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FOR.WORD 

The f lvo papers that fol low comprise a seminar presented 

dur f ng 1987 on two occas f ons i ri Johannesburg and once in 

Durban. Al I f Ive speakers referred to various aspects of the 

turbulent times which South Africa was, and still is, 

experiencing . 

It- is Ironical that this very turhulan,:e signiflc�ntly 

dept etod the aud I ence on the second occas I on, as a result of 

widespread strike r,ctfon, and in Durban, when the occasion was 

the eve of a genera I e ! ec ti on which was preceded by unres 1" 

that prevented a number of peop I e fran attending the sEJTJ i nar. 

M-- J M Taylor Joined the NIPR in 1976. In 1979 he was made 

head of the Natal Regional Off ice of the NIPR in Durban. 

After the transfer of the NIPR fran the CSIR to the HSRC f n 

1985, he beccJ11e, Reg i ona I Di rector of the HSRC f n Nata I. I e 

Is very wet I versed in the theoretical and practical aspects 

of personnel selection. 

M-- J T Cook becarro a member of the NI PR' s Assessment and 

Counsel ling Division In 1981 and succeeded M--s Beryl Visser as 

head of the division In 1987. He ls associated with a number 

of rutslde activities concerned with coonselllng and the 

dissemination of correct Information, especially at black 

school levels. 

�t-s kin Jordaan was for some y1:3ars in ·the NIPfPs Pretoria 

Division and rejoined the NIPR In 1984, sinco when she has 

heen a valuable rrember of the NIPR's �Mgement Studt es 

Division. In 1987 she was transferred to the NlrR's Western 

Cape Regional Of fice ln Cape Town. 
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Dr Jop le van Rooyen has been wt th the N ll'R for many years. She 

ho I ds the rank of Ch l ef Research Spec i a I l st and Is head of the 

Management and Training Studies Group of the NIPR. She ls a 

Director of the Women's Bureau of South Africa and various 

Com ml tteos In the pub I I c sector. 

Dr Peter Franks was appointed In the Human Development Division of 

the NIPR in 1982 and succeeded Dr John Vorster as head of the 

Division In 1987. 

On behalf of the Instit ute I tharn. Dr Mauer, himself a one-time 

member of the staff of the NI PR, and now V I co-Pres I dent of the 

HSRC , for chairing this Seminar on the second and third occasions. 

I belleve that readers from many different walks of life will find 

sanethlng of Interest In these presentations and that the disquiet 

that many people In South Africa are experiencing about 

country's future wt I I be offset hy tho way In which 

participants ln this S eminar have identified In a post tlve 

real istlc way, some of the challenges that must be dealt with 

these times of change. 
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TCWARDS FAIRNESS IN EK'LOYMENT TESTING AND SELECTION 

Su m mary of Paper presented by J M Taylor 

Selection practices are examined against the historical backdrop 

of racial discrimination In South Africa, which has limited the 

e mploy ment opportunities for blacks in many organisations. The 

role of psychometric testing tn the selection of job Incu m bents 

does not provide a simple solution to fair selection practice: 

research conducted In South Afrlca indicates that test scores do 

not necessarily have the scJT1e rreantng for different groups. 
Results Indicate the necessity for social judgements to he made. 

As an ultimate criterion for assessing the fairness of selection 

decisions, the definition adopted by the coorts in the USA is 

suggested, i.e. dlscrlmination against disadvantaged groups can be 
considered absent if the \\Ork force of an organ t sati on is 

reason ab I y represent at t ve of su I tab I y qua It f I ed ind iv i dua Is from 

al I disadvantaged groups. Thus, for an organisation to be classed 

as an equa I emp I oyer, I ts \\Ork force shou I d ref I ect the 
character t st i cs of the re I evant I abour market fran wh fch it 

recru t ts. It ts concluded that, If recruitment and selection 

decisions In South African organisations do not reflect fair and 

reasonable behaviour, the legitimacy of the organization's 
aut�orlty and thus long term survival will he at risk. 

<v I > 



COUNSELL It«; FOR Bf>LOYEES 

Summary of Paper presented by Jonathan Cook 

Studies show that South Africans in general suffer under 

exceptionally high levels of stress. The rate and intensity of 

change seems to be damaging to many people's emotional and 

physical health. 

Yet some people experience change as an exhilarating cha I lenge. 

These "copers" tend to enjoy warm , supportive relationships at 

h6rne and at work; they have a sense of control over their own 

careers; and they tend to share the characterstics of what has 

been described as the "hardy personality". 

At the other end of the seal e, staff rrembers at risk can be 

identified by behaviour such as increasing absenteeism, difficulty 

in making decisions, carelessness, forgetfulness, focusing on 
failures and problems in interpersonal relationships. 

Counsel Ii ng interventions which can help people cope with the 

prospect of change or recover fran failure to cope include various 

group programmes, Individual therapeutic counsel I Ing (probably 

through an Elfl)loyee Assistance PrograTime), and career development 

counselling, in which the person experiences social support, gains 

a measure of control over his or her career, obtains feedback on 

successful coping in the past, and Is prepared for any foreseeable 

changes to cane. 

(Vi i) 



IDENTIFICATION AND DEVELCFMENT OF MANAGERIAL POTENTIAL 

Summary of Paper presented by An ne Jordaan 

In South Africa with Its economic, political and societal changes 

of the eighties, very differen t danands are being made and will 

continue to he made on managers. The process of growing competent 

managerial talent has hecane an urgent need. 

The following assumptions are vitally important to the success of 

any prograTime aimed at producing canpetent managers: 

lhe different realities that confront the organisation and the 

prospective manager. 

Identification of individual potential must go hand-in-han d 

with growth-enhancing processes in the organisation; and 

Commitment must breed canml tment. Management must demonstrate 

Its commitment to trainee managers. 

The NI� has developed a model for the Identification and 

development of managers. Essentially one wishes to predict 

canpetence that leads to effective joh performance. An important 

part of man ager I a I competence re I ates to the fact that a per son 

has a unique and individual way of dealing with his or her 

environment and with interpersonal relationships, of problem 

solving and decision making. To develop as a manager the trainee 

must gain the necessary theoretical and practical knowledge and 

ski I ls and must identl fy with his or·her managanent role. 

(viii) 



There are no quick-fix or easy answers to Identifying and 

developing managers. The suc cess of these progrmunes hinges on an 

understand Ing of and canml iment to change throughout the 

organisation. 
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CHANGES IN ORGANISATION CULTIRE: 

IK'LICATIONS FOR HLMAN RESOlRCES PRACTICE 

Summary of Paper presented by Jopie van Rooyen 

South African organisations are faced with a need to adapt and 

change because of changes occurring in the country. In striving 

to maintain viable organisations and to develop concerns of 

excellence, managers have to deal with economical, technological, 

political, social and cultural change factors. Effective adapta 

tion to change requires, inter al i a, co-operation and commitment 

of the human resources of the concern as we I I as adaptatl on of 

managerial style and development of a new organisational structure 

and culture. Organisations often attanpt to change by adding new 

systems, structures and procedures to the existing way of doing 

things - thus adding on rather than adapt Ing and chang Ing. M 

add-on approach will, however, not result in long-term solutions. 

Human resource practitioners must accept the challenges to heccme 

agents of change, of assist Ing, adv! s Ing and gu Id Ing managers In 

their strategic plannlng and decision making aimed at adapting and 

transforming their concerns. Different issues are involved which, 

in essence, require assisting individuals and groops to manage 

change and thereby contribute to improved organisation 

effectiveness in a changing envirollllent. 

( x) 



RESISTANCE TO CHANCE AND NJVANCEMENT 

GU I IELI tES FOR INTERVENTION 

Summary of Paper presented by Peter Franks 

The changes taking place in South Africa are ocrurring at a time 

when the entire world is In the midst of changes brought about by 

the information revolution and cal Is by Third World countries for 

a ne.o1 \\Or I d econan I c order. The mere fact of change creates 

res I stance to that change no matter what the changes are. Th Is 

paper I od<. s at the sped f I c Issues wh i ch In the Sou th Afr I can 

context, are creating resistance to change, especially the 

res I stance towards advancenent In the \\Ork pl ace. Draw Ing on 

research conducted by the Values and Human Relations Research 

Programme of the Human Develq:>ment Division of the NIPR, 

guide! Ines for intervention in this process are presented. 





INTROOLCTION 

by 

Dr RI cky Mauer 

It ls my duty and, indeed my privilege, to be able to welcome you 

here today to this Seminar by the NIPR cal led -

"0.ange: O.al lenges for 1-lJman Resource Practice" 

Now I think that we see around us every day the symptoms that we  

I Ive in an age where change ls one of  the most characteristic 

aspects of our daily I lfe. 

There Is very little that most people have which they have brought 

along with them, which they can use as a means to cope with the 

future. th Ink th ls Is cert a Inly an aspect of soc I ety at th Is 

ta I I-end of the twentl eth century wh I ch makes It very d If ferent 

fran previous societies. 

I th l ri< that our grandparents, for examp I e, were peop I e who were 

In possession of lots of lmformatlon and ski I Is and so on, that 

had been handed do,m to them by trad l t I on and they were ab I e, l n 

fact, to cope to a reason ab I e extent. But th Is ls gone and 

today's pace of change seems, to me at any rate, to be 

accelerating and It presents rather daunting challenges for all of 

us; I th Ink part I cu I ar I y for those of us who are concerned wt th 

the adequate utilization of human resources. It ls for this 

reason then that the NI PR has dee i ded to try fo br Ing together 

here today expertise In the form of our five speakers: people who 

are really concerned about this issue and people who have had the 

opportun I ty to study the area very caref u I I y, who have a I so done 

sane research In this area. 
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trust that you wll I find the seminar both pleasant.and useful. 

hope that you wfl I be able to go away fran this seminar with 

infor mation which wt 11 enable you to run your job even sl lghtly 

better than you were able to do yesterday. 

2. 



TCWARDS FAIRNESS IN EWLOYMENT TESTING AND SELECTION 

J M Taylor 

OVERVIEW 

The question posed in this paper ls whether hunan resource 

practitioners are prepared to defend their selection and promotion 

pol I ct es and practl ces aga Inst acru sat ions of rac I a I prej ud Ice. 

In our rapidly changing socio-pol ltlcal environment, objective, 

quantitative answers to such question wt I I need to he provided by 

organ I sat ions cl a 1ml ng  to have equa I employment sel ectlon 

pol ictes, since "good intentions" are being viewed with increasing 

cynicism. 

The role of psychometric testing In providing quan titative answers 

on the Issue of fa tr selection w 111 be rev I ewed br I ef I y. South 

African research findings in which the canparabil tty of test 

scores for different population groups has been Investigated, 

Indicate the strong posslhll ity that un fair selection practices 

occur I f tests are app I I ed uncr It I ca I I y to d I f ferent race or 

soclo-econanlc groups. 

It ls contended that the model that has been developed and used In 

the USA for describing the manpower profile of equal anployment  

organisations would be appropriate for South Africa. 

Affirmative action, which ls considered to he a legitimate 

response in dealing with disadvantaged groups, may be 

strategically necessary for some time in achieving equitable 

employment patterns in South African organisations. 

3. 



EXPLANATION CF TERMS 

1. Disadvantaged Groups 

In the South African context, disadvantaged graJps are seen as 

the historically disenfranchised sub-groups of Indians, 

'coloureds' and black s. These groups are identified because 

they represent obvious socio-economic discontinuities in the 

South African population. Discrimination against females 

raises issues and women could be included in the analysis, but 

racial discrimination is seen to be the major problem facing 

South Africa. 

2. Unfair Discrimination 

This is not a redundant term since selection requires 

discrimination between Individuals; however, It is necessary 

that discrimination Is perceived to be fair In the social 

context In which it occurs. 

3. Affirmative Action 

This l s  not meant to imply token selection of individuals fran 

particular groups who will never perform adequately - rather, 

it l s  used to refer to the selection of people fran 

disadvantaged groups who have the potential to perform 

adequately , although it may be necessary to provide special 

developmental assistance initially. The purpose of 

affirmative action is to achieve rrore equltahle employment 

opportunities for al I groups in the total population. 

4. 



CONTEXT CF ACHIEVING FAIR SELECTION PRACTICES AND POLICIES 

If one locks at the selection practices of the past, bias against 

the disadvantaged groups in the workplace will be seen to have 

played a prominent role In our history. For example, the plight 

of I arge numbers of unschooled "poor wh t tes" at the turn of the 

century led to State Intervention to improve their lot. Large 

numbers of "poor wh t tes" were emp I oyed by government departments 

such as the SA Railways, which in many cases led to the· 

rep I acement of h I acks. The Carnegt e . Comm I ss ton of 1932, wh I ch 

Investigated the "poor white" probleTI, recanrmnded the 

Introduction of employment practices, refined later into the Joh 

reservation legislation, to protect white workers from competition 

with black workers. This resulted in a rapid absorption of 

unschooled whites Into the econany during a period of accelerated 

Industrial growth prior to the Second World War. There are man y 

other t nstances one cou Id quote fran our h I story of preferentt al 

treatment given to whites; however, In our rapidly changing 

society , credible answers wi I I need to be provided to the 

question: "To what extent ts racial discrimination stt 11 a 

feature of selection pol tel es and practices?" Answers wt 11 have 

to go beyond the level of stated Intentions, for reasons which 

shou Id be c I ear from the fo I I CM t ng quotatt on from tvberdyk C 1986) : 

"It goes without saying that most organisations attempt to be fair 

in their selection and promotion policies. At the scJT1e time, it 

Is clear that different conceptions of what the term, 

'fairness', rmans, are possible, and that different policy 

I mp I I cat tons f I ow from the part I cu I ar set of assumpt Ions adopted. " 

The ambiguity which has surrounded the concept of fair selection, 

as reflected in this quotation, has probably played no small part 

In permitting discriminatory 6Tlplo,,ment practices to continue 

unchecked. For example, organisations which claim to fol low 

"co I our b 11 nd" eTip I oyment pr act Ices In South Afr I ca, CI .e. al I 

employees are treated identically) need to consider the fol lowing 

5. 



research find I ngs wh I ch Ind I cate that a "co I our b 11 nd" se I ect I on 

policy l s  I l kely to result in unfair employment decisions. 

This l s  where affirmative action is needed rather than "colour 

b I i ndness. " 

TIE RCl..E CF PSYCH04ETRI C  TESTS IN ACHIEV I NG  FAIR SELE CT I ON  

Human resource practitioners who look to psychometric tests for 

obj ectiv e answers about how to achieve fair selection In a 

multi-racial society will not find any neat psychometric answers. 

South Afr I can research in wh I ch the canparab i I I ty of test scores 

for different racial groups has been Investigated, indicates that 

cognitive test results cannot be assuned to be measuring 

Intel I igence In the same way across different groups. 

Verster's (1 984) study In which the performance of blacks and 

whites was canpared on a battery of twelve cognitive tests 

I ndicated that b I ack subj ects show a greater tendency than wh I tes 

to trade off speed In fav our of accuracy , especially on conceptual 

tasks, wh I ch provides one c I ue in exp I a In i ng observed test score 

differences. 

A recent investigation by <Men (1 986) conducted on a large sa11ple 

of first year technikon stud ents revealed significant di fferences 

in the patterns of responses of different racial groops on a 

w I del y used apti tu.de test battery (the Senior Aptitude Test 

Battery). <Men tentatively concluded fran his findings that the 

tests systematically underestimate the abilities of "coloured", 

Asian and black students, due  possibly to itan bias and the 

different work tempo that characterised the various groups. 

6 .  



A study by van den Berg ( 1 985 )  of test score differences between 

white, lndlan and "coloured" school pup I Is found that test scores 

\'tere slmllar across grou ps when soclo-econanlc status was taken 

Into consideration < see Table 1 ) . This points to the importance 

of envlronmental factors on cogn itiv e  develq:>ment, while the 

distribution of children on the socio-economic scale emphasises 

the wealth discontinuities between the raclal groups and the n eed 

for aff innatlve action to break the vicious circle of u nanploy ment 

and poverty. 

An other study by Tay I or and Radford C 1 986) in which test scores 

and exam res ults of students fran black and white technlkons were 

conpared, I ndicated that although black students obtained 

slgnlficantly lower test scores, they nonetheless achieved better 

f r  rst year exam i natl on results. The tests \'tere foun d  to be 

reasonably reliable and val id within groups. This findin g 

indicates the ex i stance of test b i  as, which can be described as 

the systematic in fluence on test scores of sources irrelevant to 

what the test Is purported to meastre. 

To summarise these South Afri.can research findings ,  it would sean 

that whether race or cl ass differences are examined, test scores 

do not hav e the same mean r ngs for different groups ; the use of 

biased psychometric tests for short ! I sting fran a multi-racial 

pool of applicants wl I I not result in fair selection. As Hu n ter 

and Schmidt ( 1 976 ) have observed, soci al jud gemen ts wlll be 

req u ired fran the relevant decision makers In providing guldelines 

for the allocatlon of employment opportunities. Tests are, 

however, a useful means for measuring cogn itive differences within 

homogeneous groups, thus the quest I on of how many app I r cants to 

anploy from the disadvantaged s ub-group needs to be addressed. 

1. 



M:,ans and standard devi ations of IQ rlfllf scores (GSAT>  

for 1 2  -to 1 4-year-o l d  ch I I  dren fran -three e-thn lc groups 

accordi ng to decreasi ng  l eve l s  of soc fo-econ0111f c s-tatus 

SES White children Co l <X.J red children Ind I an a, 11 dren 

Index N tv'ean s. d. N tv'ean S. d. N M3 an S. d. 

20 222 131, 0 24, 0 1 5  1 29, 7 2 3, 4  6 139, 5 2 1 , 3  

1 9  327 125 , 4  2 3, 5  20 1 25 , 3  22 , 7 12 117 , 0  23, 6 

1 8  3 1 3 1 23, 2 23, 7 32  11 0, 8 24, 7 2 1  1 18, 9 22, 0 

17 285 11 8, 9 25 ,0  5 6  105 ,  7 2 6 , 2  28 117 , o  22, 9 

1 6  199 1 1 4, 7 25 ,  1 6 3  99, 7 23 , 2  47 1 15, 5 24, 3 

15 141 1 08, 7 25, 6 85 99, 9 22, 4 46 105 , 8  25, 9 

14 95 108, 1 24, 6 1 08 1 02, 8 2 7 , 0  41 1 04, 5 27, 3 

13 6 9  105 , 8  24, 7 95 94, 6 28, 0 42 107 , 6  22, 4 

1 2  50  108, 0 26, 8  1 05 93 , 4  2 6 ,  7 3 8  98, 7 26 , 5 
11 25  96 , 4  22, 2 99  91, 3 25 , 3 5 3  97 , 4  29, 9 

10 18 99, 9 19, 6  100 91, 3 2 6 , 5  35  96 , 6  31, 0  

9 1 7  90, 9  30, 1 90 91, 3 2 5 ,8  43 89, 7 23, 5 

8 6 97, 0  27, 8 118 7 9, 6  2 6 ,8  46 93, 5  27, 9 

7 4 98, 8 2 6 ,4  94 83, 1 25, 2 38 95 , 5  22, 9 

6 5 86 , 6  45 , 8  81 82 , 2  2 3, 4  46 87, 1 2 1, 0  

5 4 89, 5 21, 8  98 82 , 4  25 , 5 38 86, 6  25 , 3  

4 0 98 7 5 ,4  2 7 , 5  3 7  83, 9 25 , 3  

3 1 126 , 0  --- 7 6  7 9, 4  2 6 , 3  3 0  84, 8 23, 1 

2 0 75 80, 3 2 3, 0  2 9  7 9, 8  23, 4 

1 0 304 75, 8 2 3, 9 6 9  7 3, 7 23, 4 

NOTE The version of the GSAT used In this study had 1 75 ! tans, 

but the fina l  version may contain less itans. 

From van den Berg (1985), p. 7 .  

Tab l e  1 
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DETERMI N i t«;  A CR I TER I ON  OF SELECT I ON  FAI RNESS 

Th Is Issue has been closely examt ned by the courts t n the USA; 

the guidelines used for achieving equal employment opportunity tn 

an organisation require that employers should analyse C a) their  

own work force and C b) the rel evant l aboor markets from which they 

recru t t, In order to determ t ne  the proport tons of the var t ou s 

sub-groups anp I oyed in the relevant Job categories. If 

significant deviations occur between these two sets of figures, 

then reasonable remedial action ts expected from the employer to 

match his workforce to the labour market proportions (unless the 

employer can demonstrate val id reasons for discrepancies). Th e  US 

Supreme Court Cc. f. International Brotherhood of Te001sters vs US, 

1 977) has proposed the fol ICMlng ultimate crtterton for ·meast.r lng 

fair employment practice: dlscrlmlnatton can be considered absent 

tf the workforce of any organisation ts reasonably representative 

of suitably qualified individuals from the disadvantaged groups in 

the re I evant I abour market from wh I ch emp I oyees are hi red. Th ts 

does not mean that the w:,rk force shou I d necessar t I y ref I ect the 

total popul atton ratios of the country as a whole! It does mean 

that, for an organisation to be classed as an equal employer, Its 

workforce should reflect the characteristics of the relevant 

labour market from which It recruits. lhls approach lmpl J es that 

a reasonable effort Is made to recruit fran al I disadvantaged 

groups, and It provides a measurable and lntuttively meaningful 

criterion of equal employment opportunity , which can be used as a 

target in drawing up short, medlun and long tenn manpower plans. 

Obviously , the specific strategic positions of different types of 

organisations, In tenns of their prod.J ets, clients, shareholders, 

technology, etcetera, wll I make each analysis and action programme 

unique. Large consuner or International organisations vulnerable 

to boycotts or strikes would need to move boldly and visibly 

tCMards fairer employment proportions, whereas smaller ICM profile 

9 .  



organisations with specialised clients might find pr oportional 

e mployment targets oneroos ; smal I privately owned organizations 

are exempted fran compl lance with equal opportunities legislation 

In the USA. 

Overseas experience in Introducing this approach to achieve fair 

selection practice Indicates that targets should be reasonably 

flexible, and clearly Identified as key performance areas of the 

responsible line managers. 

PRCBLEMS CF TIE PR<PORTION\I... EM>LOYMENT M>DEL 

This model Is not without problems - the first one Is the apparent 

paradox of using racial targets to ranove unfair racial 

discrimination. This Is, however, considered to be unavoidable i f  

c l a i m s o f  equa l emp l oyment a r e  to b e  obj ect ively ver i f i ed .  

An assumption underlying this proportional representation model Is 

that equally qual ! fled people fran advantaged and disadvantaged 

groups are equally equipped to cq,e with the job. At 

school-leaver level this Is a questionable ass umption In the South 

African situation, but the model wll I help to focus attention on 

lnequal I ties in education, which would hopef ully speed up their 

ranova I. 

A practical problan may arise fran the need to quanti f y  the 

potenti a l  eligibility of di f ferent groups for general entrance 

level jobs , such as sales and clerical positions, which do not 

require special lsed qua I ificatlons. Su rveys may be conducted to 
infer the size of the potential labour markets In such cases. 
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BEtf.:FI TS OF ffiCPORTIOtW.. EM>LOYMENT 

This approach for achieving fair selection has been adopted by the 

law coorts and enforcanent agencl es monitoring claims of unfair 

employment In the USA ; organisations using selection techniques 

which result I n  disproportionate groop representation can be asked 

to prove that these techniques are val I d. Although many employers 

d l sl l ked the model because of the co�stra l nts I t  placed on their 

se I ect I on pr act I ces, I t  has brought about I ncreased emp I oymen t 

opportunities for disadvantaged groups, and led to more real lst l c  

use of psychometric tests. The outcome of this approach w l  11 be 

the ev entual integration of the organisation at al I lev els, I n  

prq>ort l on to the num ber of qua I if l ed  indiv iduals el l g  I ble fran 

the different groups. The move towards an I ntegrated organisation 

l s  considered by tvb erdy k ( 1 986) to represent " • • •  • •  the only 

real l st l c  long-term model of human resources ut l l  l sat l on ( for 

South Af r I ca) " ;  he I s  of the op I n  I on that other mode Is of 

advancement ( d I s p  I acement of wh i tes/afr i can I sat I on of j obs , 

vertical differentiation, etcetera) are, at best " • • • • •  interim 

st ages I n  the ach I evemen t of the I n tegr at I on mode I " .  Adopt I on of 

the model is likely to make little immediate I mpact on employ m ent 

patterns I n  h igh level technical and managerial j obs because of 

the existing shortage of s k l l  Is I n  these areas, but a maj or move 

could be expected I n  entrance level positions, s uch as general 

clerical, technical and sales positions requiring no experience 

and only a matr l 2  qual l f l cat l on. 

AFFI RMATIVE ACT ION 

Since the proportional employment model does not address th e 

problan of the existing shortage of ski I ls amongst disadvantaged 
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groups, aff l rmat l ve action needs to be cons l dered as an 

appropr I ate strategy In ach l ev Ing equ I tab I e emp  I oyment 

opportunities. In this regard, one often encounters heated 

rej ection of "reverse discrimination" , which Is usua l l y  capped by 

the inj unction that one shou l d heed the findings of the we l l known 

Bakke court case in the USA, wh l ch appears to rej ect "reverse 

discrimination" . It is Instructive to l ock more c l ose l y  at this 

case, since it sum marises many arguments which are bandied about 

on this iss ue of affirmative action. It concerns one A l  Ian Bakke,  

who cou l d  not c l aim to be l ong to any disadvantaged group In the 

USA; after his appl ! cation to the M3dical Schoo l of the 

Un Ivers I ty of Ca I i forn i a had been rej ected twice, he dee i ded to 

sue the facu l ty because they set aside 1 6% of their seats for 

disadvantaged students, some of whan obtained l ower grade averages 

and ab i I I ty scores than he d Id, and yet gained ad mi ss I on to the 

Schoo l . His comp l aint was that this affirmative-action programme 

prej ud i ced h i s  ch ance of be i ng  admi tted to the tv'ed l ca l  Schoo l and , 

In so doing, vio l ated certain c l auses in the American 

constitution, which prohibit discrimination on the basis of 

co l our, race, sex or national origin. The nine j udges of the US 

Suprane Court who heard the appeal of this case produced six 

dif fering opinions. Two of these six opinions were u l timate l y  

s upJX>rted by four j udges apiece, and the casting vote cane from 

one j udge, whose separate opinion agreed with parts of the two 

maj or opinions, a l though he used different reasoning to reach his 

conc l usions. This indicates the compl exity and divisiveness of 

this Issue. The tved i cal Schoo I was even tu a I l y  ordered to adml t 

Bakke but, more significant l y , In another five to four votes , the 

court he l d that some forms of "race conscious" se l ection 

procedures can be constitutiona l .  The re l evance of this Is that 

South Africa, I ike the USA, has a history of unfair racia l 

discrimination In emp l oyment practices ,  which wl 1 1  require 
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renedlal action I f  there I s  to be a move towards more equltable 

employment opportunities for al I groups. Subsequent US court 

f indings have reaf f lnned that, under certain clrOJ mstances, I t  is 
not unfair to take remedial steps to assist individuals from 

historically disadvantaged groups. It  is thus a misinterpretation 

of the case to cone lude, that because the courts ordered the 

Un Ivers I ty of Ca I I forn I a to adml t Ba k ke ,  th I s  prov I des a reason 

for rejecting the principle of af f irmative action as i I legal or 

unfair;  one of the specif ic cirOJ mstances which the court 

I dentif ied as necessitating af f irmative action, I s  I n  cases where 

selection techniques are proved to be biased against groups. 

Si nee the reasearch d I scussed prev I ous I y I nd I cates that th I s  I s, 

I n  fact, I lkely to be the case I n  South Africa, I t  I s  concluded 

that af f lrmatlve action I s  a legitimate strategy for redressing 

the legacy of racial discrim ination in the work place. 

COtO...US ION 

The dif f i cult social, economic and pol itlcal circumstances in 

wh I ch hunan resource pr act I ti oners operate ml ght make the quest 

for fair employment testing and selection seem an unnecessary 

luxury. 

f-bwever, as Poolman ( 1 985) notes, South Af rican common law 

requires that al I human conduct he measured in terms of 

"reasonable" behav iour, and In the labour relations system, the 

duty to act fa I r  I y I s  a duty demanded of the tr I part I te I nterest 

groups. From the po I nt of view of ef feet I ve hunan resources 

management, Beer et a I C 1 984)  cone I ude from the I r  ana I ys I s  of 

successful American organisations that managers at al I levels of 

the organisat i on are required to recruit, select and promote 

anployees I n  a way which I s  consistent with business requ l ranents, 
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emp l oyee needs and standards o f  fa i rness. I f  the dec i s i ons taken 

by organ i sat i ons are not congruent w i th the norms of soc i ety , then 

the l eg i t imacy of the organ i sa t i on ' s author i ty l s  at r i sk .  

Management i gnores the demand for a n  end to un f a i r  rac i a l  

d i  scr im i n at l  on i n  emp I oyment  pr act i ces at the probab I e cost of 

the i r  l eg i t i macy and therefore the i r  l ong term s urv i va l . 
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C<J>ING WI TH CHANGE COUNSRLI NG FOR af>LOYEES 

J T Cook 

I cJTI sure there ls no need to provide fl gures in support of the 

prq,osltlon that in S.A. we have entered a period of very rapid 

and pervas l ve change. Nor do I need to conv l nee you that South 

Afr icans are feeling a certain sense of strain a n d  foreboding. 

A colleague, John Duckitt, used the Psychiatric Symptoms I ndex to 

measure stress symptoms In a group of white South Afr icans similar 

to a group of A mer I cans In Chicago on whom the PS I had been 

a pplied. A comparlson of the levels of these symptoms C Table 2)  

lndlcates clearly that these South Afrlcans were considerably more 

stressed than their Amer ican coun terparts. The alarmingly high 

lncldence of coronary heart disease is S.A. also suggests that we 

are a n ation I I  I at ease with our sltuatlon. 

SYMPTG1S OF STRESS S . A. u. s .  

T OT.AJ... 1 8 , 3  1 0 , 5  

A NX I ETY 1 5 , 2  7 , 0  

DEPRESS I ON 1 6, 5  1 0, 4  

A NG::R 28 , 8  1 8 , 4  

COGN I T I VE D I STURBANCE 20, 7 1 2 , 4  

Tab l e  2 

Al I this presents some people with a \\Onderful opportun ity. 

History ls being made. There can he few places which offer as 
great a challenge to the adven turous as Sou th Afr ica does. Bu t 

for others, the rate of change ls highly stressful. 
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Peop I e who f I nd ch ange exh 1 1  I rat I ng can be descr I bed as 

exper i enc i ng "eus tres s" , fran the Greek s y l I ab l e  "eu" mean i ng 

good. Those who f i nd ch ange upsett i ng exper i ence "dy stress" , or 

"bad" stress .  

I n  a recent book o n  organ i zat i on a l  cu l ture, Dea l h a s  contr i buted a 

though t-provok i ng chapter ca l l ed :  "OJ l t ur a l  Ch ange : Q) portun l ty ,  

s i I ent k i 1 1  er , or metamorphos I s? "  He argues that the cu I ture of 

an orga n i sat i on serves to g i ve mean i ng to the ....ork of the 

organ i zat i on ' s  members, and thus becomes a very i mportant part of  

the i r  I dent i ty .  

So he of fers two themes i n  h i s  chapter : 

1 .  Change I s  exper i enced as persona l  and co l l ect i ve l os s .  

Ch anges i n  va l ues, l os s  o f  heroes o r  "s tory te l l ers" , and 

change of r i tua l s , ceremon i es or symbo l s  cause a break i ng of 

attachments wh i ch anchor peop l e  i n  the safety of the 

f am i l i ar .  So he suggests that peop l e  exper i enc i ng a 

s i g n i f i cant ch ange of th i s  sort go thrOJgh a process wh i ch i s  

s i m i l ar to that of ber l evement. 

2.  R i tua l s  can he l p  to ach i eve the trans i t i on requ i red . R i tua l s  

can take many forms , suc h  as  s6Tl i nars to d i scu s s  a part i cu l ar 

deve l opmen t, symbo l l e  ceremon i es ,  or soc i a l events . The 

recent events to ee l ebrate the ch ange I n  I ogo and nane fran 

Barc l ays to F i rst Nat i on a l  Bank 1 1  l ustrate r i tu a l s  to ease 

trans i t i on .  

Dea l  sug gests that ch ange a n d  cu l t ur e  are oppos i tes : the 

stronger the organ i sat I on ' s cu I ture, the more res l s  tant w i I I 

i ts members be to change. Th us he 'ltOU I d expect some of the 

"exce 1 1  ent" comp an I es descr i bed i n  I n  Search of Exce 1 1  ence to 
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be encountering dl fftcultl es no, because of their strong 

cultures. I think this may be over-stated, and would prefer 

to refonnul ate his point as fol lo,s: To the extent that 

change ts felt to threaten the cultural bases of a person ' s  

Identity, to that extent change wtl I be resisted - un less the 

person discovers at the same time a vtable alternattve basis 

for his or her tdenttty. 

Deal goes on to make the point that we have tended to 

attribute resistance to change to the wrong causes, fal l Ing to 

understand Its roots tn loss. 

But, what sort of change leads to this dl fftculty tn coping? 

fi.re there certain events which are more stressful than others? 

Twenty to th l rty years ago researchers "discovered" stress and 

the ef feet change has In creating It. Pioneers in th Is were 

Ho I mes and Rahe. They deve I q:>ed the Socia I Readju s-tment 

Rat Ing Sea I e, in which they I i sted 43 I i fe events and gave 

than weights according to the impact they had and the degree 

of readjustment required to cope with them afterwards. I have 

picked out J ust a few of these ! tans here. 

lmeact 

Death of Spouse 1 00 

Divorce 73  

Marriage 50 

O, ange in Financial State 38 

Change to Different Line of Work 36 

()Jtstanding Personal Achievement 28 

Wife begins or stops work 26 

Chan ge in work hours or conditions 20 

Change In social activities 1 8  

Ol risimas 1 2  
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Approximately 80% of peq>le with a score above 300 develq>ed major 

I I lnesses within two years. 

They obtained quite positive correlations between high scores 

Cover 300) on their scale and physical illness and also 

psychological strain. 

So the bad news Is that if we in S. A. are under exceptionally high 

levels of stress, then we would expect to be much more subject to 

the diseases of stress, which include Cal I fran correlational 

studies which established a significant relationship with reported 

stress): 

TB ,  diabetes, 

schizophrenia, 

arthr itl s, 

neurosis, 

acadanic performance. 

cancer, 

accidents, 

heart 

sport 

disease, depression, 

i nj ur i es and poor 

The good news however is that after some years researchers becane 

disillusioned with this I ine of research. 

Not all studies conducted con firmed the relationship between life 

events and stress, and even when they did , the correlations were 

modest. It a I so was not c I ear whether the stress was caus Ing the 

II lness or the I I  lness was causing stress. An d  It was clear that 

the same event (e. g. changing work) could mean vastly different 

things for people in different cirOJmstances. Wh at seaned to be 

important was not just what happened, but the person's attribution 

- did he or she regard this as stressful? ,An d  attention needed to 

be given to chronic stressful circumstances, such as pover·ty or 

powerlessness. 

What then are the factors which di st i ngu i sh between peop I e who 

cope well with change and those who do not? 
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,- STRESSFUL EVENT -
CHANGE -- .-

- STRESSFUL C I RaJMSTANCES -

RESPONSE 

.. �ONTEXT 

APPRA I Sit. -

EFFECT .PERSONAL I TY ... 

Fi gure 1 

Soc f a  I Support. Th I s  has been the most w I de I y researched bu f fer 

variab l e  of stress. A very Impressive body of findings has 

supported the hypothes Is that warm, support Ive re I at I onsh I ps at 

home, cmong fr I ends, cmong co l I eagues and from emp I oyers reduce 

stress symptoms. 

I think this I s  particu l ar l y  re l evant In s . �  • •  where one's socia l 

position occupies so central a p l ace In one's experience of I l fe. 

Up ti 11 now, for examp l e, the marginal  position of peop l e from 

disadvan taged communities has been shown to Inhibit their ah l l  ity 

to cope In the work p I ace. B l ack Advancement programmes have 

tried to address this prob l em, but the very description "B l ack 

Advancement" I tse l f emphasises difference and possib l y  compounds 

the prob l em  of Iso l ation and re l ative l ack of actual power which a 

member of such a programme might experience In a predominant l y 

white env i rorrnent. 
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But as such progr001rres becane more soph I stt cated and successful, 

the definition of who l s  at the core of an organisation and who l s  

marginal is going to change, and individuals and gra.i ps who 

previously sat comfortably near the core of the company are going 

to discover that they have been shunted out onto a limb - without 

perhaps real is Ing that this has happened. 

This l s  why White resistance to Black Advancement, which Dr Franks 

wl 11 be deal Ing with later, is not only an organisational issue, 

but also an intensely human issue of people whose "comfort zones" 

within an organisation have been radically disturbed, who 

therefore are no I onger sure where and how they fit Into the 

culture of the organisation, who experience this as loss, and thus 

are subject to higher levels of stress. Career development 

progr001rres for one sector of an organisation's workforce therefore 

imp I ies, I bel i eve, the need for career development counsel I ing 

opp:>rtun i t i es for a l  I sections of the work place. 

Th Is brings us to the factor of contro I • Peop I e queue up in a 

playground to pay money for the privilege of riding on the roller 

coaster. It Is a frightening, but also enjoyable experience. But 

put those same people through the same physical experiences on a 

suburban train, and they \'Ould be terrified and very unhappy . 

The di f ference is that we fee I we can contro I whether or not we 

take that ride on the roller coaster, and we can predl ct that we 

sha I I emerge safe I y at the other end.  The who I e experience Is 

control led. But a train going thra.igh the s001e gyr ations \'OUld 

manifestly be out of control. The roller coaster of the corporate 

fasttrack is exhl l iratl ng for those who believe they are In 

control of their own careers. It l s  terrifying for those who do 

not have that sense of control. 

You may know of Sel l gman's learned helplessness experiments. A 

dog which is put In a cage In which electric shocks can be 
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administered through the f l oor wl l I, of c01rse, j ump to safety as 

soon as the current Is switched on. When the option of escaping 

the shod<. Is c I osed of f, however, the dog I earns after a wh f I e 

that there I s no po Int t n j ump Ing, and he Is reduced to a 

quivering heap of anxiety In the corner of the cage, waiting for 

the next painfu l  shock. The Interest Ing point Is that even when 

that dog is moved to a cage where there Is an escape r01te, he 

sti l l wi l l not j ump. He has l earned to be he l p l ess. 

Se l igman took this concept a bit f urther and app l  l ed f t  to 

depression. H9 suggested that peq:, l e are more prone to depression 

If they have a characteristic styl e of expl aining bad events which 

regards these unpl easant circumstances as 

* 

* 

* 

Stab l e C J . e.  un l ike l y  to change) rather than unstab l e  

G l obal rather than specific C J .e. affecting the who l e  of 

I f  f e), and 

Having internal rather external causes (i.e. f t  Is some 

weakness In my character which has put me in this 

predicament). 

Subsequent studies have indicated that this g l oomy attributiona l 

sty l e is indeed associated with more depression, IONer marks at 

uni vers I ty, a h I gher inc I dence of death from cancer and poorer 

performance and higher turnover among instrance sal es reps - which 

is of course a j ob requiring the ab f I ity to cope we l I with 

fail ure. So a sense of he l p l essness Increases the experience of 

dystress. A sense of contro l Increases eustress. 

Particu l ar l y  interesting is the Interaction between the factor 

contro l and the Type A personal f ty. The Type A is someone who 
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needs to be I n  contro 1 .  For than I ack of contro I r s  assoc I ated 

w i th part i cu l ar l y  h i gh l eve l s  of dystress.  So be i ng Type A does 

not necessar 1 1  y condemn one to exp er I enc l  ng stress s ymp toms , bu t 

the comb i nat i on of a Type A per sona l i ty and frustrat i ng 

c i rcums tances can be l eth a l . 

I t  l s  i nteresti ng that i n  a sur vey of anger i n  a l arge Sou th 

Afr i can organ 1 sat I on,  Rob I nson found that the h I ghest I eve I s  of  

a nger were expressed by Se n i or Of f i cers,  wh i ch I s  a rank j u st 

be l ow man agement .  They had enough respon s l b l  I l ty to exper i ence 

stress f u l  demands , w i thou t  e naJgh l at i tude to fee l that they cou l d  

assert contro l over these demands at work . So they had h r  gher 

l eve l s  of anger than e i ther ma n agers ( who exper i enced even greater 

demands , but d i d  have l at i tude and cou l d  contro l events )  and 

c l erk s ,  who had ne i ther dana nds nor contro l .  

Th e th i rd f actor I s  feedback .  lh l s  I s  I n  f act I I nked to the I ss ue 

of contro l ,  but I have l i sted i t  separate l y  because i t  l s  one 

f actor wh i ch does of fer a company a stra i g h t forward way of he l p i ng 

i ts emp l oyees become better copers .  

Your emp l oyees need to kn CNI ,  f r om  peop l e  who ma tter, what they are 

do i ng we l I ,  and when they d i d  we l I i n  the past. And they need 

exposure to mode I s  who can  s hCNI than the way .  One of our a ims i n  

career deve l opment counse l l i ng i n  the N I PR  I s  to d i scover w i th the 

c 1 1  ent where h I s  or her strong po I nts are, and then to desc r f be 

the present s i tuat I on I n  terms of pos I t  i ve ach i evements rather 

than m i stake s.  Obv i ou s l y I t  I s  Importan t to recogn i se and l earn 

from m i stakes ; but i t  i s  even more i mpor tant to recogn i se and 

bu i l d  on ach i evements. 

Preparat i on for change . I do not th i nk I need to say much about 

what mi gh t appear to be an obv i ou s  f actor i n  cop i ng ,  except to 

note how se I dom peop I e th i nk to do the obv i ou s .  Research does 
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show that peop l e  cope better w i th stressful changes when they have 

cons I dared the consequences, exam I ned a I tern at Ive ways of e I ther 

avo i d i ng or cq,l ng w i th the effects, and then put the i r  p l ans I nto 

acti on .  

We have seen that context determ i nes whether or not a partl cu l ar 

event wi 11 be regarded as eutressful or dystressful . But a 

person ' s  personal i ty a l so enters the equat i on .  

A very i nterest i ng study was undertaken by R H i  Ikner, the med i ca l  

d i rector of the Be l  I Te l ephone O::>, at a tlm,e when Be l  I was 

undergo i ng very drasti c  changes, both through i nterna l  

re-organ i sat i on and by governmental danands for aff i rmat i ve act i on 

and curb i ng of monopol i stl c pract i ces. 

H i  Ikner not i ced that many of the company ' s  sen i or execut i ves, whom 

he Jud ged were most exposed to stress, showed no symptoms of 

stra i n  and were i n  fact the hea l th i est members of staff. He 

dec i ded that the three character i st i cs of these hardy personal l ty 

types were 

* 

* 

* 

Comm i tment I. e .  be I I ev Ing  In the truth, importance and 

i nterest va l ue of who one i s  and what one Is do i ng; w i th 

canmi tment to others. 

Contro l i . e. tendency to bel i eve and act as If one has 

i nf l uence over the course of l i fe' s events. 

Cha I I enge I .e. tendency to va I ue change and unpred I ctab i I It y 

as opportun i ty and Incent i ve for growth. 

These three character I st I cs descr i be the hardy persona I i ty . One 

of the Interest i ng f i nd i ngs about the hardy personal i ty i s  that i t  
has a very part i cu l ar rel at i onsh i p  w i th the factor of soc i a l 
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support. Researchers have foun d  that under conditions of stress 

less hardy personalities have evidenced greater symptoms of 

physical illness when given Increasing levels of social support. 

This partially contradicts the point made earl l er that social 

support reduces the effect of stress. Th ey foun d, however, that 

this unexpected result does not apply at the work place 

presumably because col leagues are less I l kely to tolerate physical 

II lness as a means of coping than are family members. 

A number of other personality factors have emerged I n  various 

studies which we shal I not go Into here. Th ey include 

High self-esteem 

Cognitive flexibility and tolerance for ambiguity 

Effective problem-solving ski I Is 

Higher anxiety threshhold 
High level of motivation (need achievement) 

Physical fitness 

and others 

Appraisal The point where context and personality come together 

is in how we think about the stressful events and cl r01mstances we 

encounter. This is the mental definition we give to an 

exp er I ence. 

Now , I f \>.e I oak at this who I e mode I \>.e can see that there are a 

number of points at wh I ch we cou Id intervene to he Ip peop I e cope 

with change. Q)ping has been described as "the process of 

manag Ing external and/or I n ternal demands that tax or exceed the 

resources of the person".  So we can either try to reduce demands 

or increase resources. 

The three counsel ling interventions which I shal I describe shortly 

are I ntended to increase coping resources and help people to think 
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about change differentl y .  But there ts no contradtctton between 

thts and the equa l l y  important task of preventing prob l ems by 

reducing the demands pl aced on peop l e. Thus Deo Strumpfer makes 

the point that the most fundamental form of "stress management" tn 

South Africa ought to be acttvl ttes which address the social , 

po l tttca l , economic and educationa l  condtttons which in f l uence the 

eustress-dystress ba l ance tn tndtvl dua l experience. 

Prevention ts certain l y  preferab l e  to cure. If condtttons cannot 

be changed, then the next step tn prevention ts to identify those 

most at risk and target your Interventions to he l p  than. Some of 

the symptoms to watch for In identifying those expertenctng stress 

are I tsted tn Tab l e  4. 

I DENTIFYING THOSE AT R I SK  

WORK ING LATER/ABSENTEE ISM 

D IF F ICULTY IN MAK ING DECISIONS 

INCREASES IN NUMBER OF CARELESS M ISTAKES 

MISS ING DEN:>L INES OR FORGETT ING APPO INlMENTS 

INTERPERSONAL D IFF ICULT IES 

FOCUS I NG ON M l  STAKE S AND PERSONAL FA I  LlR ES 

Some of us In the N IPR are l odd ng at deve l oping an Ear l y  Warning 

System to he l p  companies In their stress prevention or coping 

progranme. 

THREE COUNSELL ING CONTR IBUT ION S 

1. Group Work 

I shal I not spend much time on describing the various mode l s  of 

stress prevention and coping ski l l s  training which are avai l ab l e. 
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In one form or another they all encanpass a stage of 

conceptuallslng what ls going on , a stage of acquiring the 

particular skill required, and then a stage of rehearsing and 

applying It. 

This broad framework can be appl led to relaxation training, 

meditation training, biof eedback training, time management 

training, In terpersonal ski 11  s tra In Ing, assert lveness tra In In g, 

and so on. Bas ical ly these are a 11 aimed at chang Ing habits of 

behaviour and habits of th1 nklng.  

Group approaches have the advantage of cost-ef fectiveness, of 

reducing dlscanfort by all�lng people to Interact with others 

whan they d I scover are gr app I Ing w I th the same sort of prob I ems, 

of Increasing motivation thr01gh the In fluen ce of group canpl lance 

pressures, and of harnessing the therapeutic ef fect of mutual 

help,  support and encouragemen t. 

A second kind of group which has to be taken Into account in 

considering change is the very powerf ul ef fect of In formal peer 

group pressures. An individual may be prevented fran making the 

behavioural and cognitive adjustments required to cope with 

changed circumstances by the fear of rejection by an In formal peer 

group which Is unable to make that transit ion. So In his recent 

article in the 1PM Journal, Prof essor Deo Strumpfer makes a strong 

case for the group rather than the ind iv i dua I being the un It of 

change. To require individual change may place Intolerable strain 

on that individual I f  group pressures are not taken Into account. 

2. General Counsel I i ng 

Firth and Shapiro report a recent British study in which employees 
with exceptionally high levels of stress were re ferred for 
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psychotherapy. They cone luded that f n such cases., I ndl v i dua I 

counsel ll ng was more appropr i ate than group stress management 

progranrres because of the h i gh proport i on of Issues related to 

relatl onshl ps and self Image., wh i ch could only be dealt w i th 

safely In the pr i vacy of an Ind i v i dual Intervi ew .  

So l t  seans that an l ndl v l dual counsel I Ing serv i ce should be an 

Important part of a company's plan to help employees cope w i th the 

stress of change. In-house counsel I ors and external counsellors 

have both been used successf ully., and your cho i ce here may depend 

on factors such as s i ze of the canpany and conven i ence. External 

referrals may be made to appropr i ate organ i zat i ons such as SANCA ., 

Fam f ly L i fe., or ourselves. Alternat i vely your local branch of the 

PASA, wh i ch Includes the Inst i tutes of Counsell i ng Psychology and 

Cl i n f  cal Psychology ., may be approached for a If st of pr i vate 

counsellors or cl f nl cal psychologi sts who may be w i l l  Ing ei ther to 

take referra l s  from you or even consult by runn i ng a pr i vate 

pract i ce on your prem i ses. 

3. Career Development Counsell i ng .  

I have kept the best for last., because I really bel I eve that 

career development counselli ng t s  an except i onally ef fect i ve and 

ef f f c i ent way of prov i d i ng soc i al support., help i ng an employee 

ga i n  a measure of control over h i s  or her I f fe., provi d i ng feedback 

about strengths and ach I evement., and prepar f ng an emp I oyee for 

.f urther developments - the four env i ronmental factors we noted 

could buf fer the ef fect of stress. It perm i ts personal 

counselli ng and analys i s  of cop i ng style. An d i t  ach i eves all 

th i s  wh i le assi st i ng the organ i zat i on to place Its human resources 

most ef fect ively ., ach i ev i n g  a better person-env i ronment f f t., and 

therefore contr i but i ng to the organ i zat i on's abl l f ty to cope w i th 

change. 
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Now need to draw a distinction between career development 

program mes and pol icles as a function of management, and what I am 

talking about here is career develq:,ment counselling . Mr nagement 

decisions about developing its human resources are of c ourse 

necessary , im portant and helpful . &J t  in terms of what we have 

discussed so far, you can see that if implemented in a way which 

leaves the employee feeling like a helpless pawn in a large and 

m ysterious organisation where decisions are made in quarters which 

are inaccessible to him or her, then even positive, career 

enhancing m oves may in fact serve to increase dystress rather than 

eustress. 

Career development carnsel ling, on the other hand, brings the 

emplo yee in as a partner in assessing his or her own achievements, 

strengths, potential and life goals, and matching these to the 

organization's needs and the opportunities in It for the person. 

A good fit can then usually be worked out b etween the two, and an 

action plan developed whereb y the employee and his or her company 

can implement this. 

The mode I we use for th Is at the N I  PR at present is that when a 

company requests us to of fer career deve I opment counse 1 1  Ing to an 

emp I oyee, we ma ke a visit to the canpany to assess ha..,, the 

individual fits in now, and what opportunities or possibl I itles 

exist in the f uture. Wa als o ask for an ass t.ranee that this 

exercise has to do with career development and not retrenchment -

if we are to make the best of the exercise, the employee has t o  be 

confident that we are al I working with him for his benefit, and 

not assembl Ing evidence to justify getting rid of him . 

Then he comes to the N IPR for a comprehensive ps ychological 

assessment and In-dep th interview with a counsellor, during which 

he is given feedback from the assess ment, and he and the 

counsellor together deriv e  possible directions for the future. 
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Then the counsellor wr ites a report on their concluslons, copies 

of which are sent to the company as well as to the employee. 

Fl nal ly , we offer the option of a three-way interview In which 

employee, manager and the counsellor can discuss the report 

together. 

M:tnagement Studies Division has been trying out some pranl sl ng new 

instruments, and In my own division we have some ideas here too, 

to Improve the aspect of the assesgnen t which has to do with the 

way In which the person fits Into and relates to the organization 

and its culture. Th e  next step we have Identified In our research 

Is to app I y this on a more systemat I c rather than ad hoc has Is 

throughout an organization, or to assl t the organization tor 

implement Its own career development counsel I Ing programme, and 

monitor the effects of the progranrre so as to Improve the 

approach. 

Let me conclude, then, by saying that we cannot avoid the future. 

"6 a carn try \'18 have entered a period of very rapid and most 

probably very traumatic change. We are I ikely to see human 

tr�edies on a vast scale. ()Jr employees wl l I not, of course, he 

exempt fran th i s, nor will our organizations. In the face of this 

It Is essential to make counselling facl ll tl es available. But 

more than simply helping people to cope with change, counsel I Ing 

can empower people to he the ones who wl l I create a future worth 

waiting for. 
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I OCNT IF ICATION AND DEVELCR-1E NT OF MANAGERIAL POTENTIAL 

A Jordaan 

I NrnoDlCT I ON 

Ma n agemen t  has a I ways heen part of and a f fected by movement and 

thought i n  soc i ety. I ndeed , man ager i a l  ef fect i veness has  

i mp l  ! c at i ons  not on l y  for an  organ i sat i on' s success hu t a l so for 

the we l I -be i ng of any soc i ety. As we progress through the 

e ig ht i es i n  South Af r i ca w i th the accanp any l ng econan l c, po l i t i ca l  

and soc i eta l changes , i t  i s  c l ear that the demands made o n  

man agers are rap i d l y  chang i ng. Not on l y  does South Af r i ca l ack 

man agers ,  hut the process of  man agement l s  a l so be i ng redef i ned . 

Wh i l e  the re l at i ve accur acy of occupat i on a l  forecasts, proj ect i ons  

and scenar I o s  i s  dehatah I e,  I t  I s  accepted that South A f r  l c a  i s  

hath a deve l qJed and deve l op i ng co.i ntry , and that there w l l I he a 

cont i nu i ng need for sk l l  l ed and man ager i a l resources. 

Th e man ager of  tomorrow ( and  the e f fect i ve man ager even today ) h as 

been descr l hed l n d I f ferent ways. He i s very much part of the 

organ i sat i on ' s s urv i va l  str ategy : i t  has been s ug gested that both 

the s trateg i es and ef fect i veness of organ i sat i ons re f l ect the 

v a l ues and percept i ons of powe r f ul actors i n  the organ i sat i ons. 

There l s a need for a capac l ty to create and commun l cate a 

ccmpe l l i ng v i s i on of wha t  l s  des i red , and the ab l l  i ty to ga i n  

understand i ng and comm i tment to such a v i s i on fron s ubord i nates . 

Th ese ma nagers h ave been ca l l ed change agen ts  and transforma t i on a l  

l eaders ,  someone who mot i vates others to do more and to g o  beyond 

own expectat ions  of per fonnance. 
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The traditional source of managers In South Africa is wel I known. 

In 1986 more than 90% of South Africa's management was White and 

predanl nantly male. If organisations are to meet the current 

cha I I enge for change as embod I ed amongst others In the 

expect at Ions and demands of the \tiOrk force, managers wi I I need to 

be drawn fran other sources. However, If organ I sat Ions are to 

sur vive, more than ever before their managers must be compeJent at 

what they do. 

The emphasis on black advancanent has ushered in an awareness of 

the need for effective human resources and people development. 

The process of Identifying and developing managers - of growing 

managerial talent - has become an urgent need. All the more so as 

the process today cannot merely emulate the ways in which managers 

emerged In the past. The present-day organisation In South Africa 

has already entered a different historical time with its 

implications for changing ways of organisational functioning. 

IOCNTIFYING AND DEVELCPING MNiAGERIAL POTENTIAL: 

PO I NTS <F DEPARTmE 

Research indicates that organisations characterised by excellence 

have policies that pranote an organisation culture in which 

management makes a conscious attempt to develop subordinates with 

leadership potential. In discussing the identification and 

development of South African management potential, the need for an 

integrated development strategy has been spelt out. Statements of 

intent must be fol lowed by the development of comprehensive and 

integrated strategies to attain objectives. 

Various assumptions underlie this principle. The follo,,,ing are 

vitally important to the success of any programme aimed at 

producing canpetent managers: 
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Deve l opment strategies need to consider the d ifferent real ! ties 

that confront the organisation and the prospective manager ; 

To " grow" managers l mp l  l es a deve l opmental process that takes 

pl ace within the organisation and which must be Identified or 

described and used . I dentification of Individual potentia l 

must go hand- In-hand with identif ying grCMth-enhancing 

processes/situations/events in the organisation; and 

Co m mitment must breed cO'Tl mi1ment. M:! nagement must danonstrate 

its com mitment to trainee managers by disp l aying respect for 

the indiv idual . An Important WilY of CO'Tl mun l cat l ng this 

com m !  tment is by I nvo l  v Ing the trainee manager In the process 

of deve l op ment. Be ing inv o l ved fosters a persona l sense of 

ownership and cO'Tlrn l tment frO'TI the trainee. 

A K>DEL FOR IDENTIFY ING AND OEVELCJ> ING MANAGERS 

Against this backg round, the N IPR has deve l oped a mode l ( see 

Figure 1 )  for the Identification and deve l opment of managers . lh e  

d yncJT1 l cs of the mode l are discussed h y  briefl y Indicating hCM It 

impl emen ts the ahovementioned guiding be l iefs . 

Deve I opment strategies need to consider the d If ferent rea I it i es 

that confront the organisation and the prospective manager 

lhe main e l anents Invo l ved In identifying and deve l q:> l ng 

managerial potentia l ,  name l y  the person with his or her persona l 

backgrou nd, the manag�nent ro l e  itse l f , and the organisation with 

the demands of its external and Internal env I ronments, must he 

viewe d together continuous l y  (as I l l ustrated in the mode l ) . A 

f u  I I a ud It must be done of the ways l n which the organ I sat I on 

functions both on a forma l and informa l l eve l . Organisation 
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MODEL FOR DEVELOPING MANAGERS 
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s tructure and systems , as wel I as the value of different ways In 

which people Interact with one another In the organisation, must 

be cons ldered. 

To develop as manager the trainee must gain the necessar y  

theoretical and practl ca I 'know I edge and sk ii  Is. However, to 

develop competently the trainee must Identify with his or her 

management role. Unless the trainee manager feels reasonably at 

ease and secure In deal Ing with the changing and often ambiguous 

demands of a management position, his can mf tments to a training 

programme or the position will be lacking. 

ldent f f f cat f on of Individual potential m ust go hand- In-hand with 

identifying growth-enhancing processes/siuat f ons/events In the 

organisation and Involving the person in his development 

ldent f f f cat f on of potential ls a critical f irst step to s uccess ful 

peqJ I e deve l  qJ ment. There is a need for an integrated model of 

managerial competence as wel I as one for f ndlvldual competence 

that extends beyond the rreasurement of traits and ski I ls , and 

f I I um I nates other competencies that ex f st In the person. By 

canpar f ng these two models across a group of Individuals , 

management potential or its absence can be h f ghl lghted. 

In Identifying potential one wishes to predict canpetence that 

leads to effective job per for mance. Traditionally competence has 

been rreasu-ed by defining and testing for areas of knowledge, 

s k  f I Is and tra f ts re I evant to the requirements of a pos f t  ion. 

While these attributes are Important elements of canpetence, they 

are not the only ones. An assess ment must he made as well of the 

person's self -schema and what typically drives or directs his or 

her behaviour: by what process does the person per for m 

e f  feet Ive ly . 
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In the N IPR ' s view an important part of managerial canpetence 

therefore rel ates to the fact that a person has a un I que and 

I ndiv I dua I way of deal Ing wl th h Is or her env I ronnent and wl th 

interpersonal relationships, of problan solving and decision 

mak Ing.  

Peop I e wl I I prefer to use those behav I ours or approaches wl th 

which they feel most comfortable. No one approach or set of 

behav I ours Is best: each approach has f ts o,m strengths and 

weaknesses depending on the demands of the situation . 

While it is accepted that cognitive testing has its role to play, 

it is also believed that an assesgnent of n on-cognitive aspects is 

equally Important to facll ltate matching the person and the 

pos I tion. 

Development of the individual manager ts influenced not only by 

who and what the person is but also by his or her environment. By 

assess Ing and then informing the person of h Is or her 

character I st I c way of function Ing and how th Is re I ates to job 

requiranents, he or she is offered the opportun ity to becane more 

effective by developing Insight into own behaviour to organise and 

understand his or her relationships with others and the v.ork 

environment better. 

To illustrate meet John. He is a 24-year old trainee manager with 

a banking concern . After an initial unsuccessful attanpt at study 

he now wishes to continue his education particularly as he ls 

performing \'tell in his present position. This Is his third 

position - prior to joining the bank he had been involved In sales 

and running a gnal I business and had becane dlsil lusioned with 

both. 

His prof I le indicated that he is highly Intel I I gent. He enjoys 
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\\Ork Ing wl th Ideas and Is thoughtf ul In approach Ing a matter - he 

prefers to th i nk before he acts. Be i ng reflect i ve he ls more 

Interested In the Idea beh i nd the joh than see i ng results. He ls 

factually m i nded, caref ul w i th detal I, thorough and method i cal. 

He wan ts to get to the bottom of th I ngs and wan ts to kn o.,, more 

about the j ob be fore beg i nn i n g. He w i ll rarely jump to 

conclu s i ons and t s  slo.,, to make up h i s  m i n d. He I s more of a 

l i stener than a talker and t s  sen s i t i ve to the feel i n gs and needs 

of others. He re I ates we I I to others hut does not enjoy the 

" I  Imel lght". He ls not strongly assert i ve or compet i t i ve as he 

prefers to ach I eve through master Ing the task so that he i s  more 

i n  compet i t i on w i th h i mself than others. 

Wh i I e he enjoys an ordered and p I anned wor k i ng env i ron ment and i s 

happy to work wi th i n an ex i st i ng structure, he res i sts rece iv Ing 

cut and dr i ed i nstruct i ons on how tasks should he done. 

In compar i ng th i s  prof i le to h i s  joh demands a n umber of po i nts o f  

confl let becane clear. Hi s caut i ous, throughtf ul approach could 

he i nterpreted as i ndec i s i veness and an ab i I i ty to take r i sks. 

Coupled wi th h i s  certa i n  lack of assert iveness, he m i ght be 

cons i dered not c1T1b i t i ous enough. As management often requ i res a 

select i vely superf i c i al way of deal Ing wi th relevant Issues, h i s  

preference for gett i ng to the bottom of a matter could tr i p  h i m 

up. Hi s need for hannony could also Imply that he m i ght al ION h i s  

dec i s i ons to be i n fluenced unduly by the I i kes and d i sl i kes of  

others. 

It was sug gested that he use these po Inters to gu i de h i s  career 

development. John saw one Im med i ate appl ! cat i on :  he i nd i cated 

that he \\Ould l i ke to d i scuss h i s  prof i le w i th h i s  super i or who 

had shown cons i derable i n terest and encouragement for John ' s  

progress dur i ng the past year. 
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Research I nd l  cates a myr I ad of potent I al growth-enhancing 

processes, situations or events within an organisation. Most 

eventua l l y  rel ate to the process whereby the Individual becanes 

part of the organisation and where he or she has l earnt about the 

basic goal s of the organisation; the basic responsibil l tl es that 

are required of him or her In the ro l e  that he or she Is p l aced In 

as we l  I as which behaviour patterns are required for effective 

performance in that ro l e. In addition the guiding be l l efs of the 

organisation, or ru l es and principl es of acceptab l e  ways In which 

to perceive, think, feel and behave, must be l earnt and absorbed. 

The process of organisational social l satton, organisationa l  

Integration or organisationa l  accu l teration must take p l ace 

effective l y  if the trainee manager is to deve l op  credibi I l ty and 

c l out. It Is important to identify aspects that hinder or 

facl l l tate this process. 

In our I nvo I vement, two aspects are v J ewed current I y by N I  PR as 

Important In facil itating management deve l opment. Firstl y ,  

er I ter I a for performance that are specl f le  and agreed upon by 

superiors and subordinates need to be Identified. Expectations of 

performance shou l d  be made quite c l ear. 

Second l y , superior-subordinate (and  other) deve l opmenta l  

re l ationships emerge as Important and necessary for most young 

managers to achieve success. M Individua l l sed consideration of 

others as we l l as a deve l opmental or mentoring orientation towards 

st.Dordinates Is essential for effective l eadership today and 

deve l oping and effective l eadership of tomorrow. 

The mentor rel ationship and networking deal directl y  with the 

empowerment of the tra I nee and h Is ab i 1 1  ty to move towards the 

core of the organisation. 

l eaders, they need to 

If we wl sh to produce transformational 

be exposed to the examp l e  of 
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transfonnatl onal leadership. 

In conclusion, there are no quick -fix or easy answers to 

Identifying and developing managers, whoever they are. The 

success of these programmes hinges on an understanding and 

commitment to change throughout the organisation. 
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CHANGES IN O�NISATION CULTIRE : 

IWLICATIONS FOR Ht.MAN RESOtRCES PRACTICE 

Dr Jople Van Rooyen 

I NTROOlCTION 

South Africa Is a society In transition. lhe changes we f ace as a 

country Involve a need to reassess exl stl ng structures, systems, 

Ideologies, values, attitudes and behaviours. lhese changes are 

also reflected In changes required of organisations. South 

African organisations are microcosms of society and consequently 

serve as change agents spearhead Ing the processes of adapt at I on 

and change required to create a new way of life and a new culture 

for all our people. 

South A fr I can organ I sat I on s, In meet Ing the econ om I c and 

technological challenges of our times are, however, f aced w i th the 
very rea I prob I em of , on the one hand, a scare I ty of sk I I I ed, 

professional and managerial expertise and on the other, an 

oversupply of unskl I led and semi-ski I led labour. Organisations 

are also faced by an ur gent need for Increased labour 

productivity. 

In striving to develop organisations of excellence, management Is 

not only faced with challenges to deal with an Increase In change 

and uncerta I nty emanat Ing f ran the env I ronment extern a I to the 

organisation, but they also have to deal with changing labour 

resources wh I ch of ten are I ess experienced and I ess ab I e to dea I 

with organisational real itles than In the past. 

In times past Increased prod.J ct, financial and marketing expertise 

could largely assist organisations to remain viable. Present-day 
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danan ds however, anphaslze the importance of l abour resource 

planning, the deve l opment and utilization of hunan skll Is and the 

n ature of organisation social responslbll lty behav iour as critical 
Issues to ensure continued organisation competitiveness and 

effect lveness. 

OR;ANI SATION CUL.TIRE 

Present-day organisation effectiveness Is characterized by an 

ab i I I ty to adapt to change and by a rea I i zat I on of the 

Implications of adaptation for existing management systems, 

structures, procedures and techniques. An awareness of the 

importance of peopl e, their ski I Is, capabilities,  commitment ,  

cocperation and tru st has becane central to  the demands p l aced on 

managerial leadership. In adapting to change, managers must 

however have a c l ear vision of what the mission of the 

organisation ls; where It ls going and the lmp l ications of an y 

change on ex i sting organisation fU1ctionlng and on individua l  

values and ski l l s. Managerial l eadership must also rea l ize that,  

in recognition of  the qua l ity of  the  existing and avai l ab l e  l aba.ir 

resources and w I th respect for the Ir h uman d I gn I ty, there i s a 

need to danand (In the best sense of the v.ord) that each 

Individual worker shou l d  accept responslbll tty and hecome an 

Involved contributor In rrBetlng the chal l enges of our times. 

Adaptation requires team Involvement - but not team invo l vement 

through Increased participative management on l y .  }lp pl icatlon of 

the SWOT analysis principl e  Is required for groups and Individua l s 

to guide then Into acceptance of Increased co-responslhll ity for 

achieving effective chan ge. 

This ls no easy task. 

of managanent and 

organisation norms, 

Dealing with change may require a new style 

It wi I I require adaptation of existing 

values, traditions - It wl 11 require the 
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develq:>ment of new organisation culttr es. 

Generally speaking, culttr e  can be defined as a theory of the code 

of conduct to be fo I I owed and the nature of I I fe games being 

p I ayed by differen t groops or sub groops. OJ I ture can thus rel ate 

to a set of common theories of behaviour or mental programmes that 

are shared by groops of individuals. 

Or ganisations as social systans, and in their fun ctioning, are 

based on attr I butes of human s ymbo I i z Ing and the I earn Ing and 

behaviour patterning capacities of anployees - as such specific 

organisation cultures can develop. 

Throo gh leadership and In the canblning and Integ rating of 

ind iv I dual cu I tural norms, tradl ti ons and behaviours a spec If I c 

organisation culture develq:>s over time, based on specific 

structures and procedures, shared norms and va I ues, tradl t Ions, 

stories, myths and legends which guide worker behaviour and result 

In statements like 

"This Is the way things are done here" and 

"Th Is Is what we stand for" . 

Or ganisation culture can be cal led the nonnative glue that binds 

the organisation and its workers together, and such cultural norms 

guide people In their functional, professional, Interpersonal 

behaviour In the workplace. Accepted work behaviour can 

fur thennore differ for different organisations. 

Leadership fonns a core elanent of any organisation's culture and 

any strategy aimed at adaptation or restructur.lng the organisation 

< and consequently Its culture> Is therefore the res!X)nslbll tty of 

its management. Organisation culture Is, however, also influenced 

by the nature and expectations of employees, their experiences of 
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being accepted, of belonging and of being integrated I n  ( being 

part of> the organisation as a whole. Workers must experience 

meaningfulness I n  terms of their own qua I lty of \t,Qrkl ife and in 

the leadership and culture of the organisation within wh fch they 

are e mployed if com mitment, co-operation and trust are to develq, . 

CHANGI NG ORGAN I SATI ON CULTIRES 

Traditionally the work-place in South Africa is stl I I seen as a 

male danaln, Involving western, Industrial, f unctional norms and 

behaviours. 

M:tnaganent ( leadership) is generally accepted as white male 

domain. South African organisation culture thus predominantly 

tends to ref I ect wh I te, ma I e, i ndu stria I i zed and wes tern norms , 

standards and behaviours. Future expectations emphasize that due 

to a diminishing resource · of white males the nature of the 

work- force I s  bound to change. Increasing numbers of workers 

other than wh i te males are already functioning effectively at all 

levels of organisations. It must be recognized that these "new" 

anp I oyees hr I ng wl th than spec I f  i c cu I tur al va I ues, expect at I ons 

and behaviours which wil I I nfluence the existing organisation 

cu I ture. These "new" emp I oyees w I I I be new to each other; new to 

the system, new to their J ob demands and new to the bridging which 

they have to do in merging different and potentially confl f eting 

cultural role requirements. As the numbers of new employees 

increase and as they move I nto positions of leadership, changes I n  

organisation culture will occur through a process of cultural 

assertiveness ( cultural dif ferences instead of cultural 

similarities are stressed) , and through changes In organisation 

pol ! tics ( for exc1T1ple non-acceptance of tokenlgn or paternal ign 

and greater pressure for social and com munity I nvolvement) . 
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Ma naging an organisation's adaptation to demands emanating from a 

chang Ing extern a I environment Is a d If f I cu It and comp I ex matter. 

Having to manage Internal change requl ranents I Ike changing l abour 

resources, at the same time, further emphasizes the stress demands 

made on managers who are al ready over l oaded - or who are 

experiencing their own probl ems In effectivel y Integrating 

different cu l tural rol e expectations whil st deve l oping Into 

managerial positions. 

Organisation adaptation Is often attanpted by adding new systems, 

structures or procedures to the al ready existing way of doing 

th I ngs. Deve I opment Is thus seen as "add Ing-on" rather than 

"adapt Ing" accord Ing to the demands of chang Ing c I rcumstances. 

What of ten Is required, however, Is a need to change the cu I ture 

of the organisation In the process of adapting. A transition Is 

required which Invo l ves Identification of change priorities which 

need to be deal t with in the process of transforming the cu l ture 

of the organisation. Th is requires assesgnent of the exl sting 

mission of the organisation as refl ected against a vision of its 
futur e objectives and a real l satl on that in the process of 

transforming changes in the Internal functioning of the 

organisation wl l I occur. hl Important Issue that wl l I have to be 

dea It with Is the merg Ing of expect at Ions and worker v a I ues of 

peop l e coming from different cul tures. 

Ht.MAN RES<lRCE PRACTICES 

There is no doubt that the ro l e  of human resource practitioners In 

assisting organisations to adapt to change wl 11 becane more and 

more Important. They wi l l be cal l ed upon to recognise the 

imp I I cations of pol  l tical , Ideo l ogical and environmental change, 

to p l an accord i ng l y and to guide management In the processes of 
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strategic decision-making • .-Uman resource practitioners must p l ay 

a central ro l e  In the creation of new organisation cu l tures and In 

this process they are co-creators of a new way of I I fe In South 

Afr I ca. 

What are some of the I ssues 

Cl) There ls a need to be aware of the socia l ,  po l itlca l , 

econanlc and demographic changes taking p l ace and changes 

projected for the f uture In order to p I an for and guide 

and assist in meeting the organisation's labour needs. 

Cl I) A greater awareness of individual va l ues, needs, 

expectations and potential devel opment issues ls required 

(se l ection and counse l I Ing Issues). In dividua l 

adaptat I on I nvo Ives per son a I cho Ices wh I ch need to be 

made with awareness of  the lmp l  ! cations of decisions for 

own heh av i our and acceptance of res pons I b I 1 1  ty for own 

deve l opment. B::>th indlvidua l and organisation wll I have 

to adapt - but according to c l ear l y  defined objectives 

and stated target-resul ts. Th ere Is a need to know where 

you are going, how you are going to get there and how to 

eval uate your success on arriv ing. 

C i  I I > Individuals must be devel oped to become agents of change 

of their own circumstances. Th is woul d Inv o l ve training 

f or instance In se l f awareness; training for f unctional 

ef feet I veness; tra In Ing for career deve I opmen t; tra In-

i ng on how to deal wl th be Ing an "O" amongst "X"' s and 

training In negotiation , hand l ing of stress and network­

ing, to name hut a few priorities. Training is required 

to deal with change, not on l y  as l eaders and the l ed, but 
as equa l  partners In the creation of a new organisation 
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C i v) Increased anphas l s Is needed for l eadersh i p  tra i n i ng to 

assi st In deve l op i ng worker co-operat i on and trust 

through Invo l vement, mentor i ng, sponsor i ng and 

counsel 1 1  ng. 

( v) Organ i sat i on soc l a l l zat l on w i l l  have to become a central 

thane of whatever form of \'Orker Induct i on Is fo l l <=Med. 

As part of th i s  soc l a l l zat l on workers coul d for Instance 

be made aware of canmun l ty devel q>ment projects wh i ch may 

be of benefi t  to them ( for examp l e  l i teracy tra i n i ng> or 

w i th wh i ch they cou l d  becane Invo l ved thanse l ves. 

( v i )  Issues wh i ch shou l d not be over l <><*ed are the real l ty of 

some form of back l ash as cu l tural assert i veness starts 

tak i ng pl ace ( e. g. wh i te ma l e back l ash), and the 

res I stance to change and stress because of change wh i ch 

emp l oyees at a l  I work l eve l s  w l  I I exper i ence. 

( V 1 1 ) A real resu l t  of change can be empl oyee and manager i a l 

anx i ety. Fee I I ngs of anx I ety may re I ate to fears of 
uncertai nty, fear of fa i l ure, fear of redundancy, fear of 

be Ing "over-run" by others Ceg \'Omen, non-wh I tes> and 

thus l os i ng contro l ,  etc. In the hand l Ing of such 

feel I ngs of fear and anx I ety a I oss of product Iv I ty , 

comm i tment and trust can resu l t  and an escal at i on of 

confl l et can be exper i enced. 

Tra i n i ng, based on Ins i ghts of change requ i rements emanat i ng from 

Ind i v i dual s and the env i ronnent, Internal and external to the 

organ i sat i on, seems to be a h i gh pr i or i ty for human resource 

pr act I t i  oners of the future. 9<. i I Is requ I red need to I dent If I ed 

and procedures for sel ect i on, p l acement and deve l opment need to be 

formu l ated to create a growth env l ronnent w i th i n  wh i ch peop l e from 
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d I f  ferent cu I tures can, through a process of evo l  u t  I on, create a 

new workpl ace cu l t ure. 

We are ca l l ed u pon to assist not on l y  I ndividua l s  to manage 

personal change hut to assist I n  managing the organisation through 

change - to ass I st I n  ha I anc I ng h u man needs with those of the 

organ i sat I on. 

C l ear l y ,  therefore, the ro l e  p l ayed by the execu tiv e  and l ine 

management in creating a new cu l t ure I s  vita l .  It I s  un i l ke l y 

that a progran deve l oped by h unan resource specia l ists w l l I be as 

acceptab l e  as one I nitiated and deve l oped by the peopl e  

res p:rns l b l e  for I ts execu tion. 

I n  final anal y sis however, we must remem ber that the issues facing 

h u man resource practitioners in their deve l opment of other workers 

are a l so the I ssues they themselves w l l I have to attend to. 

We must remember that I n  t he process of assisting others to adapt 

and trans form we al so need to assess our ONn preferred ways of 

operating and to question the re l evance of our existing knowl edge 

and expertise. We mu st accept that I n  assisting the o l d  to make 

way for the new we may a l so have to change. 
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RESI STANCE TO QIAN<£ AND ADVAtCBENT : GU I CEL l tES FOR I NTERVENTION 

Dr P E Franks 

I want to expand on some of the po f nts made about change by the 

prev ious s peakers. O, ange f s  happening In the \\Orld context, not 

only In the South African context. The whole wor l d  Is going 

through what ls cal led the f nfonnatlon revolu tion, which Is going 

to change the way we produce th I ngs and the k Inds of products we 

produce. At the sane t lme the \\Or I d ls go Ing through an econan I c 

realignment, and nobody knows where that will end. The third 

world countries are saying that there must be a different sharing 

of economic real I ties , and first world countries are saying, 

" ma ybe, but we don't know how to do It yet" .  

The whole world Is In a moment o f  rapid change. Within this, 

South A fr I ca Is go Ing through what one cou Id ca I I a 

soc I opol i ti co-econanl c real lgnment - nobody knCMs where that wt I I 

end e I ther. It t s  not just f n South Afr J ca that we have to dea I 

w I th change. World literature on management shows there ls a 

concerted search going on among management special t sts , of al I 

types and t n a I I cou ntr f es. They are search Ing for modes of 

management that are appl ! cable to the present time, and to 

particular envlrorments. This presents an enonnous challenge, and 

South Africa Is a kind of test tube of the whole world, providing 

us wt th a perfect ml I 1 1  eu In which to vork and search for new 

management modes . 

Resistances arise from conflict of Interest, e . g .  someone is going 

to I ose his j oh and someone is go Ing to get It. Th Is makes for 

conf I t ct w I th f n the work s I tuatlon, espec t a  I ly w t  th the changing 

political situation. 
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We are mov Ing, In South Afr I ca, fran what we cou I d term "baasskap" 

( ju st to avoid any ideologies) , which ts where we have cane from. 

This has been the mode of management, the white leadership 

pr incl pl e. 

The manager has to face the fact that th Is change wt 11 create 

conf I i cts of interest. Entrenched Interests are going to be 

shaken up wl thin the company, and by compan I es themselves. Sane 

canpan I es that have been with us for a I ong time may go ou t of 

business because they cannot adapt to the changes. Habits , 

attitudes, etc. from the past (e.g. "baasskap" - what the old 

social psychologists like to call, "survivals fran the past age 

which renain in the new , caning age" ) wl 1 1  not change read I ly. 

t-bst important I y, change I tse If creates fear. Not necessar 1 1  y ,  

towards anything or against anybody in particular, i t  just creates 

fear or what we could cal I stress. This requires sensitive and 

j udicious management. 

In our envirorment we are ex:perlenclng much change and political 

rea I i gnment, and we are stu ck  w I th the history of poor education 

and bad relations between groups. This is not going to be easy to 

overcome. 

Fran the research we have done in the Hu man Development Division 

over the last four or five years the fol I01 ing problems seen to be 

common to most companies in South Africa: 

* UPWARD AND DOWNWARD COMMUN ICAT IO N 
* D ISCR IM INAT ION/FAVOUilT ISM 

Selection 

Ca reer Development 

Conditions of Service 
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* 

* 

* 

RES I STANCE TO CH ANGE 

ANT AGONISM TOWARDS L ABO� U NIONS 

ATTITUDES AND H ABITS (e. g .  Ba asskap )  

ALL CF THESE ARE lf\FLUE l'CED BY CHANGE IN  THE S OCIOPOLITICAL 

ENVIRONME NT.  

There are problems of communication, both upward and downward. 

The CEO' s orders don' t get d011n, and wh at' s going on at the bottom 

never gets to the CEO. So there is a lack of knowledge within the 

canpany as to wh at is actually going on. 

Di scrim i nation and favour l ti sm go without saying . Favouritism is 

I inked with 'discrimination in the sense that It  seems to be the 

I imitl ng case. lhere is very littl e in the I lterature on the word 

'' favouritism. "  found one book publ I shed In the 1950 ' s  refering 

to it in Britain, but very little elsew here. Yet, it seems to be 

the core issue in discrimination. People give out their favours 

to those they like, they don' t give them to those they don' t I Ike ;  

Its as simple as that. Discrimination and favouritism af fect 

selection, career deve I q:>ment, and cond I t  ions of service. Dr 

Verster ' s research w I th one company showed that the way in which 

whites look at remuneration differs very r adically from the wa y I n  

which blacks look at remuneration. Part of this is the history of 

conditions of service that each group h as - that whites are being 

paid far more than blacks. In fact blacks are stil I at a 

stbsl stence level. repeat the point Laurie Schlem nar made, that 

whether the person in the black community is employed or 

unanp I oyed real I y makes no difference. lh ey are a I I affected by 

unemployment. Each employed person is supporting more or less 

eight to ten people. So they are not free of the unemployment 

situation, even if they hold a job for twenty years. They are 

stl l I within the situation of unemployment. 
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Resistance to change wi I I be mentioned last, for in some ways it 

sums up all of these processes. 

Antagonis m towards I abour unions - an not propos I ng that one 

shou I d  I ove I abour unions. Al I an saying is that there is a 

habit or an attitude towards I abour unions which negates them 

before there have even been any neg otiations. Th is attitude ls 

very preva I ent among white ma I e managers. This antagoni sm does 

not al I OI  the develq, ment of healthy labour management relations. 

Attitudes and habits exist within a 1 1  c011pan i es, our o,m I s  no 

exception. These attitudes and habits take a long time to change 

and one cannot just dismiss than or get rid of then very easily at 

a 1 1 . 

All of these factors are influenced by the changing sociopolitical 

env I ronnent and res I stance to change I s  evident In a I I of these 

factors ; this l s  my major topic of discussion today. 

RES I STANCE TO CHANGE EFFECTS THE FOLLOW I NG PROCESSES I N  

OffiAN IZAT I ONS: 

* THE GENERAL Ht.MAN RELAT I ONS CLl�ATE 
* THE lfl.PLEMENTAT I ON OF COMPANY POL I CY 
* CQ\11MJN ICAT I ON 
* SELECT I ON AND PLACEMENT 
* ADVA NCEMENT I N  GE NERN... 
* PERFORMANCE APPRA I SALS 
* TRA I N I NG AND DEVELOPMENT 
* I NDUSTR I AL RELAT I ONS 
* GR I EVA NCE PROCEDLR ES 
* PRODUCT I VI TY 
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If we look at what kinds of processes within the organization this 

resistance to change can affect, we find that It affects the whole 

organization. There I s  n othing that escapes fran It. Ol ange, and 

resistance to change, affect the general human relations climate, 

the morale within the canpany or organization. 

It affects the Implementation of canpany pol lcies. They can be 

sabotaged at any level - communication, as we talked about, 

selection , placements, advancement In general. By general I mean 

that advancement and career development Is not the process of 

choosing one person and advancing him , and then the canpany Is 

"OK". It Is a matter of adva·nc i ng, or as Dr van Rooyen ment I oned, 

redesigning or "transforming the organization" . It ls the 

advancement and development of the organization in general. It is 

n ot picking out one group and label lf ng than as those who need to 

he advanced, but it ls In fact advancing the whole organization . 

Performance appraisals are affected by resistance to change and by 

change� training and development, Industrial relations, and 

grievances procedures are also affected. 

Al I of these processes contribute to productivity. 

The reason we are I ook r ng at res I stance to change and change 

I tself is that we want to get our organizations to be prodJctive. 

It is not a matter of pushing one political viewpoint or another, 

it Is really a matter of how \..e make our organizations 

product Ive. If we ref I ect on the h I story of South Afr I ca, It 

could be said that we have been In a strike situation for perhaps 

the past 50 years. wonder If we have ever had productive 

organizations? The assunptlons made In much of the I lterature Is, 

"Wei I, we did have productivity before this black advancement 

thing cane along, and nON we don't, but we must just get back to 

where we were". I don't bel I eve it is I ike that, I think we 
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should lod<. for the opportun t t t es t n  the situation and try to move 

on to real productivity. 

Some of the strateg i es for res i st i ng change 

These are just some of the strategies for resisting change that we 

have come across through our research. Human resources managers 

should be aware of these. 

A I 1 st of resistance stra tegies fol f ews. These can be divided 

In to overt ones and covert ones. There are those that you can 

see, and those that are very difficult to see. 

SCME OVERT STRATEG I ES FOR RES I ST I NG CHANGE 

* BLATANT' D I SCR I M I NAT I ON 
* ANT I -UN I ONS-FOR-BLACKS ATT I TUDES 

* BLOCK I NG ADVANCEMENT 
* NOT TRA I N I NG CR DEVELOP I NG SUBORD I NATE S 

* BLOCK I NG Ca.1MUN ICAT I ON 

1 .  Blatant discrimination 

Overtly , there is just blatant discrimination. lhls t s  quite 

c I ear in many comp an I es , and not even h i dden by the peop I e 

one Interviews ,  which t s  quite s ur prising In this changing 

situation. 

2. Anti-unions- for-blacks attitudes 

Th e-anti-unions- for-blacks attitude, which we hav e talked 

about before. 
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3 .  Blocking advancanent 

In compan i es we find situations where a manager w i l l  tell you 

he would advance someone, and he has tried, but f t  Just gets 

blocked at the regional level or wherever. Or the 

appl I cation Just does not get processed. 

4.  Not train i ng subordinates adequately 

The best method for training subordinates Is within the 

canpany, on the Job. I am not sayin g  that training courses 

are not any good, I am really Just saying that the best means 

of training ts on the Job where the person has to do hands-on 

what ts requ t red of h f  m In that Job. Th f s does not happen 

enough In most of the canpanies we researched. 

5 .  Blocking canmuntcatton. 

This can he done In an overt way . 

Some of these f tans are repeated bel °" ,  because they can be done 

overtly or covertly. 

SOJIE COVERT STRATEG IES FOR RES IST ING CHANG: 

* 

* 

* 

* 

* 

* 

* 

* 

* 

* 

* 

SETT ING PECPLE UP FOR FA ILURE 

B IASED APPRA ISALS AND SELECT ION 

B_OCK I NG ADVANCEMENT 

BLAM ING THE V ICT IMS CF MANAGEMENT M ISTAKES 

NOT TRA IN ING SUBORD INA.TES ADEQUATELY 

SEE ING AND HEAR ING WHAT ONE WANTS TO 

SUBVERT ING COMMJN ICAT ION CHANNELS 

SUBVERT ING GR IEVANCE PROCEDURES 

D ISCRIM INANT APPL ICAT ION OF RULES 

HOARD ING INFORMAT ION 

CREAT ING A CL IMATE FOR INDUSTR IAL CONFL ICT 

ALL CF TIESE H U IER THE OJG\NISATION'S PROOOCTIVITY 
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1. Setting people up for failure 

One of the problems wlth a lot of black advancement programs 

where they have concentrated on pranotlng black managers � 

se and do not look at promoting blacks ln general, ls that 

they set people up for failure. They put than lnto 

situations that are Impossible to handle. Then they fall and 

management says "we tried and It doesn't work so we w t  11 just 

revert back to where we were be fore". 

2. Biased appraisals and selection 

Biased appraisals, Including Jon Taylor's notion of test bias 

has been looked at in the NIPR. This ls more covert In the 

sense that the person can't really say "I failed on that 

test, but the test Is inadequate" because they are not in a 

position to question the test. Th is Is a covert type of 

resistance to change. 

3. Block ing advancanent 

Blocking advancement can be done covertly as well as overtly . 

4. Blaming the victims for management mista<.es 

This is qu I te common In compan I es. I was in one compan y 

where management decided to change the kinds of clothes 

emp I oyees were go Ing to wear. It turned out the women di d 

not I i ke the c I oth i ng they were gt ven - these were very 

flimsy , very thin and left the women very open to the men as 

such. !Vanagement had not thought of that. Th ey j ust locked 

for a cheap cloth to use In making the uniforms. Managemen t 

then canp I a i ned that the \\Omen were not happy wt th the 

uni forms; they cou Id not rea I I y comprehend what was go I ng on 

and why the \\Omen were unhappy with this management mistake. 

There had been no consul-tatlon with the people as to whether 

the cloth would be suitable. Even when it was pointed out to 
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than , management were s ttl I reluctant to see the point people 

were making. 

5. Not training s ubordinates adequately 

Often anployees are not really given s ufficient detail of how 

to perform a task. 

6. Seeing and hearing what one wants. This Is a really general. 

statement. People, through their attitudes and habits from 

the past, tend to see what they want to see, they don't try 

to search for what there Is to be seen. Th Is Is an 

Important role for managanent to play - to I od< for what 

there Is, rat her than say Ing "oh, we've seen that he fore, 

that's what It lod<.s like" , and J ust carry ing on. 

7 +8 Communication channels can be sub verted, grievances 

procedures can be s ubverted. Perhaps the SATS strike tel Is 

us something about that, though ft Is difficult to tell at 

this time. 

9. Discriminant application of r ules. This ts a habit fran the 

past which ts very difficult to break. 

1 0. The hoarding of l nfonnat l on. This brings us to one of the 

cruxes of advancement. If employees do not have access to 

tnfonnat l on within a conpany , It Is not possible for than to 

move up In the company. It Is very easy for In format I on to 

be hoarded. 

1 1 . 0- eattng a climate for industrial conflict. This Is s imilar 

to setting people up for failure, but it Is setting people up 

for situations which can then break out into industrial 

confl l et and unrest. A manager can make a racist remark 

which he then denies. This creates a strike, or whatever. 
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People can create situations very easily In a tense climate. 

Management has to he exceedingly careful to ensure that those 

stlmul I do not occur. 

SQ.1E OF THE I ND ICATOOS OF BAAS9<AP I N  ORGAN I ZAT I ONAL 

MANAGEMENT 

* ATTEMPTS TO CREATE AN I LL US I ON OF DEVELOPMENT 

* EXCLUS I ON OF BLACKS FROJI DEC I S I ON MAK I NG 

* THE DEMAND THAT BLAO<S ADAPT TO "WH I TE EXPECTAT I ONS" 

* HOARD I NG OF I NFORMAT I ON BY NON-BLACK STAFF 

* D I SREGARD OF THE PROOLEM OF WH I TE RES I STANCE TO CHANG:: 

* CONS I STENT APPO I NTMENT FROJI OUTS I DE THE ORGAN I ZAT I ON 

* PERFUNCTORY BUT . I NADEQUATE PERFORMANCE APPRA I  S.AL AND 

DEVELOPMENT 

1. Attempts to create an I I lusl on of development within the 

organization are doaned to failure. On e  cannot raise a few 

blacks to management level In functions such as Personnel and 

expect that this wl 11 satisfy black aspirations in general. 

Half-hearted attempts at development create more problems 

than do i ng nothing, and they help to further entrench 

"baasskap" within the organization. The exclusion of blacks 

fran decision making in our country and in our organizations 

l s  a sign of "baasskap". 

2. The white leadership principle, "baasskap", has tradl tl onal ly 

excluded black South Africans from the decision making 

processes within organizations, as well as In the government 

of the coontry as a whole. ()-ganlzatl ons run the risk, hy  

not Inc I ud Ing a 11 staff In the decl s Ion mak Ing process, of 

being misin formed as to what the real l stl cs in the 

organ I zat I on are. If the management wants the organ I zatl on 

5 6 .  



to run smoothl y and pro<ilctiv e l y  it needs to inc l ude, 

especia l l y, b l ack staff in the decision making process. 

The demands that b l acks adapt to white expectations. The 

be l ief ( present I n  the l iterature on manag eme n t  advancement> 

is that organizations are run by whites and., therefore, f f  

b l acks want to be I n  than the b l acks must adju st to the white 

organizational  cu l ture. The who l e  country t s  changing,  and 

organ izations hav e to change too. There t s  no way one can 

expect b l acks to give up their l f ves to work in the company. 

The idea of putting b l acks I n  white m f dd l e c l ass suburbs and 

thinking this w t  11 create b l ack managers w l  11 not work at 

a l  I, I t  f s an i I l u s t  on of deve l opment. 

4. The hoarding of information by non-b l ack staff. This has 

been dea It with previous I y. However, f t  f s an important 

factor., and f t  happens wt th I n  canpan l es, where e. g. b I ack s 

don ' t  know what goes on l n the company because nobody te I Is 

than. They do not get access to the informa l I nformation 

n etworks. 

5. The disregard of the prob l an  of white resistance to change. 

This is not easy to deal with. But, at the same time, cannot 

be disregarded. ( This wl 11 be discu ssed further in the 

"Guide l I nes" which fo l l ow. > 

6. The cons l stant appo l nime nts of peopl e fran outside the 

organ i zat I on. This creates many prob I ems and is a way of 

ma I nta in i ng "baasskap" in the sense that you are hr i ng i ng 

someone who doesn ' t  know the situation into the situation to 

do a managerial job. Th is does not show peop I e within the 

organization that they can actua l l y  move up. It I s., I n  fact , 
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1 .  

te l I t  ng them they can ' t.  I t  l s  I I ke te l l i ng than to l eave 

the organ i zat i on and try to come back , perhap s  then they can 

move up.  

Perfun ctory bu t I nadeq uate perfonnance appra i sa l  and 

deve l opment. In  the compan i es researched, th i s  was a maj or 

source of i rr i tat i on to b l ack sta f f. "Th ey fee l that they try 

and do the i r  j ob and when I t  comes -to the I r  appr a r sa I they 

are to l d, I n  some cases, to s l g n  the appr a  I sa l w t  t hout even 

hav i ng d i scussed I t  w i th the i r  super i or s .  

These are some I n d i cat i ons  o f  what we are dea l I ng w i th i n  ou r 

ca.i ntry , the k i nds of orga n i z at i ons that h ave cane to u s  from the 

past.  We are dea l I ng w i th organ i zat i ons  w i th the i r  past s .  We 

can not s imp l y  set up new orga n i za t i ons , we have to ·try to change 

the organ i zat i on s ,  to deve l op them. 

An attempt t s  made here to l ay out a strateg i c  approach to dea l l n g 

wt th th I s  i ssue .  ( A d i agr am  wa s shown s upport I ng attanpts  to 

conceptua l i ze what a s trateg l c  man agement process was abou t . ) 
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Behind the eye Is a danand for creative strategic thinking which 

Is a search. The answers are not known. We have to look at what 

there Is and look at possibilities and alternatives for the 

future. 

The mission of the organization can be compared to a lens In front 

of the eye - the reason for the organization. Qie has to know 

what the organization Is attempting to do. 

Through the lens we look at the organization In Its context in the 

external environment. In the organization \..e lock at the 

capab J 11 ties and I 1 ml tat ions of the organ I zatl on as It current I y 

exists. In the external environment we lock for opportunities and 

risks. We keep an eye on the risks as we move fran the past to 

the present Into the future. In terms of deal Ing with resistance 

to change and dealing with change, the following 1 7  guidelines 

were I a Id out for a process that a canpany shou Id  go through In 

order to try and search for a mode of management applicable In our 

multicultural society. 

GU IDEL INES 

DO: 

t .  Cl.AR IFY THE M ISSION 

2. KNON YOUR CONTEXT 

3. ESTABL ISH VIS ION OF THE FUT�E 

4. CONSULT 

5 .  LET THESE CONSULTAT IONS GU IIE YO� STRATEGY 

6. FORMULATE AND FRAME INTERVENT ION POS IT IVELY NOT NEGAT IVELY 

7 .  ESTAB.. ISH A CLEAR AND UNAMBIGUOUS POL ICY 

8. REASSURE THOSE THREATENED BY THE CHANGE 

9. TREAT BOTH OVERT AND COVERT RES ISTANCE F IRML Y AND 

UNAMBIGOUSLY 
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1 O. ADVANCE PEOPLE FRCJ.1 WI TH I N  THE ORGAN I SA Tl ON WHEREVER 

POSS I fl...E 

1 1 . CONFRONT I NEQUAL I TY 

1 2 . BE ALERT TO PREJUD I CE AND FAVOUR I TSM 

1 3. USE Q\1BUDSMEN, MENTORS AND CHA� I ONS 

1 4. DO NOT : 

TH I NK THAT PALU AT I VE GESTURES WI LL SA T l  SFY GENU I NE 

GR I EVANCES 

- MAKE RASH AND HURR I ED DECI S I ONS 

I GN�E ANY PERCEPT I ONS OF ANY PART I ES CONCERNED 

- TN<E EMPLOYEES ' S TATEMENTS TOO L I TERALLY  

1 5 . BEWARE OF TOKEN I SM 

1 6. i4PPROACH THE PROCESS I N  TERMS OF GOOD MANAGEMENT 

1 7 . CONT I NUALLY MON I TOR AND REASSESS 

Firstly, the mission of the organization has to be clarified. The 

CEO and, in the coming trend In South Africa, the Human Resources 

Managers, would have to be proactive in in forming their CEOs about 

what is actually happening. The role of human resources managers 

would have to broaden, as is seen in some companies where they are 

nON becaning man aging directors. 

Se condly ,  one has to know the context. W3 have to knON both the 

organizational context and the external sociopolitical context in 

which the organ I zat Ion exists. Th ere are a number of processes, 

or techniques we could use, such as scanning, monitoring, and 

scenar I os. 

1. Scanning can be used for scanning the external enviromient, 

e. g. one can scan newspapers, what one sees every day as one 

goes arar nd the external environnen t, as well as loc* l ng at 

the Internal environments of the organizations themselves. 

The Japanese managers talk about "walking arou nd". One of 
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the J obs of the chief of ficer is to walk ara.J nd the factory , 

know what Is going on at the floor level, not J ust sitting In 

the office. Scanning Is a more intuitive process, there are 

no guidelines or checkl lsts for what Is or is not happening. 

2. Monitoring Is to monitor both organizational indices, social 

Indices, and the general soclq>olltica,I envlrorment, lod<. ing 

at iss ues and trends that have been identl f ied through the 

scanning process and trying to fol ION than more systematic­

ally. Monitoring ls an anal yt f c  process , not an intuitive 

process. look Ing Is done careful ly and systematlcal ly so 

that one keeps up to date on what is happening. 

3. Scenarios. We do not have many examples of scenarios in the 

South African context. Cl em Su nter of fvl g  Io Amer lean Corp. 

has produced one. The major aim of scenarios is an attempt 

to lod<. at different f utt.r es in order to question our present 

and habitual assumptions. Scenarios help us question our 

asslJllptlons and lock for alternative ass unpt f ons , thereby 

looking for opportunities in the future that may emerge with 

change. 

The two processes rrentioned above, I.e. clari fy f ng the 

mi s s ion and know i ng the con text have to be done be fore any­

thing else. lh e  organization has to estab l f sh its v f sions of 

the future. We need to ask what are the opportun f t f es and 

r I sks. 

4. lh en one needs to consult wf th al I .  levels in the organiza­

tion. Partlcipat f on should not become j ust another 

" bu zz'i\Ord" but f t  should be what we do. If an organlzat f on is 

to know what is go Ing on w l thin It, It needs to use these 

senses ( a I I the peq> I e pl aced in the l r d I f  ferent positions 
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within the organization) . Further, the organization needs to 

get al l these perspectives Into the decision making 

process. In this way we wt I I  have an Idea of what is 

happening to the who I e organ f zat f on, and not Just have one 

perspective which may be bl f nded by l enses ( habits and fears) 

pushing in unproductive directions. Consul tation, therefore, 

t s  the fourth major gu t del f ne for an organization. A cl ient, 

personnel manager from a mining company, when questioned 

whether there were potential bl ack managers crnongst his 

empl oyees repl f ed that there were five. However, these 

potent I al managers had .never been consul ted on the process. 

When I suggested it, he admitted that it had never occurred 

to him . Consul tations shoul d gu ide s trategy wherever 

possibl e, so that the formul ation and Impl ementation of 

strategies are Intimatel y connected. 

5 . On e  of the problems with bl ack advanc6Tlent progrcrns and equal 

opportun I ty programs Is that the formu I at ion and fr am Ing of 

the intervention are negativel y rational ised, e. g . , they say 

"there is a shortage of managers, therefore we have to bring 

bl acks Into managanent, therefore we are anpl oyl ng this 

process" . It Is imp I I ed that anyone who wants to sabotage 

the process Is free to do so. The sahoteur Is st.t> tl y being 

tol d "We ( the company) are not serious about this, we do not 

see any benefit to the company , al I we see l s  that we have to 

do It" or, "we are be Ing pressured into do Ing It" . 

It is important to formul ate and frarre the Intervention 

positivel y instead of negativel y .  It hel ps if we l ock at our 

assumptions. Our assumptions have been that, because we have 

pl aced bl acks In subordinate positions, this l s  where they 

must al ways remain. This l s  a sel f-ful fil I Ing prophecy which 

we keep buil ding up on. 
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6. One needs to establish a clear and unanbtguous policy . One 

needs to spend a great dea I of t t me work f ng out the po I t cy 

and making tt known to al I levels of sta f f, so that it ts not 

a secret held by the CEO and a few people at the top of the 

organization, but becanes a concerted policy of the 

organ t zat l on. Aga t n, th Is shou Id be phrased in post t Ive, 

rather than negativ e  tenns. Th ts wt I I help to get the 

process of change wt th t n the organ t zat ton t nto a post t t ve 

rather than negative mode. 

7 .  There ts a need t o  reasstr e  those threatened by change. 

8. At the same time, both overt and covert resistance has to he 

dealt with firmly and unanhlguously. It places the human 

resources manager and the CEO in a del tcate situation, the 

essence of which Is J ud gement and sensitiv ity. 

9. Again, wherever possible, we should advance people within the 

organization, to bulld morale and to build the organlzatlon' s  

new culture. 

1 0. We have to confront tnequal tty In the same way that we 

confront overt and covert reslstance. 

1 1 . We have to be alert to preJ ud J ce and f avourtt fgn .  

1 2. Use ombudsmen, mentors, and champ J ons f f  appl I cable. But, 

wlth the provlso that thls does not mean that the process can 

J ust go with an anbudsman, a mentor, or a champlon. The 

process needs to hav e the J nvolvement of al I managerial 

I eve Is r n the process, otherwt se It wt 1 1  not work as a 

developmental process, but wt I I nerely be an Intruding 

technique, attracting resentment. 
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1 3. There are a nu m ber of "do nots" . Past exper J enee has shown 

us that people are w l l I Ing to do these things. 

* 

* 

* 

* 

Do not think that pall lat l ve gestures w l l  I satis f y  

genuine grievances - they never wl l I and they w l l I ma ke 

the situation worse than It was to start with. People 

get very d I ssatl  sf I ed when they th Ink they have been 

brought Into a game that goes nowhere. 

Don't make rash and hurried decisions. Think caref ully 

and strategically . 

Don't Ignore any perceptions of any of the parties 

concerned. Everybody 's perceptions have some val l dity . 

One often has to look for that val l d l ty,  but It us ually 

Is there. 

Don't take employees' statements too I iteral ly. Often 

people say things In anger and the CEO says "that's 

rid I cu I ous,  therefore your demands are r Id I cu I ous". One 

has to understand that people are often talking 

poet i cally or s ymbol teal ly about something. What they 

are try Ing to get at Is someth Ing deeper dONn. If one 

ignores the symbolic statement, one perhaps Ignores a 

warning at one's own ris k. 

1 4. Beware of token Is m,  It too w 1 11 create more prob I ems than It 

wt I I so Ive. 

1 5. The whole process has to he approached In tenns of good 

management, development of the organization, and In terms of 

raising productivity. It Is not a party political l ss tB. It 

Is an Iss ue concerning Intra organizational politics. A 
manager does not want to get Into any political debate with 
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any of his sta f f. On e  needs to lod<. at it as a problan of 

organ lzatl onal dev e I cp m ent. 

1 6. Continua ! ly monitor and reassess the situation. The 

s ituation I s  never s tatic and wll I always change. 

In conclusion, I woul d  llke to say that this process, although I t  

I s  d I f  f I cu It, presents an enormous cha 1 1  enge for human resources 

manag ers. Qir response, creativ e strateg I c thought and act I on 

w t i  I l n the years to cane , hope f ul ly , b ear fru I t. 
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QlEST I ONS AND ANSWERS 

MAUER 

I am sur e  that the st imu l at i ng t houghts  of our speakers are go i ng 

to resu l t  i n  a n umber of quest i on s .  

Quest i on:  

' Af f l nnatlve Jlctl on' l s  I I ke a red rag to a bu l I to the govern i ng 

party today. Yet the concept ls  an o l d  one pract i sed by that 

party for the I ast forty years 1 n consol l dati ng 1 ts own supporters 

i nto pos i tions of power i n  the Cl v i  I Serv i ce and san i -sf-ate 

i ndustry . Ire ""3 now faced wl f-h confl l ct l ng  ' af f i rmative acti on' 

progranres? 

TAYLOR 

That ' s a rea l m i ne- f i e l d to try to p i ck u p !  

I t ' s  a que st i on o f  pr i nc i p l e. Af f l nnat lve  act i on a s  a pr i nc i p l e 

has a ro l e  to p l ay . I t  needs to be moved out of the context o f  

r ac i a l d i sc r im i n at i on and I know that we start mov i ng i nto the 

area of semant i cs when we try to d i f feren t i ate between one and the 

other. t h i nk that the context I ' ve tr I ed to exp I a I n  I s  that we 

I I ve i n  a country i n  wh i ch there has been a great dea l of rac i a l  

prej ud i ce. Th e d i sadva ntaged grou p i s  I den t i f i ed as the 

h i stor i ca l l y  d i s-en franch i sed groups,  and those are the groups  

w here a f f i nna t l v e  act i on n eeds to occu r ,  a s  I see i t. 

But th i s  i s  a s ubj ect i ve th i 11g and i t ' s  a re l at i ve percept i on .  

Th a t' s not to say th i ng s  aren ' t go i ng to c hange i n  the  f uture, hut  

I agree w l  th the po i nt that you make and I ' m not s ure i f  I ' ve 

a n swered your quest i on .  
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Quest I on: 

I f  current tests deve l q,ed by N im are b i ased., what I s  being done 

to 

( I )  renove the b ias frCJ11 the tests 

U I> w i thdraw these tests fra1 the market and 

( 1 1  I )  deve I q, new tests. 

TAYLOR 

o.K.  That's a comprehensive question. 

three po I nts. 

I ' 11 work through those 

The question of ranoving bias fran current tests is a question 

which Is undergoing a great deal of research at the moment. The 

report to wh i ch referred, indicating research by <Men, is 

looking at item bias and items which seem to be biased against 

groups are being worked out of tests. Tests are being re-analysed 

in the I ight of this problem. That's an ongoing programme and 

It' s go Ing to take a wh 1 1  e. 

Withd rawing the tests fran the market? I think that's possibly an 

over-reaction I n  the sense that tests legally have to be control­

I ed by psycho I ogi sts and psycho I og I sts shou Id be aware of the 

research findings and should be able to apply them ac cordingly. 

did some research In which locked at the question of testing for 

b I ack and wh I te techn Ikon students. The tests were found to be 

val id and rel I able within groups, so that they do �rk within 

groups. Then its a question of how does one move towards a fair 

selection policy In which the tests are not being used to bias the 

opportunities of certain gra.Jps. lh at is why I say , the question 

of a po l icy which lock s at 'colour-blindness' Is likely to be 

problematic. I think that psychologists can use tests within 

groups, using separate norms for different groups. One can adjust 

the results ac cording to the different nonns, and achieve the 

end-result that you're l ooking for. 
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The th I rd po Int, deve I op Ing new tests: Th Is Is an area In wh I ch 

there Is ongo Ing work . As we f Ind a test Is b I ased we try e I ther 

to rectify  the test by pul l ing out ! tans which are biased or e l se 

we ml ght have to start fran scratch and do a who I e new test. So 

that' s another ongoing progrcmme. Dr Mauer, wou l d you I Ike to add 

any th Ing? 

MAUER: "I shou Id say that It is certain l y  HSRC po I icy that In 

f uture, in the deve I oprnent of tests these th I ngs w 1 1  I he taken 

Into accaJ nt  to as great an extent as possib l e  and we are at the 

moment Invest Ing tremendous amounts of money and t I me In the 

deve l q,ment of tests which are n ot biased against various groups. 

It' s a very dif ficu l t procedure, It Is a very compl teated thing If 

you start fidd l ing around with the mathanatics of it and it Is 

tremendous l y  time-consuming, as research goes. " 

COOK: "I woul d I Ike to make a point here. The matter of bias 

Isn ' t I lmlted to tests. We don ' t know of any un blassed asses9llent 
method. At l east within tests we know the degree of bias. If you 

use an Interview , you are subject to unknONn and uncontro l l ed bias 

of the Interviewers' predjudlces. And If you use past achievement 

I Ike educational achievement, you are slbject to the bias of 

educational systems and so on. So tests are probab l y  better than 

most other methods of comparing peop l e because you make a l  IONances 

for the system' s bias. 

Question : 

Wh at se l act i on methods woul d you s� gest for apprentice sel ect i on 

I f  approximately 1 200 appl l catlons are received to f l l  I 55 

vacanci es. 
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TAYLOR 

That k i nd of situat i on I n  fact presents an enormous challenge to 

organ i zat i ons because you can be so select i v e. By us i ng tests and 

look i ng at the pos i t i ve effects of that k i nd of select i on rat i o  

you can potenti ally i dent i fy  very success ful people wi th i n  the 

d i fferent groups . 

But I th i nk my answer to that would be that I don't th i nk you can 

real I y test 1 200 peq::> I e. You need to shorten that I i st throu gh 

appropr i ate b i ograph i cal screen i ng methods . Test for a large 

grou p  c1T1ongst that. 'f«>U I d  use tests and 'f«>U I d  I ock at test 

scores d i fferently w i th the d i f ferent groups, broadly speak i ng. 

Quest i on: 

Given what you sa id aha.rt contro l ,  what I s  your further connent 

abwt the rel uctance of sane I ndiv i dua l s  (often b l ack )  to accept 

tra i n i ng  for prCJ110tl on part l cu l ar ly versus the need to take 

a f f l nnatlve act ion. 

COOK 

I don't have the data to s up!X)rt th i s  but I th i ri<. there I s  often a 

percept i on that w i th advancement schemes the members r i se to a 

certa i n  level and then that's I t. Now there are var i ous 

exp I anat I ons for th I s .  One I s  that they don't want to go any 

f ur ther. The other I s  that they perce ive I t  as be i ng imposs i ble 

to go any further and that I t's not really worth try i ng .  

There could be another per i pheral factor I nvolved there. I take 

i t  the quest i on I s  s ug gest i ng that maybe control or the exper i ence 

of contro I has some th I ng to do w J th the unw 1 1  I I ngness to go 

further. Ma ybe the canment I \.\O U  Id 1 1  ke to make I s  that I f  one 

regards b l ack advancement schemes as advanc i ng I nd i v i dual black 

peq::>le then th i s  I s  go i ng to happen, most I lkely . Because you are 
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then taking one or two individuals and exposing than to social 

isolation and other problems tn a predominantly white environment 

and you are actually setting than up for failure. 

Bu t  if you regard black advancanent as advancing the potential for 

black people throughout the organization to develop and build on a 

more so Ii d hase, I think y:,u wt I I then find the ind iv i du a Is 

having less of a sense of isolation . 

Although it may he a slower process I think it may he more 

effective in the long run . 

Question : 

What' s bei ng done to update the WAI S  (the "3chsl er Adu l t  

I ntel I igence Scal e> 1 

MAUER 

A lot is in fact being done, I'm fortunate to he ahle to say . You 

knew , the origin al test was standardized in SA some time ago. It 

has served us very wel I, hoth in Industry and Cl in teal practice. 

But clearly al I tests have a certain natural I ife-cycle and this 

one l s  overdue for revision . 

Now, l t  is not a simple matter at this stage to update the WA IS,  

because we do not wt sh s Imp I y to go a I ong and modernise the 

drawings and get new norms for the existing test. Rather we 

w::>uld like to move In the direction of the WA ISAR (In other words 

the Amer I can Rev I sed vers I on of the WA IS) which Is a somewhat 

better test. ( The proh I em with the present one, of course, is 

that It was standard I zed for wh I tes on I y, so we have a terr I b I e 

prohlan over that. ) 

70 . 



Now to do this we have been trying for the better part of eighteen 

months, (quite unsuccessfully) to negotiate with copyright 

holders, consulting psychologists and the press. ve've wr itten to 

them on numerous occasions, we have spoken to their representative 

for Africa, who travels along dCMn Africa and pitches up every few 

months. We have even sent somebody across to talk to these people 

and we have not had very much success. 

What we nCM aim to do Is  to develop a test-battery similar to the 

WA IS B IN,  which we wl l I ,  we hope, be able to use for all people In 

th J s coon try I rrespect Ive of wh I te, b I ack , whatever. We are 

moving In that direction. If we can not get copyr ight permission 

there Is nothing which wll I stop us, In any event, from using the 

concepts which are empl o,,ed in the WA IS. Th ose constructs can 

always be used in some other way .  Bu t we are moving In that 

direction , although It's going to be some years be fore we have a 

product av a 1 1  ab I e. 

Question: 

Can one reconc i l e  the prescriptive natire of the !il l  I Ivan Chde as 

i f· rel ates to recru I iment and pr0110tlon of enpl oyees (5()J of al I 

vacancies and prOIIIOtlons nust be f i l led wi th Bl acks, Ch l ooreds or 

As i ans> wi th fa i r  l abrur sel ection pr l nc l pl es, as you 've descr ibed 

-thelll? Cbu l  d you cannent on the ' fa irness' of the procedures I a id 

dam by the !ii I I Ivan progranne? 

TAYLOR 

That's an Interesting question. 

In terms of the model that's used In America, It would seem to me 

to be an unfair approach because they take an arbitrary figure of 

50% and I can't see why f t  should necessarily be 50% . 

1 1 .  



lhe Ameri can f i gure Is very much dependant upon what Is ava i lable 

In the labour market, so If one used str i ctly the same cr i ter i a  as 

used i n  Ameri ca then I'd say that i s  poss i bly an unfa i r, 

prescr i pt i ve approach and that's not to say that i t  couldn't be 

more than 50% . In th i s  country there are certa i n pos i t i ons where 

the I abour-market m i ght exceed 50% for d i sadvantaged groups. So 

really i t  depends on the part i cular job that you're lock i ng at and 

what is ava i lable in the market. 

Quest i on: 

They speci f led categor ies. l i ke e have to have spec i a l  

penn l ss lon to appo i nt more than 5 0,  of wh ites for sal es, 

superv i sory and management pos i t ions. 

TAYLOR 

"'3 1  I I'd be Interested to know where they got those f lgures from. 

If that represents an analysi s  of  the labour market, then i n  terms 

of the model I've sug gested, I'd say that's fa i r  enough. Bu t  n ot 

If i t  i s  an arb i trary f i gure. 

MAUER 

May I add to that? Do you knCM that we at the HSRC have recent! y 

been publ i sh i ng a ser i es of stud i es i n  the In st i tute for Educat i on 

research on graduati on trends over the past ten years; of wh i tes, 

of  colooreds and so on, and very often one just g i ves up i n  

desperat i on because for example, I th i nk In the last f i ve years we 

have had one b I ack person who has graduated as an eng i neer. One 

person. And If demands are made that 50% of  Eng I neers must be 

h I ack , th Is just doesn't make any sense i n  terms of the peop I e 

ava i lable i n  the coun-try. th i nk there's great need for 

aff i rmat i ve act i on but I thi nk It must he t i ed to the real i tles of 

the ava i lable labour forces. 
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QUEST I ONS ON SECOND PART OF PROCRAMM:: 

Question : 

Vho • owns' the l nd l v l dua l ' s  career deve l q,rnent pl an'? 

VAN ROOYEN 

The I ndiv I dua I ' s  career deve I q:>ment pl an, as I see I t, I s  the 

responslb l l lty of the I nd i v idua l ,  I n  the sense that I own where I 

wan t to go. It I s  my responslbll lty and I t  I s  therefore I mportant 

for me TI> be aware of the poss lb l l l tl es wi th i n  the organ ization. 

I deally one would I I ke to hme co-q:>eratlon but I think for too 

l ong one has found that I ndiv idua l s  tend to say , ' the organ ization 

wi I I see to my  career'. I don't buy that. There I s  a shared 

responsibility certainly , but the I mpetus has to cane from the 

individ ual. I n  the final analysis, what I do I n  the organization 

I s  my responslbll tty. 

Question : 

Vhat does thi s mean for the I nterrel at i ng  rol e  behav iours and 

or ientati ons and the I nd iv idual nenagers and hunan resource 

practitioners? 

VAN ROOYEN 

I think there is an I n ter-rel at I onsh i p I n  the sense that as· an 

I ndivid ual I must make known my need to move up. I must · make I t  

known to, on the one hand my super I ors wh I ch. cou I d  be the man ager ; 

on the other hand I th I nk there is a shared res pons I b 1 1 1  ty from 

your hunan resource practitioner who I n  his manpower plann ing 

approach must identify potential candidates for future 

develq:> ment. So that the I ndividual must see to it that he or she 

becomes visible. On the other hand the human resource 

practitioner must see who, potentially , must be develq:>ed to 

become visible ; and thirdly your manager or supervisor of that 
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part i cu l ar person shou l d  en sure a good g rCMth c l l mate to a l  I CM  for 

deve l opment, so that i n  the end there i s  an I nteract i ve approach . 

rvt- s  Jordaan, what l s  your commen t. 

JORDAAN 

May I add that I see the ro l e  of the h unan  resource pr act i t i oner 

be i ng very much what Dr Franks descr i bed as a med i at i ng party -

the "keeper of the mora l s" ,  f>erhaps, under certa i n  c i rcums tances. 

Quest i on :  

Accep t i ng that  the i nd i v i du a l has a respon s i b i l i ty to h imse l f  or 

hersel f ,  do you be l i eve that the I nd i v i dua l s  i n  South Afr i ca, our 

part i cu l ar cu l t ur e  and env i ronmen t, un derstand how to take that  

resfX)ns l b  1 1 1 iy? 

VAN ROOYE N 

I don' t rea I ly th i nk they do. Bu t  I th i nk  that th i s  where the 

respon s i b i l i ty for us  as h uman resource pract i t i oners or as 

managers, th i s  i s  where i t  I i es • .And I t  I l es  t here l n  terms of  an 

el enent not on ly  of organ lza-t lon context but a l so I n  tenns of 

nef-1«>rk I ng. 

I f i rm ly accept the n eed for network i ng amongst your b l ack s ,  your 

co l oureds your as l an s ,  your women , whoever i t  i s ;  that 

respon s i b i l . l ty I s  your s,  accept i t  and then do someth i ng abou t  

i t. But don ' t  accept i t  to s uch a n  extent that you aggress i ve l y  

danan d that "you ' ve got to come up w t  th the goods" , because then 

you get a back l ash.  

JORDAAN ( address i ng aud i ence ) 

S i r ,  I s  there somet h i ng you w i sh to add on tha t po i n t? 
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Quest i on :  

Yes. thar* you. I d o  bel i eve that the organ izat i on  has a speci f ic 

respons I b 1 1  I ty toward I nd Iv I dua I s  I n  ienns of I nru I cat I ng  that 

sense of sel f-respons lbl l l ty .  a.t that can be very di ff icul t 

because you can't sa, to peq> I e, "Th at• s your prob I an. Now go 

away and th Ir* aboot I t  and cane back wl th the ans.er" • because 

they don' t know what to do. You actual ly have to offer sane 

d imens ions and some mechan l gns for then to do that. 

VAN ROOYEN 

I ag ree w i th you . Th e  N l ffi l s  at present I nvo l ve d  I n  progranmes 

a i med at I ncu l cat i ng th i s  awareness for women and spec l f l ca l  l y  for 

B l ack man agers, wh i ch W3 do I n  c l ose co-q:,erat l on wi th,  for 

I n stance the B l ack Management Forum,  where we put forward our 

I deas accord I ng to the need for se I f-awareness. We u se B l ack 

ro l e-mode l s  to share w i th them fran the i r  part i cu l ar cu l ture. But 

for the next cour se, we a im a l so to go to the organ i z a t i ons  and 

I dent I fy w I th them what they see as the deve I opmenta I needs and 

. poten t i a l s , so that I t  becanes a tota l pack age. 

Quest i on :  

IV/hat do you th i n<  of the use of mentors to overCOll8 prob lans such 

as res i stance to change wi th i n  an organ izat ion? 

JORDAAN 

As far as I kn ow ,  the ef fect i v e  use of men tors for deve l q:, l ng 

b l ack managers I s  st i l l  I n  the tr i a l  phase. There are typ i ca l  

prob l ems a ssoc i ated w i th the use of mentors and there are 

processes and aspects that h i nder the u se of mentor s .  But one o f  

the key I ssues  i n  the use of mentors t s  that there shou I d  be 

openess between the me n tor and the protegee and a l so between the 

mentor and the orga n i za t i on. I f  the mentor fee l s ,  for examp l e, 

that th i s  i sn ' t  on or that i n  f act he can not I dent i f y wi th the 



protegee, he should then resig n fran the task. 

actua I ly takes p I ace I cou I dn' t answer. 

FRANKS 

Whether that 

I would agree with Anne. 1-bwever, I t h l �  that It ls Important 

that the mentor not get I so I ated wt th In the organ I sat ! on. It Is 

mos t important that mentoring or any other s uch Intervention must 

take place within a broader process of organizational and 

individual development. Ma ny s t.x: h  interventions are he l ng 

attempted. It ls d l ff l cult, at this time, to say If they' re work­

ing or not. Too often the mentor can he used as a token - "we ' re 

developing our people: we' ve Introduced a few mentors and they ' re 

taking care of the s I tuatt on". My warn Ing ts aga t nst us t ng 

mentors instead of having a general process of development going 

on within the organization. 

Question: 

Can � l earn fron the Un i ted States' exper ience wi th "equa l 

OpJX)rtun I ty" 1 

FRANKS 

I th Ink there Is a I ways something to he I earned fran others In 

other cam tries. Bu t I think It ts also Important that h unan 

resource practi ttoners don' t s imp I y Import ready-made answers fran 

elsewhere. With this Iss ue It l s  not clear whether anyone else­

where has found successful so I ut Ions and furthermore, the 

uniqueness of  our South African situation must not he overlooked. 

Question: 

Dr Fr arks sug gested . the use of Onbudsmen. Th f s concept I s I ess 

we l  lknom than the concept of mentorsh l p. Wh at does an ombudsman 

do I n  an organ izati on? Cou l d  you g ive us a br ief 

post-spec i f icati on and a br ief person-spec i f icat ion? 
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FRANKS 

I don' t know I f  I can come up w i th those exact l y , but I ' l l  try. 

The I dea of an ombudsman I s  somebody that oversees the protegee , 

somebody who has author I ty w I th I n  the orgim I zat I on, who can cut 

b l ockages I f  they need to, can carry I nformat i on back and forth . 

So I see an ombudsman as more than a mentor . He ' s not dea I I ng 

w i th one spec i f i c person. He' s  dea l I ng w i th the who l e  process as 

I t ' s go i ng on and I s  a k i nd of a "h i t-squad" a l  I on h i s  own, 

l ook i ng for what the prob l ems are and act i ng on them d i rect l y  and 

w ith author i ty .  So see the ombudsman as a k i nd of fac i l i tator 

I n  a very broad sense. 

VAN ROOYEN 

I wou I d  I I ke to add that the "ombudsman" or "change-agent" or 

"fac l l l tator" ,  ca l l I t  what you w l  I I , wou l d  have d i f ferent l eve l s 

of I ntervent i on w ith i n  the organ i zat i on .  Somet i mes I t  I s  I n  terms 

of peop l e, somet imes I t  I s  I n  terms of structures , somet i mes I n  

systems , somet i mes I n  organ i zat i on cu l ture. 

I nteract i veness wh i ch takes p l ace. 

FRANKS 

And there I s an 

Carta I n  I y .  But I th I nk the key I s  that the ombudsman or the 

change-agent has the author i ty to act I mmed i ate l y  and , I th i nk,  to 

I ntervene J ud i c i ous l y  and fast . 

Quest i on :  

How and why does "baasskap" arise? 

To answer th i s  quest i on adequate l y  wou l d  requ i re an excurs i on I nto 

the po l l t l ca l  h i story of both Western c l v l  I l zat l on and of race 

re l at ions I n  South Afr i ca. To l ook at the I ssue br ief l y  one cou l d  

say that "baasskap" I s  a part i cu l ar l y  South Afr i can form of 

favour i t i sm .  It has ar i sen a s  a response to a part i cu l ar 

s i tuat i on, I n  terms of the Western perspect i ve, wh i ch v iews other 
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cu l tures as requ i r i ng the gu i dance and leadersh i p  of the 

' super ior' Western c l v l  I l zat lon .  A l  I I n  a l  I I t  I s  a po l l t l ca l  

quest ion ,  perhaps ar i s i ng from a fear of the • other• , I .e . ,  the 

swart gevaar . The reso I ut I on of th I s  quest I on rema I ns bas I c to 

the po l l t l ca l  change that South Afr i ca I s  present l y  undergo i ng .  

Quest ion : 

What should we do Instead of dallandlng blacks nt Into whlie 

cu lture? 

I th i nk we have to recogn i se the pr l nc l p le asserted by Ouch i to 

the effect that an organ I zat I on cannot have an organ I zat Iona I 

cu I ture at var I ance w I th the cu I ture I n  the surround I ng 

env i ronment . Organ i zat ions  need to adj ust to the va l ues and norms 

of the env ironment I n  wh ich they ex i st .  I n  order to do th i s  I t  

w i l l be necessary for the organ i zat ion to I nvol ve many more of 

the i r  emp l oyees In po l icy and dec i s ion-mak i ng processes , not 

I l m l t l ng th i s  I nput to wh i tes, as has been the pattern of the 

past . The task of deve lop i ng a form of human resources management 

appropr i ate to South Afr ica ' s mu l t i cu l tura l context I s , to my way 

of th i nk i ng,  the exc i t i ng cha l l enge fac i ng human resource 

pract i t i oners today . 
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Dlalraan's concl uding Remarks 

The quest i on of  change seems to me to be so h i gh l y re l evant. You 

may I n  the past have heard one of  the former Deans of the Bus i ness 

Schoo I at W I  ts , Professor Jacobs. He was an extreme I y good 

speaker and he had a marve 1 1  ous ana I ogy for I nd I cat I ng how the 

pace of change has acce l l erated : I t  rea l l y  I s  acce l l erat l ng at 

v i rtua l l y  "a geometr i c  pace" . I th i nk I t  I s  therefore appropr i ate 

that we at th i s  stage and I n  th i s  country shou l d  l ook at change 

and the prob l ems and cha l l enges that are posed by th i s  I ncrease I n  

the rate of change to us a I I I n  the f I e I d of human resources 

management. 

I wou Id, I f  I may , 1 1  ke to say one or two th I ngs about the 

papers .  I don't want to s I ng I e a paper out and say , "th I s  was a 

part i cu l ar l y  good one and you get f i rst pr i ze" , but I wou l d  I I ke 

to say that I found the papers J o i n i ng up I n  an I nterest i ng way . 

A l l the speakers, a l though none of  them spec i f i ca l l y  sa i d  so, had 

been very aware of the very amb i va l ent very d i f f i cu l t  

soc l o-po l l t l ca l  s i tuat i on I n  wh i ch we a l l f i nd ourse l ves I n  th i s  

country.  I th I nk they have a I I shown a great awareness of the 

stra i ns th i s  I s  go i ng to p l ace on human resource pract i t i oners now 

and I n  f uture and a l so upon the soc iety I n  wh i ch we l i ve . I th i nk 

they have a l  I addressed th i s  part i cu l ar prob l em from var i ous 

po i nts of v iew. They have a l l made contr i but i ons ,  some at a more 

macro- l eve l . For I nstance Dr van Rooyen spoke about 

organ i zat i ons .  Jonathan Tay l or spoke about se l ect i on I ssues and 

the r i sks we run when we make use of th i s  sort of th i ng ,  both at 

an Ind i v i dua l l eve l and a company respons l b l l l ty l eve l . Johathan 

Q:>ok' s concern I s  for the I nd i v i dua l and the stresses the 

I nd I v  I dua I has to face under these c I rcumstances , and so I can 

carry on. 
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I th i nk ,  a l  I I n  a l l ,  that we have had the opportun i ty today to see 

the door opened a l f tt l e  and we have had a g l ance at the prob l ems 

and the cha I l enges that are go i ng to face us f n the f uture. 

hope that we w l l l  have the comb i ned w i sdom to be ab l e  to take up 

these cha l l enges and to be ab l e  to make a success of th i ngs. 
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