two parties. But the inter­

dependence of capital and labour suggest that there are canple­

nentary concerns which can, through problem solving, be identified 

and resolved through the process of integrative bargaining. 

Underlying these two ~processes are activities that influence 

the attitudes of the two parties, in particular those of their 

respective representatives, towards each other. Attitudinal 

structuring which takes place between the representatives of the 

two parties is this third ~process. Finally, before an agree­

ment is signed by the representatives a fourth ~process of 

activities has to occur, namely, the parties llUlSt agree. Consensus 

llUlSt be achieved within each of the two parties and not just by 

their respective representatives; i.e. intra-organisational 

bargaining has to take place. 
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It is the argument of this paper that the r~ity of two of these 

sub-processes, namely distributive bargaining and intra-organisational 

bargaining, ar~ being ignored or accorded a minor position, whereas 

tOo great an arphasis is placed on integrative bargaining and in 

particular on attitudinal structuring. This bias has arisen because 
•• ' J. • 

the inherent conflict of interest between management and labour is 

denied. As is suggested in Section V the phenanenon of the =llec­

tivity and institutionalisation of =nflict is misunderst=d. The 

distributive sub-process will only develop if and when trade unions, 

in an equal relationship with managanent, can exert. social power. 

(al Distributive Baigaining 

The acceptance of distr~tive bargaining as a sub-process of 

negotiations is essential. for it a.ckncMledges ~t there are ~. 

between the two parties which cannot .be resolved because their 

obj~ves, resulting fran different interests, are in =nflict. 

It is a matter of distributing or dividing limited resources with 

fixed values. 

However, the. two ~ies need to maintain their relationship in order 

to ensure =ntinuity and henc~ l=k t:.cMards settlanent as a canpromise. 

One of the challenges of bargaining is to define for each party those 

limits which would destroy.the relationship if the other party 0ver­

stepped than. 

For management there is a limit to issues such as granting wage 

increases or agreeing to union involvanent in management deciSions, 

Le. beyorrl that limit there would be little purpose. in =ntinuing 

the relationship. For union leaders there is a fl=r to wage 

increases beneath whi~ their loss of credibility with manbers 

could not be contained. For union manbersthere is a limit regarding 

improvements in fair wages, wage differentials, job and social security 

rreasures belOd which the constraints and sanctions of manbership make 
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institutionalised bargaining futile. But besides these resistance 

points both parties have targets which reflect What they hope to 

achieve. Negotiations became effective when the respective target 

and resistance points reveal a range within which settlement of 

the agreement is possible. The other sub-processes play a crucial 

role in asSisting the representatives of the parties to identify 

that range of settlement. 

(b) Integrative Bargaining 

The consideration of distributive bargaining raises the question of 

why all objectives between the two parties are issues of conflict? 

There are matters that can be resolved to the benefit of both parties, 

or at least where the gain of one party is not an equal loss for or 

does not represent an equal sacrifice by, the other party. Such 

matters are considered as problems to be solved and this process con­

stitutes integrative bargaining. 

An agenda item for a negotiating. meeting between the parties involving 

econanic values does not include integrative possibilities. The inte­

grative potential in the joint decision-making process is realised 

when both parties look for CCIII!On-pattern areas and alternative 

solutions of mutual benefit to each other. 

Although in actual fact many itans on the agenda of negotiations are 

mixed,i.e. are issues as well as problems, it is possible to identify 

those matters which have an integrative potential. Problems are 

matters involving rights and obligations of parties. The considerable 

breakthrough in labour relations achieved in the steel industry in 

America stems fran a finding of a study camri.ttee that, 'the jOint 

study approach is least effective when applied to wages, very useful 

on fringes, and has its greatest pranise on "job security" issues'. 

The examples quoted are closed shop and membership maintenance, 

preserving jobs, seniority rights, etc., for which in return manage­

!rent can introduce technological changes and retain flexibility in 

manpower allocation. 
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(c) Attitudinal Structuring 

Representatives of labour and managanent have a. relationship wI"?-ch 

both hopefully want to foster. It is particularly in the face-to­

face negotiating process that maintenance as well as restructuring of 

the attitudes of the participants tcMards each other takes place. 

If representatives on both sides aocept the need for realising the 

integrative potential of their relationship, it is essential that 

they un::1erstand the impact of attitudes such as friendliness, trust, 

and respect on their attanpts to influence each other. Hc1Never, in 

numerous instances either managanent or labour representatives believe , 
they must maintain hostility and the desirability. of IOOre constructive ..• 
attitudes is dented. The five relationship patterns which can be 

established are: 

(i) open conflict"or hostility. The canpany is detennined 

to refuse to deal with the . union and vice versa: 

(ii) containment-aggression based on 'grudging acceptance' 

by the parties of each other. ManagaUent is 

deteJ:mined to contain the scope and influence of 

the union. Not only do the parties regard each 

other with suspicion, but each tries to gain the 

workers' allegiance: 

(iii) a:ccannodation based on limited trust which allCMS 

for sane satisfaction of requirarents: 

(iv) co-operation based on willingness by the parties to 

negotiate beyond wages and working conditions and 

examine issues such as producti vi ty, job seCurl ty 

and technological advance. There is respect for 

each other - i.e. both for the organisations and 

their individual officials. The linion accepts 

managerial success as being of concern to labour, 

and management accepts that it is in its iilterest 
L • 

for there to be a stable and effective union: 

(v) collusion based on furthering the aims. of represen­

tatives of the parties which violate the interest I 

of their own members as well as either shareholders 

or the public or same combination of these. 
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What is crucial to industrial relations in South Africa is the 

likely pattern that will develop between canpaniesand Black trade 

unions. The personalities of the key people involved, as well as 

the goals of the parties are detennining factors. There is a 

danger that the parties might get locked into a relationship which 

neither party finds conducive in future years but which will be 

difficult to break. 

The efforts which certain canpanies are making to influence attitudinal 

structuring through training of ccmnittee members suggests an implicit 

hope that a very particular relationship pattern will be established. 

However, this assumes that the legitimate leadership of African ~rkers 

has been identified in ccmnittees. In fact conflicting leadership 

could emerge and instead of co-operation the pattern of relations 

would becane more and more one of collusion because carmittee leaders 

would not have an organisational base. Similarly, if labour concen­

trates on hostility, legitimacy of the respective roles of labour and 

managanent will not be attained. In both cases the potential for 

integrative bargaining is lessened. 

It is hoped that the recently established joint-managanent industrial labour 

relations institute, where the legitimacy of Black unions is not 

challenged and cannot becane an issue, will allow f= a consensus on 

values and beliefs to anerge. This would facilitate a relationship 

pattern of acc<mncx:lation if not co-operation to develop. 

(d) Intra-OrganisationalBargaining 

The value of walton I s theory is that it has abstracted the process of 

intra-organisational bargaining as an essential activity of collective 

bargaining. Agreanent is not reached when the representatives of 

the two parties have reconciled their differences, and drawn up terms 

for a contract. COnsensus within the parties is required for the 

terms of settlanent to be acceptable and adhered to for a specific 

period of time. And this can only be achieved thrOugh intra-organis­

ational bargaining. After all, the negotiating team was given a 
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mandate, the danands were presented in terms of manbers' expectations. 

Hence before an agreement can be signed a report back must take 

place and ,manbers must approve it, This process ccmnits the parties, 

and not just their representatives, to the terms of the agreanent for 

the specified period. Furthemore, in any organisation there are 

different opinions as to the strategy and patterns of the union-

nanagenent relationship. Internal conflict IIUlSt be resolved to 

ensure consensus through this sub-process. The conflict between manag­

ment and labour is institutionalised only when labour.has an organis­

ational base, namely the trade union. 

The stress on intra-organisational bargaining is not based on an overly 

theoretical concern with union·danocracy. The union's primary function 

is the protection and prcmotion of the standard of living and quality 

of life of its rnanl:Jers, it is rot an exercise in self-goverrment. But 

menbers Il1l.l5t participate in the decision-making process. Jack 

Bardash concludes that· democracy in union aff¥i:s should be asserted to 

the point of inconvenience but not to the point of critical impairment 

of vital functionS.' He argues that major questions that should .be 

detennined by union meetings or by referendum are: 'recarmendations for 

changes in the collective bargaining agreanent, the approval of the 

agreanent, the strike, increases in dues, assessments, initiation fees, 

financial obligations beyond the routine voucher expenditures and 

acceptance of executive board minutes; SUfficient latitude should, 

however, be given to·the officer to administer the day-to-day affairs 

of the local (branch) efficiently-and effectively' •7 

III. MANAGEMENI"SCCNCEPTICN OF 'THE BARGruNING PROCESS 

The contents of a number of articles on industrial relations by 

nanagenent representatives during recent years support the contention 

that the distributive and intra-organisational sub-processes have 

been ignored or evaded. This is not surprising. The.consid~able 

developlEnt in personnel management. occurred during a period of 

insignificant labour unrest amongst African workers coupled with a 

pattern of negotiation betweenenployers and registered trade unions 
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on the highly centralised level of the irrlustrial council system 

arrl, except in the mining irrlustry, with no evidence of the :importance 

of the intra-organisational process. 

In 1975 the then director of the Institute of l?ersonnel Management 

argued against African trade unions arrl a subsequent debate in the 

Journal of that organisation suggeste:1 there was no need to identify 

an inherent conflict between capital arrl labour. 8 This ignored the 

reality of social forces and econanic inperatives, let alone concepts 

of po.Ier. F\IrtheJ:m::Ire, management's uncritical approach to the anti­

trade union attitude of the goverrment reinforced the understandable 

enployer aim of preventing trade unionism for as long as possible. 

The articles referred to in the follCMing three sections are: 

1. A SUII1IIaIY of proposals to amend the Bantu Labcur Relations 

Regulation Act put to the Minister of Labcur in Novanber 

1974 and ~lished in the canpany . Journal of the Tonqaat 

Group. 'I'he$e proposals were made by the ChaiInen of the 

Ton:3aat Group, Huletts Corporation and SOUth African 

Breweries at the September 1974 corporate neeting of the S.A. 

Federated Chamber of Industries. 

2. A follow-up article in the sane journal a year later in the 

fonn of a panel discussion on the subject of collective 

bargaining for the Black worker. Those participating in 

the panel were: ccmpany industrial relations managers, the 

secretary of a registered trade union, the cha1l:nan of a 

\>'OI"ks ccmnittee and representatives of an E!!ployers associ­

ation. 

3. An article in the heme journal of the Huletts ccmpany on 

training of negotiators. Reference is also made to a 

paper which gives SCIIIe insight into the assunptions on 

oonflict made by managanent in its training procJxallue. 

I 
I 
I 

I 
j 
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. (al.· Usirtg the carmitt:ee Base as an Alternative to Irdeperxient 

Trade 'Umomsm 

The urrlerlying aSSlJlllltion in the proposals by the Tongaat and S.A. 

Breweries Groups for amending the Bantu Labour Relations Regulation 

ACt, was that the suggested. amendments would I encourage the natural 

grCMth tcMards a more effective collective bargaining process 1.9 

The recarmendations asst.nnec1 that the ccmnittee system provided by 

the 1973 Act was an adequate base on which to build a negotiating 

structure. There were three principal proposals: 

(il A hIo-ti& ccmnittee system was envisaged to provide for both 

a works ccmnittee and a liaison ccmnittee. At present the Act gives 

a choice between either a works ccmnittee, all of whose manbers are 

elected, and a liaison ccmni ttee of which up to half the manbers may 

be appointed. Legislation which aims to assist the formation of a 

relationship between parties with conflicting interests, should not 

provide for a choice. w:>rkers prefer the works ccmni ttee as it 

enables them to. foIllUllate their own policy on a matter while manage­

ment prefers the liaison ccmnittee as it gives th~ control. The 

proposed hIo-tier systan would allow worker representatives to meet 

separately to caucus and naninate manbers for a liaison ccmnittee 

allowing for direct dialogue between anployer representatives and 

manbers of the first 'tier or the works carmittee. The two-tier 

proposal would have the advantage of both the works and the liaison 

carmittee. 

(iil Representatives fran liaison ccmnittees in any irilustry would 

fODll a regional cO-Ordinating ccmnittee which would be registered 

as a negotiating party, canparable with a trade union, and any 

expenses would be paid fran a levy imposed on Black anployees in 

the industry. 

(iii) The CO-Ordinating camiittee would naninate people to serve, 

with anployer representatives, on a Regional Labour Council, can­

parable with an industrial counci'l. This council would negotiate 
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basic conditions of service for a designated industLl{. It would 

also register and approve house agreements, and investigate 

alleged instances of victimisation. Again a,levy would be :imposed 

on Black workers as well as employers to finance the council's 

activities. 

How and where do these proposals fall short of Walton and McKE\r6ie's 

analysis? The proposed negotiating structure is based on the 

carmittee system and is financed through enforced levies. But 

ccmnittees do not provide membership rights and responsibilities for 

workers. Crnmittee representatives cannot function as the negotiating 

party. The fact that a membership base as a prerequisite for 

collective bargaining does not exist means that the intra-organisational 

sub-process cannot be activated. It follows that the distributive 

sub-process also does not feature. There is no independent leadership 

to place issues on the agenda or treat matters brought up at meetings 

as issues, instead of problems. There will be no identification of 

workers with the agreements and no carmi trnent to the requirements of 

the clauses. 

What of the other two sub-processes? The two canp:mies are heavily 

involved, in terms of personnel and financial resources, in training 

of carrnittee representatives. The content of this training is to 

view industrial relations as probl~solving inter-action and to use 

behaviour rocxlelling techniques as means for preparing carmi ttee 

members for their task. This task is defined in terms of management 

perception of the econany, the society and hence its value system. 

The emphasis on the integrative sub-process and concern with the attitudinal 

structuring process suggest a refusal to cane to terms with, or 

prepare for the reality· of, the other two sub-processes which are 

required. 

Hence the approach adopted by management is to assume that conflict 

between carmittee representatives and the labour force is either not 

a relevant issue or is of such a complex nature that it will hopefully 

ranain latent. 
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Has the impact of the 1973 strikes been forgotten? It is true 

that registered trade unions, except for sane industrial unions, 

do not hold report-back mSllbership meetings to ensure approval of 

agrearents negotiated by the executive carrnittee. This failure 

to activate the intra-organisational sub-process is understandable 

because registered trade unions: 

(i) are not representative of the total labour force and 

hence have no paNer base as the working class is divided; 

(iil have used'the scarce value and priviliged status of their 

members as a weapon against anployers to achieve desired 

wage increases and iroprovanents in benefits; 

(iii) have rot faced ·a Il1E!l1bership crisis or no-confidence motion 

in leadership because the standard of living has iroproved;lO 

(iv) are still' in the highly centralised stage of union 

developnent where leadership, once elected, takes· the 

decisions; 

(v) have kept membership info:rrned,· without asking for approval 

of the outcane of negotiations, through union journals. 

The follCMing editorial can:nent in the S.A. Typographical 

Journal is pertinent to the argument, 'The procedure of 

negotiating an agreanentunder the industrial council 

systan is often misunderstood and members, especially 

inmigrants fran the United Kingdan often suggest that a 

report back should be made before an agreanent is con­

cluded' .11 

An effective systan of representation for black workers cannot be 

structured o~ this pattern of centralised activity for two reasons, 

namely: the impact of black consciousness and the concerted efforts 

by anployers and the authorities to entrench the work-place cannittee 

system. 



13. 

Black trade unions are therefore structuring their activity in terms 

of membership participation through the intra-organisational process. 

(b) Rejecting the Trade Union Concept 

The assumption that the carmittee structure serves as an effective 

negotiating base is disquie.ting because of the pressure put on 

carmittee members in terms of the role as 'representatives' that they 

are increasingly required to play. In a follow up article to the 

proposals discussed above a panel discussion was used to relate 

recent developrents in the emerging negotiating structure to the 

sugar industry.12 

These developnents mainly meant the admission of African carmittee 

representatives to the industrial council meeting scheduled for 1976, 

on the assumption that they could act as a negotiating party.13 

Their presence was felt to be necessary because it was argued that 

'truly representative' meant , 'all their desires and aspirations 

are represented and not just the view of the blacks in one mill or 

canpany'. There was no debate in the panel discussion on the intra­

organisational sub-process or on the reality of the distributive 

bargaining phase. The principal concern of management,was to define 

the nrutual objective of labour and management, 'which should be a 

thriving and prosperous industry, through which benefits would flow 

to shareholder and worker alike'. Whether the value system of the 

existing socio-econanic framework enables workers to operate fran the 

same power base as the shareholders or employers was not discussed. 

It was apparently assumed that the 'representatives' are truly represen-­

tative, Le. that they do reflect the wishes and aspirations of 

Black workers. Yet is it not true that these very 'representatives' 

are failing to report back effectively and need management's support?14 

The only contribution during the discussion under review. made by the 

chaiI:roan of the workscarmittee was to the effect that a good under­

standing with management of nrutual problems has been achieved and 

hence we (Le. presumably the carmittee) 'would not like to see trade 

unions cane onto the scene. ' 
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What was also significant was that the panel discussion did not follow 

up the suggestion made by one participant that 'the Black man's' search 

for himself for dignity and self-reliance', meant that carmittees 

were rejected as 'dUlllllY' bodies am. that industrialists would be 

forced to aocept Black trade unionism. In spite of this,managanent 

argued that the union was not essential to collective bargaining am. 
that the 'Wustrial cannittee' (the equivalent of the ccrordinating 

carmittee discussed above) served the best developnental purpose. 

The secretary of the registered trade union naintained that the power 

base of the workers was effectively divided. His statement that 'my 

union is opposed to the fonnation of liaison and works carmittees to 

represent workers in the industry' was not follONed up. 

Even if the theme of developnent and extension of the present system 

stressed by the employer representatives was valid, the question of 

why the facets of two sub-pr=esses were not discussed remains unanswered. 

The necessity of working towards a stage where the workers as union 

manbers have their own in:1ependent bcxly, was evaded. On the other' hand 

the chainnan of the worksc:::mnittee received tacit support for his 

rejection of trade unionism. Management rejected the trade union 

because it could be used 'by far-left SOCialists as a political tool' 

and the hope was expressed that 'collective bargaining (could be kept) 

within the family' while an industrial cannittee was seen as more 

desirable than.a.'nationally organised trade union' . 

The plan to have an African worker representative present during 

negotiations at the industrial council level, which this discussion 

presaged, was duly put into operation. An agreanent was concluded 

in November 1976. The event was lauded as a 'milestone in the history 

of the sugar industry'. The representative 'of the manufacturers' 

association said the African worker representative 'had made a major 

contribution,.15 
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Detailed infonnation 1tIOuld be required to judge whether any of the 

four sub-processes were activated. The fact that four African 

representatives were elected (and two appointed by the Department 

of Labour) is no guarantee that the distributive and intra-organis­

ational bargaining processes took place. Election is only one 

side of the coin. The key prerequisite of collective bargaining is 

that it should be carried out fran a membership base. The dynamics 

of labour relatiOns, reflected in the intra-organisational phase, 

require that demands for a new agreement be fODlUllated in tenns of 

a mandate received fran members and that the agreement be approved 

by members, either at branch level or shop steward meetings. 

It is apparent that these requiranents were not met for this agree­

ment and hence there could be no cannitrnent to the tenns of the 

agreement fran the 1tIOrkers in the sugar industry. The authority 

structure is still based on coercion and not consent. In tenus of 

the structure established, the objective of the Tongaat proposals, 

namely that 'the black representatives hold themselves accountable 

f= breaches of agreements " is an unrealisable expectation. The 

linkage between representatives and w=kers has not been legitimized. 

Acc=ding to reports the new agreement provided, for the first time, 

for a 2.5% bonus for unskilled and sari-skilled 1tIOrkers. This 

improvement was welcane. But in tenus of the dynamics of industrial 

relations there is no guarantee that the labour f=ce regards this as 

sufficient or that the new agreanent 'provides a buffer against 

industrial unrest' • How did the labour force participate in the 

decision-making process? What distributive bargaining took place? 

It is the 1tIOrkers, as union members, who must judge whether their 

representatives had made a 'major contribution'. - Once the anployer 

starts making this judgement then the relationship pattern smacks 

of collusion. 

The mechanism of distributive bargaining requires labour's represen­

tatives to set specific targets for various items on the agenda. 

These airos obviously involve anployers in direct costs if they are met. 
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There is, llDreover, for labour a resistance p?int below \mch no 

agreement would be acceptable. The union's IllE!I1bership should, 

ideally, give their representatives an irrlication of the resistance 

point when giving than their mandate. In the case cited, v.orkers 

may well have aocepted a lower bonus, of say, 2%, if they had 

participated in the decision-making process. Trade unionism is 

not necessarily or primarily a question of econanic gain but rather 

the more elusive issue of the quality of people's lives. 

Any attarpt to limit a bargaining systen to the carmittee structure 

will, ill all probability, accelerate the rejection of the plant­

based ccmnittee systen by the African workers. Management is 

concluding agreements with representatives whose functions are 

basically an extension of those of the personnel department. Hence 

the allegation made above that a relationship pattern based on 

collusion is JJeing forged between management and carmi ttee represen­

tatives. As a result the relationship between management and the 

labour force as a whole will be based on latent hostility. This 

hostility is controlled or contained by repressive legislation. 

But this makeS aggression an ever present reality •. 

Finally, it does not follCM that because registered trade unions have 

not activated the intra-organisational, and to a certain ~en:t the 

distributive process I that African v.orkers will adopt the saine 

posture as mern!:Jel:-s of the registered trade unions. 

(cl Is Negotiation Only Problem SolVing? 

The third article under review deals with the training of managers 

as negotiators 'as prerequisite for the maintenance of gcxxl labour 

relations' .16 Negotiation is seen as an occasion where the 

'representatives' of the parties interact in an explicit attempt to 

reach a jointly acceptable poSition on one or IlOre decisive issues. 

But the implication of being a 'representative' and the dynamic of 

.resolving 'issues' is misunderstood. 
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The focus of attention is what happens at the negotiating table. This 

is why there is no qualification of the statement that 'negotia-

tion takes place between equals' althou~ the labour party side is 

unequal. This silence is understandable because the question of 

the 'power', or lack of it, in the structure of the registered trade 

union or the cammittee, is completely ignored. It is facile to take 

the trade unions in South Africa, as well as carrnittee manbers, to 

task for neglecting the use of 'information' such as econanic cl:inate 

or changes in the labour market. Where can they acquire such 

information? Have the registered trade unions a membership strong 

(nough to provide financial resources to allow for the purchase of 

information and expertise? 

The article urder review does considEX the implications of tlu-eat, 

coercion and other J?OI'ler tactics and recogniSES that the 'dice are 

loaded in favour' of Whites and can lead to 'friction' but suggests 

that a 'new approach to negotiation is to consider it as a problan­

solving process'; Le. in tenns of the integrative sub-process. 

Significantly the industrial council system is seen as an organisational 

structure which facilitates this emphasis. This assessment supports 

the view that the industrial council system is not conducive to dis­

tributive bargaining and explains why overseas trade unionists believe 

that it has made trade unions ineffective. The industrial council 

system, as it has developed, weakens trade unions as it carries out 

functions which are noIlllally the responsibility of the union. These 

are: 

(il enforcement of the agreement - carried out by irrlustrial 

council agents instead of union officials or shop stewards; 

(iil issues of industrial injustices are settled on the central­

ised level of the council's meetings instead of at the work­

place level where they occurred; 

(iiil social security benefits are administered by the council 

iristead of the union. 
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The strong S.A. TypOgraphical Union has, si9nificanUy enough, dananded 

that its officials act as council· agents. 

The process of weakening the registered trade unions is a structural 

fault of the industrial relations system because it excludes trade 

unions of African workers. White, COloured and Irxlian workers cons­

titute an ever-de<;lining proportion of the total labour force and 

their unions becane less and less representative of anyeconanic sector's 

workers. 

Whereas it is urrloubtedly essential to introduce integrative tactics 

in negotiation (identify the problem, look for alternatives, make a 

choice), it is unfortunate that the danger of assuming that this alone 

constitutes collective bargaining is not understood. By all means aim 

to 'move negotiating' in terms of across the table interaction out 

of the mode of warfare and win-lose situation. But do not thereby deny 

the reality of the distributive phase nor hope to get away fran facing 

the reality of the intra-organisational phase. The article under review 

mentions the fact that a negotiator is not 'present on his own account'. 

But to assume that his membership base is a 'third party' and that all that tJ 

means is 'preparation before negotiation' rather than the necessity 

for approval of a proposed agreement after the negotiation of a settle-

ment and before it is signed, is naive Or possibly reflects lack of 

experience with the implications of unorganised . collective behaviour. 

A legal agreement signed by carmittee representatives does not ensure 

consensus fran the labour force nor willingness to abide by the terms 

of the agreement. The legal sanction of such an agreement might ~ 

it work, but this means that scrcalled peace in industrial relations 

reverts back to a system of management by coercion and not consent. 

The necessary authority of management is not legitimized and managerial 

pc:Mer remains the daninant value. 

The S.A. Breweries Group, follCMed by others including Tongaat, 

embarked during 1975 on a prograrrroe of training canmittee representat­

ives in interpersonal and negotiating skills. Developnent of the 

attitudinal sub-process is necessary. But its value depends on 
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recognition of the other sub-processes. It should not be used to 

deny completely the reality of the distributive process. Further­

rrore, the question arises of whether management is the proper party 

to undertake this sort of training of workers' representatives. 

In an address given to the Industrial Relations Group of the S.A. 

Industrial Psychological Association, the Industrial Relations Manager 

of the S.A. Breweries Group discussed haN behaviour rrodelling techniques 

are used in training programnes in order to reinforce certain behaviour 

patterns. 17 In the training of carrnittees, a visual aid is used which 

depicts a negotiating rreter whereby trainees can assess their 'success' 

in displaying certain behaviour and attitudes. The positive 'green' 

side of the rreter is graded in items ranging fron mutual trust, self 

control, listening and talking and rational assessrrent through to th~ IlOst 

desirable state to be in, namely conciliation. The negative or 'red' side 

is graded in terms of items ranging fron distrust, fear, arrogance, naked 

hostility, tD the least desirable state, namely deadlock and dispute. 

Ha.Never, a prerequisite of an effective industrial relations system is 

the possibility of deadlock with a consequent organised strike where 

no canprcmise and settlement is reached in distributive bargaining. 

A decision to declare a deadlock is based on a rational assessment and 

is not the result of mere naked hostility or arrogance. But partici-

pants in the behaviour modellin;r training courses, based on such 

assumptions, are made to believe that they should never declare a 

deadlock and that only the integrative sub-process needs consideration. 

The negotiating meter exercise denies that negotiators, particularly 

those fran the workers side, operate in a boundary role conflict 

situation. The role emphasised and reinforced is that of maintaining 

and restructuring the relationship with management representatives, 

the role which is played dONn is that of maintaining a responsible 

relationship with workers. This approach implies that there are no 

inherent conflicts of interests between management and labour ~ By 

denying the reality of deadlocks or distributive bargaining, and the 

implicit pCMer contest, this managerial ideology is trying to suggest 

that there are no scarce resources and status allocations. 
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By ignoring the dynamics of the intra-organisational process manage­

ment's approach in these articles places an impossible burden on 

carmittee representatives. The lack of structural procedures for 

reporting back to their membership base, -canbined with reinforcanent 

of a-model of industrial relations founded on behavioural training 

and management's conception of 'business economics', obliges carmittee 

representatives to aocept I1)ClIlaganent as their reference group. 

Management's expectations of ' accountability' for adherence to a so­

called agreement place ccmnittee representatives in that very 

boundary role ~onflict experienced by trade union negotiators. The 

lack of structural support may well result in carmittee representatives 

reverting to the other extrene of canplete non co-operation and 

resistance for the sake of resistance by using the negative power 

management has conferred upon than. Managanent is obliged to give 

negative power. to ccmnittee representatives to maintain their sense 

of purpose,airl because the w::lrkers cannot give it. This negative 

power can then be abused because of the dependence relationship with 

managanent resUlting fran being employed by the canpany. This 

double bind situation can, therefore, lead to a similar problan 

experienced by certain British shop stewards who also lost their 

membership base - or made sure it was inactive. By solely stressing 

the integrative phase, managanent is in danger of losing it canpletely. 

Ccmnittee representatives may either becane management stooges or 

swing to the other extrane of creating hostility for the sake of 

disruption arising frcrn th~ frustration. . As an experienced trade 

unionist has said, only the trade union negotiator can ensure, through 

acceptable canprcrnise, that a policy of moderation be adopted. 

IV. IS A BROADERPERSPECl'IVE EMERGING? 

The sanewhat discouraging conclusion emerging from the' above analysis 

requires assessment. The decision by the Tongaat/Huletts/S.A. 

Breweries Groups to publicise their'objectives and approaches is 

catmendable. It danonstrates appreciation of the responsibility of 

a Group or Corporation to let society know what its approach is 

regarding matters of public concern, and to sul:::mit itself to critical 

Catment. 
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On the other hand a number of canpanies have taken industrial relations 

seriously but have not yet publicised their programmes. In one 

specifiC instance a canpany has built into its managenent and carmittee 

training programme the clear cut objective, implied in its industrial 

relations policy, of negotiating with a Black trade union and has 

started the process of fOnning a relationship with the energing union 

in tenns of stages which are realised as the strength of that union grCMs. 

The Black union concerned has approved of the training progranme for 

carmittee representatives. This prograrrnne clarifies for the carmittee 

representatives their role vis-a-vis the trade union. The subsidiaries 

of a number of multi-national corporations have indicated that they 

will deal with Black trade unions, but they have not yet been put to 

the test. 

Furthennore, sane managers responsible for the industrial relations 

function are beginning to accept the reality of Black trade unions. 

Their hope and objective is that their perspective will be considered 

and incorporated in industrial relations poliCies. But carpanies are 

still in a dilerma regarding Black trade unions. As D. Keenan-Smith 

said, 'The ccmnittee systen is offered by legislation as a vehicle for 

regulating Black labour relationships and as a substitute for the 

official recognition of Black trade unions. HCMever, a satisfactory 

solution is urgently sought to managenent' s dilerma of facing de facto 

African unions on the one hand and Government's stated policy on non­

recognition for negotiating purposes on the other hand,.18 

Mr. D. van COller, at the time in the ManpOtler Resources Division of 

the Anglo American Group, identifies a number of weaknesses in the 

position of the worker representative on the carmittee. These are: 

the weak pOtIer base because of the divided constituency; the lack of 

financial, administrative or research resources; and the fear of 

victirnisation because of lack of independence. 19 

Keenan-Smith supports the contention that collective bargaining is 

beyond the scope of the carmittee agenda. He identifies joint deter­

mination of wages and working conditions for a sector as that 



22. 

nanagenent/labour activity which cannot be carried out by the ccmnittee 

structure. He assurres that the irrlustrial ccmnittee systan cons-

titutes apossilile answer. The effectiveness of the irrlustrial 

ccmnittee systan lIUlst be judged by the extent to which it can influence 

nanagenent decisions. Managanent' s decisions are influenced when 

workers have the follCMing rights: the right to information, the right 

to a hearing, the right to make proposals, the right to be consulted, 

the right to negotiate, ·the right to veto and the right to strike. 20 

The irrlustrial carmittee cannot exercise more than the first three 

rights and even those within the l.iInits of managenent' s authority. 

It is an organisation of the people elected but it is not an organis-

ation of the workers. It is only when workers sign a membership fODII 

that they achieve the status of unionist and accept .ccmnitment to the 

objectives of their organisation. 

In neither of the papers mentioned above is the implication of accepting 

the trade union systan examined. Rather, the options are left open 

although the West Gel:roan medel, with its canplimentaJ:y mechanism of 

carmittees and trade unions, is mentioned. It is~ nevertheless, a 

significant breakthrough, given South African managanent's inability to 

'manage fear and distrust', that these papers were publicly presented. 

However, . subsidiaries in both Groups of canpanies, when approached by 

Black trade unions, have maintained that the carmittee systan is 

adequate and there is no need to meet the trade union officials. This 

suggests that the assessment 'Of industrial relations consultants in a 

Group is not incorporated in anployment practices of subsidiary 

canpanies, if there is no clear-cut Group policy. This poses the 

question of whether such policies will be fonnulated and publicised in 

the near future. 

A constructive developrent aimed at resolving the dHarma created by 

de facto Black unions and their incOl:poration within the irrlustrial 

relations systan, is the establishment of the jpint managanent-labour 

Institute for Irrlustrial Relations, which will improve the irrlustrial 

relations' skills of both parties. 
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V. DISTRUST OF THE COLLECTIVE POWER OF BLACK WJRKERS 

In all spheres of societal activities in South Africa and their 

expression through organisations a shift in the definition of 

collectivity is required. The representative base of organisations 

can no longer be solely White South Africans. The perrranence of 

the African people in urban areas can no longer be denied.. All 

organisations fran churches, to professional associations and 

sporting bodies are redefining their boundaries. The ITOSt signifi­

cant breakthroughs are occurring in sport, but not without pressure 

fran international co-ordinating bodies and direct pcMer confrontations 

within South Africa between organisations representing the different 

race groups.21 In order to establish their identity and promote 

their interests, which have been totally neglected, the African people 

. are establishing their 0Nrl organisational base for the various societal 

activities and group interests. But there is a willingness to co­

ordinate with their White counterparts through umbrella bodies, in 

pursuit of cammon goals. 

The collective action campaign against inflation represented an 

interesting case study of the need for a society to institutionalise 

collective forces, but not having the organisational base to do so. 

To canbat inflation it was essential to have as many relevant 

organisations as possible camtit themselves and their manbers to the 

terms of the programne. The registered trade unions suddenly found 

themselves involved in a broader role than serving on apprenticeship 

boards or unemployment carmi ttees. HOW'ever, the terms of reference 

given by the Government as to who constitutes the I collecti vi ty I 

excluded African workers and their organisations. Yet those ITOSt 

hard hit by inflation are the African people as they experience the 

impact of a drop in standard of living most severely, as well as the 

consequent increase in unemployment due to sleM dONrl in econanic 

activity. 

The inability of South African society to cane to terms with the 

inq:>lications of whan constitutes the collectivity, and heM the bourrlary 

lines are to be redrawn on the organisational level of collective 
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expression, is reflected in the perspective adopted by management. 

The analysis given above reveals that managanent is embarking on a' 

policy whereby the organisation of Black workers through their trade 

unions is being prevented. By not recognising Black trade unions, 

or starting on a process of entering into a relationship with than, 

management is dem::>nstrating a distrust of institutionalising conflict 

through independent organisations and is creating, instead, a safety 

.valve mechanism. This distrust can be explained in a mnnber of ways. 

First is the fear that if Black unions are recognised, power will be 

given to 'BIack wOrkers. As Professor F. f'Urstenburg said at the 3rd 

WJrld COngress of the International Industrial'Relations Association; 

'There can be no doubt'that industrial relations are primarily a power 

phenanenon and that therefore the power relations structures of the 

parties involved need thorough consideration'. 22 Managanent assumes 

it is faced with the choice. between the organised power of Black workers 

or retaining uniLiteral control over the decision-making process 

regarding' wages, working conditions and quality of life. However, by 

selecting the latter approach, managanent is forced to keep order and 

discipline through coercion and not consent. The actual choice facing manage­

ment is between the organised power of trade unions or unconstructi ve 

conflict in the fonri of hostility, resentment and open aggression. 

Secoildly,itis assumed that' by keeping African workers powerless 

managanent retains power. But the more unequal thepc::Mer structure of . 
management.and labour, the greater the chance for J.X1Ner to be expressed 

through hostility and resentment instead of finding organisational 

expression. For the resolution of conflict the parties need to be of 

.\ equal power. 23 

It is also assumed that power has a fixed value. This argtmlent has it 

that if managanent gives in it loses control over the factors of production. 

'This need not be so. If power is legitimised into authority, the role 

of the manager is not =tailed. Kenneth Walker has pointed out that 

in practice an effective system of workers' participation, increases the 
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scope of direction which managers have over workers' actions. The 

role of manager is accepted. The negative reaction of workers when 

management's power is not acceptable to them is well documented, 

namely, the impact of go-slows, work to rule, absenteeism, etc. on 

the production process. Brown states 'Once a policy was agreed, the 

management would have full authority to make the decisions necessary to 

implement that policy. In experience over many years I foun:i that 

once the necessary institution was created then participation was felt 

by employees to be real an::l. the authority of managers was increased',. 24 

A third explanation for the resistance shown by management to Black 

unions is that its experience of dealings with the registered trade 

unions in the last three decades has failed to derronstrate the illlportance 

of the institutionalised collective expression of worker solidarity. 

The registered trade union rrovement has operated primarily fran the 

priviliged position of white workers with a consequent relationship 

pattern based on collusion. It has been a matter of solving problems 

instead of facing the reality of issues: namely distribution of wealth 

to an::l. improvement of social security for all workers. Management has 

not been forced to give more than it believed it could afford, for during 

negotiations the White unions have just taken a greater proportionate 

share fran the total wage hand-out at the expense of African workers. 

The five surveys of the National Productivity Institute have consistently 

derronstrated that productivity can be improved by a significant percen­

tage if only management had applied basic principles to the production' 

process. But management has not been pushed, in the distributive 

barg , , , od' 't 25 alru.ng sense, to llllpI'ove pr ucti Vl y. 

The implications of management's distrust of workers expressing organised 

power through trade unions is reflected in the proposition ll'iade by D. 

SUtton, Group Personnel Manager of S.A. Breweries, in his fonnulation of 

a model for industrial relations presented at a National Development 

an::l. Management Foundation Conference in November 1975. The incorporation 

of these propositions in the industrial relations policies of any 

canpanies would be a matter for concern. SUtton expresses the conviction 

that, 'acceptance of the wider concept of joint problem solving as the 

J 
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~ of labour relations will systematically lead to elimination 

of the term collective bargaining with the implications of conflict 

and confrontation, fran the ~vocabu1ary of labour relations'. 26 This 

assumption can be challenged not only in terms of developments in 

other industrialised countries, but rrore specifically because it 

ignores the heritage of institutionalised violence in employment 

practices tcwards African workers. The industrial African worker 

has been excluded fran the definition of employee for rrore than half 

a century and his union has not been involved in the decision-making , \ 

process regarding, wages, social security benefits and working conditions, 

nor has the latter. had a chance to seek redress for industrial 

injustices. How can it be assumed that a period of distributive 

bargaining, even in the win/lose sense, is not structurally a reality 

in the years ahead? 

A saber reflection on the quality of life of the people in SOweto 

canpared with that. of people in the White suburbs of Johannesburg, 

indicates that a fundamental shift in perspective is required by 

management. There are basic issues to be faced and not only problans 

to be solved. 

The Engineering, and Allied Workers' Union (9 000 African manbers) has 

made its objective the closing of the Black-White wage gap. As stated 

in its merorandum fo~ the 1975 negotiations for the iron, steel and 

" engineering sector, unskilled wages in South Africa are only 21% of 

. skilled wages canpared with at least 70% in o1?her countries. 27 The 

union was "not able to state its case at. the industrial council 

negotiations. 

which will 

But this does not mean it has not formulated objectives 

be voiced to an increasing extent and have to , 

be taken cognisance of. An4 this union, iike others, is concerned 

with i terns which can only be reconciled by the distributive sub-process. 

The point is that integrative bargaining through jOint problem solving 

cannot be exercised effectively unless the reality of distributive 

bargaining is faced. The realisation of the one depends on the mani­

festation of the other. The ritual of distributive bargaining in the 

positive sense, which is a cardinal feature of collective bargaining 
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in other countries, cannot be denied its symbolic relevance in terms 

of the institutionalisation of conflict ·through the sub-processes of 

:collective bargaining. 

Sutton assumes that the ccmmittee system gives the right of association. 

This suggests a refusal to recognise the implication of membership 

rights and reSponsibilities as being the crux of freedan of association, 

a quality cammittees cannot provide. The following section deals with 

the misconception underlying this assumption of what the right of 

association means. The model of industrial relations envisaged by 

Sutton is based on the Tongaat/S.A. Breweries proposal, and explicitly 

assumes that the lack of legal recognition of Black trade unions means 

employers can ignore then. This atti tdue is a challenge to African 

workers to assert their collective strength in order to have their union 

recognised as an equal partner in industrial relations. 

Sutton's model of industrial relations ignores the crucial issue of 

strike action which even the 1973 amended Bantu Labour Relations 

Regulation. Act recognised, albeit in a form difficult to implement. 

To be legal a strike has to be organised. What organisational pro­

cedures in terms of legal advice, strike ballot, organising pickets, 

strike funds, information about a strike decision, etc. can be set in 

motion by a committee of full-time employees? He does deal with the 

issue of victimisation. Because African trade unions successfully 

assisted members who were victimised for being involved in establishing 

work ccmmittees, Sutton suggests that an indepen::lent arbitration body 

be constituted. This sounds fair but overlooks the basic feature of 

employment on which any model of irrlustrial relations should be built, 

namely the power of management. 

It is the exercise of this arbitrary power which prevents the irrlividual 

worker fran accepting that the ' irrlepen::lent' arbitration body will 

redress his perceived injustice. The idea of an independent body 

or Labour Court is acceptable but the worker, as an individual -

particularly in the highly authoritarian structure of South African 

society - needs a trade union to assist him in bringing the matter 

! 
I 
< 
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before the arbitration rudy. Grievances that are not i.rmEdiately 

and effectively dealt with i:Jecare union Il\3.tters. Many industrial 

f 1 ·· 1 28 disputes lie beyond the scope 0 cammon aw prlnclp es. 

SUtton states that 'decisions and agreement reached in the Ccmnittee 

must also be CCIIlII1I.lIlicated to individual members of the labour force' . 

Why the stress on ccmnunication to the individual IlE!lIber and not the 

lab.:>ur force as a collectivity? It is not a Il\3.tter of CCIIlII1I.lIlicating 

decisions but of gaining the acceptance of the agreement by workers 

as trade union IlE!lIbers. This approach SIl\3.cks of the ideology of 

'Boulwarism' which Walton and M::Kersie describe and which aims at 

undercutting the union by enphasising the Il\3.nagement/employee axis. 

The simple ccmnunication of decisions is not hCM agreements, irrespective 

of legal requirements, beeare binding amongst workers. A trade 

union deals with the collectivity and, if it is organisationally 

effective, institutionalises consent to an agreement with the ensuing 

application of sanctions to Ill3.ke it binding. The enterprise ccmnittee 

and its representatives can apply no such sanctions and cannot claim 

that workers consented to an agreement and have a rroral obligation to 

adhere to it. 

The concept of decentralised bargaining used by SUtton to argue for 

negotiating at the level of enterprise carrnittees confuses the trend 

in other countries. Whereas it is true that the decentralisation of 

iil.dustrial relations has occurred elsewhere, this has taken place in 

tenns of agreement at the centre and has not replaced collective agree­

rrent on sectoral and national levels. After all, one of the rrost 

essential functions of the Industrial Conciliation Act for employers 

is that it prevents unfair canpetition between canpanies in the same 

sector by providing certain minimum conditions in tenns of wages,. 

working conditions and social se=ity benefits. 
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VI • THE INSTITlJI'IONALISATION OF THE IDRKER COLLEX:'I'IVITY 

Implied in the sub-processes of ne;J"otiation presented by Walton and 

McKensie is the basic assumption that it is the trade union which 

represents the institutionalised form of worker interest. The intra­

organisational sub-process assumes the existence of the trade union. 

Management requires enforceable agreements, covering specific 

industrial sectors, which will be accepted as binding by both parties, 

and not merely by their representatives. This is why the Tongaat/ S.A. 

Breweries proposals were made. The system of representation, those 

proposals state, would achieve the follcw.ing: 

x Black representatives would help resolve labour disputes; 

x Black representatives would hold themselves accountable for 

breaches of agreements; 

x Black representatives would represent with dignity and 

confidence the workers who elected them. 

But the ccrrmittee system will not achieve this as the analysis based on 

Walton and McKersie has shown. Camti ttees even if extended vertically to the 

sectoral level, cannot achieve consensus or apply sanctions. 

Management is making the same mistake as the fonner Hinister of labour 

when he addressed organisations, including the Prime Minister's Economic 

Advisory Council, to prepare the ground for the amending le;J"islation 

to provide for industrial camtittees, The Minister canpared trade 

union membership with the number of workers employed in factories where 

ccrrmittees are re;J"istered. He said 'The 2 200 re;J"istered liaison and 

works ccrrmittees represent 30% of the African labour force in those 

areas where the Act applied, The recognised trade union membership is 

31% of Whites and 32% of Coloureds and Indians', The Minister in cam­

paring the two felt the camtittees had proved themselves and implied 

they were of greater benefit than trade union membership.29 

J 
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The interpretation given by both Government and management to the right of 

association is poorly defined and has led to the misunderstanding of the 

dynamics of labour relations. Sutton argues" without clarification, that 

industrial canmittees. extend sane form of freedan of association. The 

question is an association of what? 

An association is a voluntary but organised,coming together of persons"who, 

in order to achieve stated objectives, adopt a constitution to nark the separate 

existence of· their organisation. ,That constitution lays down the rights and 

responsibilities of members as well as those of the elected office bearers and 

officials and the nechanism whereby they are linked. 

The trade union extends the right of association to workers as its constitution 

contains a membership clause; membership is the pivot round which the union 

functions. Not only are the, leaders elected but they have a structural obliga­

tion to account to members for what they have done in terms of policies laid 

down. The worker can choose to be a member or not. If he so decides, he 

acquires a new status which has certain obligatio~. The constitution provides 

sanctions for members who do not comply with requirements. In fact, the 

constitution is in the form of a contract between members and the elected office 

bearers or leaders. It is in terms of this contract that the leaders, after 

gaining acceptance fran the members for the terms of the agreement through the 

intra-organisational sub-process, have authority to sign that agreement for a 

particular period of time. In this way, the peace obligation, for the speci­

fied duration, is written into the agreement. The union, in terms of this 

consent fran the members, cannot call a legal strike during the currency of the 

agreement. Conflict of interest is reconciled. 

Shoold the application of the agreement give rise to further conflict beCause 

of different interpretations of the clauses, the agreed upon dispute procedure 

is brought in. Should the workers be involved in spontaneous strike action 

because of actual or perceived unjust action by the €!!ployer, the union leaders 

imnediately a:me in to determine the causes. Either the €!!ployer is advised 

where he has not adhered to the agreement, or the workers are reminded of their 

undertaking in terms of their status as union members, or probably both steps 

are taken. This is the nechanism whereby the 'accountability' which the 

Tongaat/S.A. Breweries proposals hoped to achieve, is institutionalised. 
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A plant based committee is not an association and does not extend that right 

to YJOrkers. Whereas the committee is a legal requirement for a place of 

YJOrk, the union is a voluntary grass-root expression. The committee strength 

and relevance'lies in being a reflection of the social structure of the 

labour force; - or it should be - hence the ooncern to make them multi-racial. 

But the committee, plant based or industrial, cannot be canpared with the 

executive ccmnittee of the union, as its oonstitution does not extend member­

Ship status to workers. The executive committee of a union has structural 

,obligations to the members. The representatives of committees are not so 

bound to the YJOrkers who elected them. 

The African YJOrker does not belong to a committee, even if he cast a vote 

during elections. The elected collillittee member might "feel a IIDral obliga­

tion to workers but how he exercises this obligation is at his discretion. 

Because the ccmnittee reflects the social structure of the factory or place 

of work, the factory fonns the reference group for a committee, not primarily 

the interests of the workers. This is the relevance of the committee structure. j 

It facilitates the identification by both management and workers of ccmron 

ooncern, rumely the effective functiOning of the canpany. 

The members of a committee, i.e. the elected and appointed representatives 

can amongst themselves accept a wage offer made by management, "but they cannot 

commit the YJOrkers to the tenns of such an agreerrent. The intra-organisational 

sub-process cannot be activated as there are no members whose consensus can be 

gained. The objective set by the Tongaat proposal, rumely that the committee 

representatives be accountable for breaches of the agreement, cannot be 

achieved by the committee. The peace obligation principle can not be insti­

tutionalised by the ccmnittee. The industrial cannittee system, built on 

the work-place committee, only magnifies the inability of a committee to act 

as a bargaining unit. Fran this fundarrental distinction of membership and 

independence a number of others are derived which have been elaborated in 

another article. 30 

The term 'organised power' of the trade union has been errployed. The prooess 

whereby the conflicting interest between management and labour is institu­

tionalised to consolidate the p<»Ier of labour, depends on four inter-

related variables: 

1. A clear definition of the parties in tenns of this organisational expressiQ 

and the pararreters of the conflict for which reconciliation is sought. 

The significance of the Institute for Industrial Relations, for example, 

is that the labour party in industrial relations has been defined as the 

trade union - and not the committee. 
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2. Acceptance by both parties that conflict of interest does not deny 

identification of <XliTIIDn objectives. The carmon objective derives from 

the =ncern of both parties that the production process or service 

provided, should continue. 

3. Arising from (1) and (2) is willingness by both parties to enter the pro­

cesses of =llective bargaining as the rrechanism for establishing and 

maintaining a sound relationship. That is, a relationship pattern based 

on co-operation which includes respect for each others I organisations. 
I 

4. A willingness on the part of management to decide jointly with the trade 

union the wages, working conditions, social se=ity benefits, and matters 

relating to the quality of life of workers. In return for managarent I s 

willingness to be influenced in this decision-roaking process, the trade 

union allCMS management to organise the factors of production. Balance is 

achieved through mutually agreed upon procedw;:es whereby conflicts arising 

from the different interests and perspectives can be resolved or re=nciled: 

FOUr basic procedures need to be instituted: 31 

(a) a grievance procedure whereby workeri/ who ,have a problem can bring 

this to the attention of various levels in the management hierarchy. 

In their representations, they are assisted by union officials; 

(b) a diSCiplinary procedure which lays dONn the penalties; usually with 

a system of warnings, which m;magarent can impose on a worker who does 

not adhere to the requirements of 6lIf>1oyment =nditions or instructions. 

However, diSCiplinary action =nstitutes a process. The charge must 

be clearly fODl1Ulated, the worker ,!liUst be able' to defend himself and, 

if necessary, appeal against a penalty imposed; 

\ 

(c) a disputes procedUre where differences in interpretation of a clause 

of an agreement perceived by a nurriber of workers can be resolved; 

(d) negotiating procedures to activate the sub-processes described 

above, must be acceptable to both parties. Agreement must be 

reached on the procedures to be adopted whereby the two parties meet 

to negotiate another agrearent. 
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VII. POLICY CCNSIDERATICNS AND JOINI' ;msPONSIBILITIES 

Professor Kachelhoffer, Professor of Law at the University of South 

Africa, stated in his inaugural address given in 1975, that legis­

lation regulating labour relations for African workers was not based 

on the principles of irrlustrial relations. He averred that the labour 

.laws applicable to African workers were enacted to prarote separate 
. 32 

developnent and State Secur~ ty.. This observation raises the question 

of the canpranising stance on trade unionisn for African workers 

adopted by management in South Africa. It suggests that part of the 

dilenna perceived by Denis Keenan-Snith stems fran a refusal by 

companies to acknowledge the universally recognised rights of workers 

identified by Professor Kachelhoffer, namely the right to associate, 

the right to negotiate and the right to strike. Until recently 

management associations or trade associations have not fOJ:Tm.llated a 

clear policy statement regarding the rights of African workers in 

the employment situation. 

Since 1973 the National Developnent and Management Fourrlation has paid 

specific attention to the question of African worker representation. 

It has done this in close co-operation with the authorities. Four 

conferences were held to discuss the committee system and the Minister 

of Labour was present on three occasions?3 Besides the conferences, 

which attracted wide attention, courses are run for committee represen­

tatives and video-tapes prepared to explain to the labour force what 
34 

committees can offer. HChlever, the papers presented at the conferen-

ces asstmle that the committee system is the answer to problems of labour 

representation. That the conferences had sane value and that the 

involvement of the authorities was a breakthrough is undeniable. But 

the lack of guidance on the dilemma posed by legally operating Black 

trade unions was a serious fault. 

The Institute of Personnel ~lanagement did formulate a policy on the 

committee system but not on Black trade unions. This policy issued 

in 1975 stated that I the IPH Council expresses its continued support 

for the WOrks and Liaison Committees system as providing a worthwhile 
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vehicle for the develqxnent of healthy industrial relations in South 

Africa'. The statement went on to observe _ that 'it is the policy 

of the IFH to work within the existing labour laws of the country 

and to liaise closely with government in offering its professional 

expertise on labour matters'. 35 

As a professional organisation it is surprising that the !PM did not 

formulate a policy in terms of the universally recognised rights of 

workers. This is all the rrore surprising because personnel managers 

are being used by ccxrpanies to :implement structures which cannot 

accarmodate the bargaining processes. 

Yet a further response was that of the Steel and En]ineering Industries 

Federation of South Africa (Seifsal which took a concrete stand in 

1973 against African trade unions as well as ;works carmittees and 

supported liaison carmittees instead. The 7 000 canpames in tha.t 

vital sector were advised not to grant African trade unions any 

facilities.-36 . 

Since 1973 a number of. crucial disputes and strikes between management· 

and Black workers have occurred in this sector - not surprising in view 

of its size and labour. force of 420 000 Black workers. Whether insights 

gained fran these strikes have changed the anti-Black trade union stand 

is not yet evident:7 -Seifsa had in 1961 favoured the recognition of . 

Black trade unions. The fact that Siefsa accepted a seat on the Board 

of Trustees of the Institute for Industrial Relations in 1976 is 

encouraging. 

The S .A.. FedeJOated Chamber of Industries has adopted a more realistic 

stand and in a policy statement issued in May 1975 accepted that, 'Black 

workers are manifesting increasing interest in organising themselves 

into trade unions', but believed that pranature recognition should not 

be granted although obstacles should not be placed in the way of 

African -trade union develq:ment. 38 The :importance of this policy 

statement is that it acknowledged that 'it is in the national interest to 

develop the collective self-awareness of the Black worker in industry'. 

Here, again, however guide-lines for a policy enabling management to 

fb:rmulate the ccmplementary nature of trade unions and ccmnittees were 

not given. 
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The Ton:raat/S.A. Bre<Neries proposals as well as the hesitantly formu­

lated statanents by errployers and managErnel1t associations reflect 

considerable poverty both in their conception of, and plannin:r for, 

equitable industrial relations. According to CUthbert, irrlustrial 

relations policies should be defined in tenns of the followin:r variables: 

objectives; framework; standards and principles.39 The items dealt 

'With urrler each of these variables are sunmarised in Annexure I A I • The 

objectives of developin:r mutual trust, prevention of problems under 

agreed procedures and stren:rthening of legitimate managerial control 

are not met by the Ton:raat proposals and anployers I statements. This 

is because the furrlamental principles of freedom of association and 

collective bargaining are bein:r denied. 

There is a basic lack of consensus amongst errployers and all trade unions 

regarding the nature of an acceptable and equitable industrial relations 

system. As a step towards identifying such a consensus the question of 

their respective responsibilities towards industrial relatiOns could be 

explored with gocd purpose. Annexure 'B' deals with the nature of the 

responsibilitieS which management, individual errployees, trade unions 

and anployers associations must accept in order to develop an equitable 

irrlustrial relations systen. The crucial point about joint respon-

sibility, drawn up in the form of a code of practice, is the definite 

distinction between the bargaining· function of the trade union and the 

purely supportive role of in-plant committees. Aoceptance of these 

principles would ensure that in a situation where trade unions are not 

recognised there would be no attetpt to set up pseudo-collective 

bargaining structures. Instead workers would be supported in exercising 

their right of organisation alined at attaining recognition in order 

to be able to negotiate acceptable agreements. 

Black trade unions have not yet rejected plant-based committees, and 

neither have union menbers been urged to boycott these canmunication 

systems. However they are uneasy about their function and the intentions 

of government about then. It is still possible for agreerrent to be 

reached on the role of ccmnittees and the nature of the linkage to the 

trade union. Same suggestions regarding this linkage are dealt with 

else<Nhere. 40 

1 
i 
l 



36. 

Employers can be challenged on their support for the principle of 

'freedan of association' . This principle, enbodied in ILO 

Conventions, guarantees that workers shall have the right to establish 

an::1 join organisati<;>ns of their own choosing, without interference, in 

order to achieve cCIltOC>n goals by means of collective action. The 

South African Employers' Consultative Ccrrmittee on Labour Affairs has 

adopted an international stan::1 in support of this principle. This 

body, which represents 90% of all employers, is a member of the Inter­

national Organisation of Employers, the employer party ~ the Inter­

national Labour Organisation. The spokesman of this body carrnitted 

his organisation and specifically SACCOLA to the rights of freedan of 

association, at the 1977 Annual Conference debate of the ILO when the 

13th Report on the Declaration on Apartheid was unaniIrously cicJ.opted. 41 

Kahn-Freund points out that freedan of organisation means two different 

things: the absence of prohibitions or restraints an::1 the presence of 

positive guarantees for its exercise. The African worker enjoys neither. 

It is not Su:Eficient· for workers to have the freedan to establish an::1 

to join organisations of their own choosing. Positive guarantees are 

required to protect workers and their organisations against adverse 

social forces. If employers try and prevent w:Jrkers fran exerCising 

the right of freedan of organisation - an::1 hence membership -the unions 

should be in a position to enforce it through the law of contempt of 
42 court; . 

This. is a realistic requirement. Only if w:Jrkers have the freedan arid 

the right of organisation can they be expected, as.'union members, to 

exercise responsibility in their organisation an::1. expectations. ·If 

management is required to concern itself about social responsibility, 

trade unions can be required to accept the need for rules of conduct. 43 

Through the acceptance of rules of conduct by both management an::1labour 

an::1 establishment of a relationship, arbitrariness in employment 

practices is reduced an::1 a process of rationality an::1 legality is embarked 

'upon. As Selznick states in his book, Law, Society and Irrlustrial Justice, 

'rationality is most securely based an::1 most fully achieved, if it emerges 

frem below an::1 is not merely a system ~Sed fran above' .44 To 

achieve rationality the parties should base their interq.ction on a 

morality of co-operation and not a morality of constraints. 
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ANNEXURE A 

INDUSTRIAL RElATIONS POLICY. . , 

I! I 
CUthbert suggests that in the design of the irrlustrial relations policy ·1 

of a canpany the following variables be considered. 38 

Objectives 

Proposed objectives cover the following areas: developnent of IlUltual 

trust and co-operation; prevention of problems and disputes through 

agreed procedures; reduction of labour costs; strengthening of 

managerial control; developnent of rnanpc::Mer skills and managanent of 

productivity. 

Framework 

• The .framework for irrlustrial relations policy has four features: 

Iit;magement accountability; managanent initiative; acceptance of both 

the legitimate functions of management as well as the trade union; 

distinction between policy and practice. 

Standards 

The standards of an irrlustrial relations policy include: universal 

applicability to all departments or subsidiaries; in writing; broad 

terms to ensure consistency, justifiable in terms of impact on profit; 

approved and authorised by the highest authority so that it carries the 

weight of a directive; inviolate. 

Principles 

The practice of irrlustrial relations IlUlSt confonn, inter alia, to the 

following principles: 

1. Practices confonn strictly with applicable lawarrl government 

regulations. 

2. Managenent recognises anployees' freedan of association and vice 

versa. 
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ANNEXURE A Continued 

3. The collective bargaining structure enhances the negotiating 

strength of the canpany and facilitates nanagenent initiative. 

4. Employees collectively represented to negotiate with managanent 

have an appropriate carmunity of interests am otherwise ccrnprise 

a practicable bargaining unit. 

5. Management concessions in collective bargaining are made in 

return for gains. 

6. Management avoids expedient settlement of dist:Utes that prejudices 

its lOn;J range interests. 

7. Collective agreanents are for fixed teDll5 am prescribe 'interest' 

dist:Utes for their duration. 

8. The obligations am. binding force of agreanents are respected am 
breaches are subject to sanctions. 

9. Managanent does not negotiate or make concessions urder illegal or 

non-procedural econanic coercion or the explicit threat of it. 

10. It is recognised that nanagarent is accountable for overall 

results am. its function is to make operating decisions, while 

the function o! E!llPloyee representatives is to act in the interests 

of their constituentsand to protect their constituents' rights 

urrler agreanents ani law. 

11. Each of the parti~s toiWustrial relations can accurately 

predict the resp:>nse of the other. 

12. Management's iWustr~ relations practices are known and urrler­

stood by E!li>loyees ani their representatives am. are consistent 

with the canpany's general personnel policy. 
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ANNEXUREB 

INDUSTRIAL RELATlOOS CODE JOINI' RESPCNSIBILITY' 

Western industrialised countries accept that trade unions are necessary 

organisations not only to protect and pranote the rights of workers, but 

.essential to ensure the necessary distribution of wealth and pc7Ner 

through participation in decision-making with m:maganent. 

But in SOuth Africa the Black trade unions are neither part of the 

industrial relations system, nor seen as answering a social need by the 

White camumity. Even registered trade unions increasingly feel 

threatened. What is required for managers and the trade union to reach 

consensus regarding each other's legitinlate functiOning? As an initial 

step the operational definition of their respective responsibilities 

truards establishing and maintaining an equitable industrial relations 

system may well assist the process of reaching consensus on each others' 

rights and duties. 

The draft code of Practice, drawn up in te:rrns of the British Irrlustrial 

Relations Act, defines this joint responsibility. Extracts fran this 

code, tentatively amended to rectify shortcanings of present industrial 

relations practice in SOuth Africa, are produced below: 

Responsibili ty of the Employer 

1. Good industrial relations require to be developed within the framework of 

an efficient business undertaking. 

help managers to achieve this aim. 

Such practices will in turn 

2. Effective industrial relations policies will ccmnand the confid­

ence of all employees. This requires that managers give as much 

attention to industrial relations as to other management functions. 

3. Good industrial relations are the joint responsibility of manage­

ment and of employees and the trade union representing then. 

r 
~I 
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ANNEXUREB ContinUed 2/ 

4. Where trade unions are recognised for negotiating purposes 

management should: 

(i) maintain jointly with the trade unions, effective arrange­

ments for negotiation, as well as procedures for settling 

grievances and disputes which are not reconciled through 

the carmittee system; 

(ii) take all reasonable steps to ensure that managers observe 

agreerrents ,and use agreed procedures; 

(iii) make clear to anployees that it welcanes their membership 

of an appropriate recognised union and their participation 

in the union's activities; 

(iv) accept that it is of joint, advantage to the arployers and 

management that plant-based camrl.ttees perfonn a canple­

mentary function to the trade union. 

5. Where trade unions are not yet recognised for negotiating purposes 

management should: 

(i) maintain effective arrangements for consultation and 

camtunication and procedures for settling disputes; 

, ' (ii) take all reasonable steps to ensure that managers us~ 

thos~ ~angements; 

(iii) make clear to arployees that it ;-espects their rights to 

organise and join a trade union, and to take part in its 

activities which include recognition for negotiating 

purposes. 

6. The effective arrangements for consultation and carmunication 

referred to in 4 and 5 require the establishment of plant-based 

carmittees, as a joint venture of management and arployees of all 

race groups, with the understanding that: 
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ANNEXURE B Continued 3/ 

(i) the ccmnittee is not used as an alternative to the develop­

ment of a trade union; 

(ii) if the ccmnittee has both employee elected and managerent 

appointed representatives the employee representatives can 

meet independent! y; 

(iii) the ccmnittee has facilities which ensure v.orkers can identify 

with its purpose; 

(iv) traiillng of ccmnittee representatives is conducted by or with the 

approval of the trade union concerned. 

7. Effective organisation of work is an important factor in good 

industrial relations. Nanagerent should therefore ensure th3.t: 

(i) responsibility for each group of employees is clearly defined 

in the organisational structure; 

(ii) each manager understands his responsibilities and has the 

authority and training necessary to do his job; 

(iii) individual employees or work groups knCM their objectives 

and priorities and are kept informed of progress tCMards 

achieving them. 

8. All managers should receive training in the industrial relations 

implications of their jobs. This is as necessary for line managers, 

including supervisors, as for personnel managers. 

9. The supervisor is in a key poSition to influence industrial relations. 

Management should ensure that he can operate effectively. 

Responsibility of the Trade Union 

10. The principal aim of trade unions is to pranote their menbers' 

interests. They can do this on! Y if the undertakings in Vlhich their 

members are employed prosper. They therefore have an interest 

in the success of those undertakings and an essential contribution 
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ANNEXURE B Continued 4/ 

to make to it by co-operating in measures to pranote efficiency. 

They also share with management the responsibility. for good industrial 

relations. 

11. Trade unions should therefore: 

(i) where appropriate, miintain jointly with enq:>loyers' 

associations, effective arrangements at irrlustry or other 

levels for settling disputes and for negotiating terms 

and conditions of enq:>loyment; 

(ii) maintain jointly with individual managements, effective 

arrangementS for settling grievances and disputes; 

(iii). take all reasonable steps to ensure that their officials, 

including shop stewards, and members observe agreements 

and use agreed procedures; 

(iv): maintain effective procedures for resolving particular 

issues with other unions, registered or not; 

(vl. accept the advantages of plant-based carrnittees for all 

racial groups. 

12. Trade unions shoUld ensure that offiCials, including shop stewards: 

(il uIrlerstarrl the organisation, policies, and rules of the union: 

(ii) understand their powers and duties;' 

(iii). are adequately trained to look after their members' 

interests in an efficient and responsible way. 

13. To ensure their organisation is effective, trade unions should also: 

(i) enq:>loy enough full-time officials to maintain adequate 

contact with management and with their members in every 

establisl'mtent where the union is recognised, and with 

any anployers' associations concerned; 
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ANNEXURE B Continued 5/ 

(ii) maintain effective camumication, including the exchange 

of info:rmation and views, between different levels in 

the union; 

(iii) encourage their members to attend union meetings and to 

take part fully in union activities by holding branch 

meetings at times and places convenient to the majority; 

and where there is a large enough membership, consider 

basing the branch organisation on the establishment; 

(iv) maintain effective procedures for settling disputes 

within the union. 

, ~ 
14. MEmbers of a trade union should be prepared to provide their union ; 

with the authority and resources needed to carry out its functions. 

Responsibility of the Elnployers' Association 

15. The principal aim of anployers' associations is to pranote those 

interests of their members which can best be served by co-operation 

at industry or other appropriate levels. 

16. Employers' associations should therefore: 

(i) where appropriate, maintain jointly with the trade unions 

concerned effective arranganents at irrlustry or other 

levels for settling disputes and for negotiating terms and 

conditions of anployment; 

(ii) encourage their members to develop effective arrangements 

for settling grievances at the level of the establishment 

or undertaking; 

(iii) take all reasonable steps to ensure that their members 

observe agreements ana use agreed procedures. 

17. Menbers of an anployers' association should be prepared to provide 

their association with the authority, resources and information 

needed to carry out its functions. 
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ANNEXURE B Continued 6/ 

Responsibility of the In:iividual Employee 

18. The irrlividual anployee has obligations to his E!llployer, to his 

trade union if he bilongs to one, and to his fellow anployees. 

He shares responsibility for the state of irrlustrial relations in 

the establislnnent where he works and his attitudes and conduct 

can have a decisive influence on than. 

19. The legal relationship between anployer and anployee derives fran 

the individual contract of anployment. Often many of its tenns 

are fixed by =llective bargaining and stated in collective agree­

ments. With certain exceptions, anployees are entitled to a 

written statanent about their main tenns and =nditions of 

anployment. 

20. Each anployee should: 

tUl'E 

(i) satisfy himself that he un::lerstan::1s the tenns of his =ntract 

and abide by than; 

(ii) make himself famili~ with any arranganents for dealing with 

grievances and other questions which may arise on his 

c<~mtract, and make use of them when the need arises. x 

1. Either in the Code of Practice or as an addendum to it, the respective 

functions of trade union and carmittee would be identified. Information 

fran the Institute for Industrial Relations suggests that the follCMing 

division of tasks is being considered in order to decide what agenda 

itans should appear on union-managanent meetings and what agenda items 

can appear on carmi ttee-managanent meetings. 

x Extracts fran Draft Code of Practice . laid before Parliament under 
the Industrial Relations Act 1971, S 3(i) - ~, 1971. 
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ANNEXURE B Continued 7/ 

A. Union-management meetings for anrrual negotiations. 

Conditions of seJ:Vice: pay, shift, overtime, leave, job 

evaluation; medical and job insurance; working hours; 

annual ani sick leave; incentive and productivity bonuses; 

training loans and educational assistance. 

B. Ccmnittee-management ongoing meetings. 

w::>rk related natters - work targets, canplements, procedures; 

working time; safety and housekeeping, protective clothing; 

work environment, heat, noise. 

Employee seJ:Vices - accarmodation; canteens, transport, 

recreation, health. 

1ersonnel natters - recruitment and selection; introduction and 

training; perfornance assessment ani pronotion; grievances ani 

disciplinary procedure; absenteeism; ,turnover; redllJ1d.3ncy.45 

2. The Graduate School of Business l\dm:inistration at the University of the 

Witwatersrand initiated in 1978 an on-going ,joint labour-management programne. 

The purpose of the programme is to bring representatives from registered 

trade unions, African trade unions and management together, in order to 

identify areas of mutual concern ani, through a series of consultations, 

hopefully get them to agree on the principles of a mutually acceptable 

industrial relations system. 

1 
li.'l 
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SOUTHER~ AFRICA LABOUR &, DEVELOPME~n RESEARCH UNIT 
To anybody interested in what is happening in Southern Africa at the present 
time, it is clear that an understanding of changes taking place in the field of 
labour is crucial. The whole debate about the political implications of 
economic growth, for example, revolves very largely around different assess­
ments of the role of black workers in the mines and factories of the Republic. 
Many of the questions with which people involved in Southern Africa are now 
concerned relate, in one way or another, to the field generally set aside for 
labour economists to cultivate. The impact of trade unions; the causes of 
unemployment; the economic consequences of different educational policies; 
the determination of wage structures; the economics of discrimination; all 
these and more are matters with which labour economists have been wrest­
ling over the years in various parts of the world. 

At the same time there are many who would argue that these issues are far 
wider than can be contained within the narrow context of 'labour economics'. 
These issues, it is pointed out, go to the heart of the whole nature of develop­
ment. In recent studies, commissioned by the International Labour Office, 
of development problems in Columbia, Sri Lanka, and Kenya, for example, 
leading scholars have identified the three crucial issues facing these 
countries as being poverty, unemployment, and the distribution of income. 
Thus the distinction between labour and development studies is becoming 
more blurred as economists come face to face with problems of real life 
in the Third World. 

It is here too that an increasing number of people are coming to see that 
study of the political economy of South Africa must not be done OR the 
assumption that the problems there are absolutely different from those facing 
other parts of the world. Indeed it can be argued that far from being an 
isolated, special case, South Africa is a model of the whole world containing 
within it all the divisions and tensions (black/white; rich/poor; migrant! 
nonmigrant; capitalist west/third-world; etc.) that may be seen in global 
perspective. Be that as it may, the fact remains that the economy of Southern 
Africa (for the political and econorr.ic boundaries are singularly out of line 
with each other) is one of the most fascinating in the world. It is one on which 
far more research work needs to be done, and about which further under­
standing of the forces at work is urgently required. It is in order to attempt 
to contribute to such an understanding that Saldru is issuing these working 
papers. 
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