
J 

l. 

l 

SPECIAL REPORT 

RERS 303 
I 

1, ,. 

!, 
t, 

·! . 

4 

ASPECTS OF UPWARD 

OCCUPATIONAL 

MOVEMENTS OF BLACKS 

82 

PART I : PROGL EMS EXPERT EN CED BY 

BOTH UPWARDLY MOBILE INDIVIDUALS 

AND MANAGEMENT 

A BRIEF REVIEW OF RELEVANT LITERATURE 

NATiONAL INSTITUTE FOR PERSONNEL RtSEARCH 

COU1�CT.L fOR SCIENTIFIC AND INDUSTRIAL RESEARCH 

CSIR Special R�port PERS 303 {pp. i - v; 1 - 38) 
UDC 33:125.3 (6t0 = 463) 
Johannesburg, RepLi:) l i c of South f',fri ca, January 1980 



HSRC Library and Information Service 

HSRC 

Private Bag X41 
PRETORIA 
0001 

Tel.: (OJ 2) 202-2903 
Fax: (012) 202-2933 

RGN 

Privaatsak X4J 
PRETORIA 

0001 

Tel.: (012) 202-2903 
Faks: (012) 202-2933 

RGN-Biblioteek en Inligtingsdiens 

\ 



SP�CIAL 

PERS 303 

/ 

REPORT 

� 
- HSRC Library and Information 

CtJ 
Service 

� RGN-Biblioteek en Inligtingsdiens 

DATEDUE-VERVALDATUM 

M MACKAY 

NATIONAL INSTITUTE FOR PERSONNEL RESEARCH 

COUNCIL FOR SCIENTIFIC AND INDUSTRIAL RESEARCH 

CSIR Special Report PERS 303 (pp. i - v; 1 - 38) 
uoc 331:125.3 (680 = 463) 
Johannesburg 7 Republic of 3outh Africa, January 1980 

Ill 11111111, I 
* P B 9 6 6 2 3 * 

\TURE 

I ! 1· ! 
I ' 

1 1 I 



ISBN 
PART I 

0 7988 1739 9 
0 7988 1740 2 

CSIR Special Report PERS 303 

Published by 
National Institute for Personn2l Research 
Council for Scientific and Industrial Research 
P O Box 32410 
Braamfontein 
2017 

January 1980 

Republic of South Africa 

Printed in the Republ ic of South Africa 
National Institute for Personnel Research 



Dr GK Nelson 

Prof H Watts 

Mr RH Blake 

Mrs G Godsell 

Mrs A Gordon 

Mr A Gilbert 

Mrs V Christierson 

Mrs P Minnaar 

iii. 

ACKNOWLEDGEMENTS 

Director, NIPR 

Scientific Advisor, University of 

Natal 

Head, Personnel Adaptation . 

Human Development 

Human Development 

Management Studies 

Personnel Selection 

Human Development 



iv. 

A B S T R A C T 

A brief review of.relevant literature indicates that the upward 
mobility of Blacks has gained in impetus, but is still not taking 
place quickly enough to meet the economic demands of the country. 
For at least the next two decades, it would appear that the brunt 
of the up-grading of Blacks to meet manpower shortages will continue 
to fall on industry. Factors which act as constraints to Black 
advancement are discussed, with indications of areas requiring 
further research. The aim of the project is to provide a strategy 
whereby Black advancement can most effectivly be accelerated; 
this literature survey forms the first part of the project as a 
v;hol e. 

0 P S O M M I N G 

'n Kort oorsig van die relevante literatuur dui aan dat die opwaartse 
mobiliteit van Swartes toegeneem het, maar dat dit nog nie vinnig 
nenoeg plaasvind om in die ekonomiese behoeftes van die land te 
voorsien nie. Dit blyk dat, vir ten minste die volgende twee dekades 
industrie genoodsaak sal wees om tot 'n groot mate self opwaartse 
mobiliteit van Swartes te handhaaf om in mannekrag tekortkominge te 
voorsien. Faktore wat Swart vooruitgang terug hou word bespreek, 
met aanduidings van areas waar verdere navorsing benodig word. Die 
doel van die projek is om in 'n strategie waarvolgens Swart 
opwaartse mobiliteit mees effektief bespoedig kan word, te voorsien; 
hierdie literatuuroorsig vorm die eerste deel van die projek as 
geheel. 
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1. INTRODUCTION 

1. 

In order to maintain a reasonabl e economic growth rate and to 
keep pace with expected popul ation increase in South Africa, 
th ere is an urgent and increasing need for skil l ed Bl ack manpower. 
Even if al l economical l y  active Whites were to become managers, 
professional s, senior cl erks, skil l ed technicians etc. , the suppl y 
woul d be inadequate to meet the country's projected future needs 
(Sadie in Barrett et al , 1974) .  

Rapid upward movement of Bl acks is therefore essential - a movement 
that is already too l ong del ayed to avoid at l east some economic 
disruption in the future. Even immediate implementation of improved 
education, both general ard technical , woul d provide resul ts onl y 
after a considerabl e time l ag - e. g. the effects of a pol icy of 
equal education for al l races would not be fel t for 20 to 25 years. 
Economical l y, South Africa cannot afford the d el ay and serious 
shortages of skil led manpower are imminent (Pienaar, 1975; Swart, 1979). 

In spite of the efforts of the Department of Education and training to 
,upgrade al l aspects of Bl ack education (Engel brecht, 1979) , South 
Africa wil l ,  for the immediate present, have to continue relying on 
industry and commerce to provide specific and general training courses. 
Al ready, in many instances, empl oyers are provid ing d iverse courses 
aimed at improving literacy, social skil l s  and orientation to Western 
business practice in ad dition to in-service skill s training. Every 
effort should be made to assist such end eavours and to aid and 
encourage expanded training program�es. 

Such training wo�l d not onl y have to attempt to compensate for basic 
educational shortcomings, but woul d al so have to be aimed at in
d ividual s now mobil e from one l evel to another, or ind ividual s 
moving into jobs hitherto cl osed to them. The l ast two decades have 
seen the greatest changes in the upward movement of Bl acks. Internal 
economic pressures, pressures from Bl ack workers experiencing a 

·favourable demand situation, and expressing themsel ves increasingl y 
in strikes, have al l had their effect. The tJiehahn commiss·;on's 
report has made its impact, and other positive actions have been 
taken - e.g. the introduction of the 99-year l easehol d system and 
registration of Black trade unions. 
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Many view ind ustrial relations as the key agent for change in 
South Africa. Magnum (1978) sees it as ''one of th e brightest spots 
on the national scene", whilst in a recent speech Leistner (1979) 
says : "More readily seen and understood than the host of common 

·values and id eals, is the interdepend ence of all South Africans in 
the economical sphere . ... .. this economic interdepend ence which, to 
my mind, hold s the key to the future of our country . Without a 

healthy growing econorr;y, we cannot hope to evolve a stab 1 e social 
and political order; but the economy cannot flourish un 1 ess the 
various population groups co-operate harmoniously i n  production and 
d istribution; . .. 11 

Present trends ind icate that racial d iscrimination will, in time, 
disappear from our economy. Apart from the growing shortages of 
trained personnel, pressure for change comes from the fact that South 
Africa's internal market can grow only by raising the purchasing 
po�Afer and prod uctivity of Blacks, and also from South Africa's 
implicit choice of economic growth over full racial separation 
(Leistner, 1979). 

From available sources of information stud ied during the course of 
this invcsti;ation, it apµears that many South African companies are 
alread y granting equal emplo yment opportunities to all population 
groups and are also subscribing to a code of employment practice 
(e.g. Sullivan, EEC, Urban Foundation/SACCOLA). The introduction 
of these codes was met with ver y 1 i tt 1 e opposition from Whites, 
whilst integrated pay structures (i. e. equal pay for equal work of 
equal value) are becoming common. 

It is hoped that this report will provid e an overview of the situation
at present, as well as a basis for the co-ordination and forward 
planning of further research and applied programmes. This forms the 
first part of the project as a whole, which aims at deterrr.ining a 
strate�iy whereby Black adv�ncement can be enhanced and accelerated . 
This will involve revict>Jing current management policies, personnel 
practices, :raining and d evelopment programmes, etc. and the develop
ment of mor0 effective stategies for the use of industry and commerce. 
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2. HISTORIAL PERSPECTIVE 

Al though direct extrapol ation is not possibl e when the upward 
occupational progress of Blacks in South Africa is compared with 
that of Bl acks in the United States, many similar infl uences and 
trends are evident. Prior to Worl d War 2, Blacks in the USA as 
wel l as in South Africa were mainl y l abourers, l argel y invol ved in 
agricul ture and with segration very much the order of the day. 
In the USA Unions were mostly excl usive until the 1950's, and 
operated on a seniority system - thus it v,as accepted that the 
l ast promoted was the first l aid off. Since Bl acks in the USA 
at that time were just beginning to enter industry, the resul ts 
were predictable and very discouraging to the Black workers. 

In South Africa the status of Bl acks in the Unions has been equivocal , 
with some 'mixed' Unions becoming segrated over the years and with 
Bl ack Trade Unions not recognised until very recentl y (See Horrel l ,  
1969, for detail ed exposition) . Al though the majority of companies 
surveyed recentl y fel t that Bl acks shoul d have a col l ective bargaining 
voice, there were (and in some instances, stil l are) reservations 
about committing themsel ves to Bl ack Unionism - probably for fear 
that Bl ack Unions woul d be open to pol itical manipul ation. The 
committee system, which has served in the pl ace of Unions, was viewed 
by many as providing adequate representation of, and a forum for, 
Bl acks in industry, in spite of its shortcomings. 

Both in the USA and South Africa, Bl ack unempl oyment is nearly twice 
that of Whites; in both countries this is partly attributabl e to 

.discriminatory practices in education which have resul ted in few Bl acks 
being abl e to meet standards �et by Whit2s for particular jobs. There 
is also stil l a tendency to demand higher qual ifications from a Bl ack 
than from a White for the same job (Purcell , 1972, Pienaar, 1975, 
Cash and Ol iver, 1975) . 

In the USA during the 1960's there was a more rapid upward movement 
of Bl acks, l argel y due to the activities of the Civil Rights and 
B ·1 ack Power movements. In South Africa during recent years there 
has been a similar forward momentum as increasing numbers of academics, 
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economists, businessmen and pol iticians speak out for integration 
in,industry and the repeal or medication of physical pl anning 
l egisl ation and discriminatory l egisl ation as a whol e. 

In the USA White reaction to integration tended to fol l ow a pattern, 
especiall y in the manufacturing industry. Whites tended typical l y  
to react with shock, fol l owed by resistance. Where management 
took a firm stance toward this resistance, it general l y  diminished 
and was fol l owed by resignation. However, whilst integration on 
the shop fl oor was achieved in time, it was noted that social 
groupings at tea and l unch continued to fol l ow racial l ines 
(Purcel l ,  1972) . 

It was discovered that the abol ition of discriminatory mea sures in 
the USA did not automatica l l y  l ead to integration in industry. 
In an effort to overcome appa rent inertia, the Affirmative Action 
progra mme was instituted . This form of reverse discrimination has 
made an impact but has al so resulted in many cases in White 
'backl ash' (Purcell , 1972, Hil l ,  1978, Ackerman, 1973) . 

In the l ast decade, Black economic devel opment as a whol e, in the 
USA and Bl ack Third Worl d countries� has tended to follow the sa me 
pattern: 11 It is we 11 documented that the prob 1 ems common to the 

developing nations of the i�orl d are common to American Bl a ck society. 
In describing both of these societies, one finds parall e ls: 
a relatively low per-capita income, a high birth rate, and a smal l 
middle c1ass. The population is composed mainly of unskilled workers 
with a high incidence of unemployment. Rel ativel y little s aving 
takes place and capital is scarce. External funds, i.e. welfare 
payments a�d other government transfers, are needed to meet the 
requirements of the area'' (Cash and Oliver, 1975). Human capital 
investm2nt is al so low, because al though formal education and 
training could enhance this aspect in developing nations and 
popul ation groups, it forms onl y part of the tbtal educative process. 

The ind ividual being educated is influenced by, and in turn exerts 
infl uence through, the fol l owing factors (We isbrod, ir Pienaar, 1975): 

.. 

:'Q. 
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(a) Residence related benefits. These include the influence 
of educated parents on child ren, a favourable neighbourhood 
environment, the ability of mothers to be gainfully employed 
while child ren are at school, etc. 

{b) Employment related benefits. Others, such as relatives, 
may benefit from the flexibility, adaptability and innovative 
capabilities of more ed ucated workers. 

{c) Social benefits. This relates to the existence of a more 
culturally, socially and politically aware population with 
a better understanding of t he processes and priorities of 
d evelopment in the wid er sense. Mass litaracy is important 
for the transmission of information and , for example, for 
the use of the monetary system in less d eveloped nations. 

In tenns of educational programmes per se in the USA, investment 
in Blacks has been significantly poorer than that in Whites. In 
spite of st renuous efforts to the contrary, this imbalance persists 
in many areas. Thus, in such areas teachers tend to be less effec
tive, schools overcrowded and buildings and equipment of poorer 
quality than those of Whites. Length of education also tends to 
be shorter. In the view of Sowell (1975), vocational schools aimed 
at helping the disadvantaged have, for the most part become 'dumping 
grounds' for drop- outs. Colleges could usually only be attended by 

rich Blacks, and Blacks also tended to lack 'know-how', i. e. how and 
where to find help (e. g. vocational information) and generally didn't 
have recourse to  the same sources of information as most Whites. 
This situation is lamentably true in South Africa, and sources of 
vocational information for Blacks are particularly inadequate 
{Latti et al, 1978) . In America a possible consequence has been t he 
tendency for Blacks to enter specific careers such as doctor or 
lawyer, since they have either been unaware of, or d isinterested in, 
wider career fields. 

Both in the USA and South Africa the proportion of Bl ack students 
in courses requiring mathematical and technical skills as well as 
disciplined logic is low, in contrast to the high proportion found 
in courses requiring the transmission of information and airing of 
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op1n1ons or in the social sciences. Sm'lell (1975) speculates that 

this coul d in part be due to second- cl ass Bl ack col l ege education, 
something that may we l l  be so in South Africa as we l l .  In South 
Africa in 1976, 96 degrees  were awarded to Bl acks in the science 
and commerce sections, whil st 359 were awarded in the arts and social 
disciplines. Du Tait (1979) feels that this coul d be ascribed to 
the fact th at the Black languages are emotive and non- technical and 
that l earning techniques in the Bl ack cul ture are traditional ly by 
oral repetition rather than by reasoning. 

Parallels between e ducational practices and their resul ts in the USA 
and South Africa can obvi ousl y be drawn. There, as here , poor 
educati onal i nvestment i n  Blacks has had on-going ne gative effects 
on thei r progress in industry . Among other things, consequences 
incl ude poor te chnical knowl edge, lack of self-confidence, l ack of 
ub n i ty to appl y theory pract i ca 1 l y, 1 ack of busine ss knmvl edge, 
l anguage diffi culties and low l iteracy (Fine Spamer, 1979, Farre l l ,  
1978 ) Verster, 1976) . In South Africa the situation is considerabl y 
more grave, h0wever, since a large proporti on of the Black group is 
in the 11 expl osive11 phase of populati on growth, whi ch makes existing 
shortcomi ngs in education e ven more serious. 

The burgeoning numbers of Black children make massive state spending 
ori Black education mandatory, and recent steps have been we l comed to 
upgr�de Black education at all l eve l s. The high rates of Bl ack 
population increase will . however, regrettably dilute the effect of 
this expendi ture as much of it wi ll be absorbed i n  merely keeping 
pace with growth rath er than in upgrading the quality of facil ities 
and teachers. Furthermore, there is still very clear di scri mi nation 
in favour of Whites. During 1976/1977, for e xample, the amount spent 
on educating every t·Jhite chil d was very nearl y three times the amount 
spent on each Indian child, sl i ghtl y more than four times th e amount 
spent per Coloured child 1 and thirteen and one- half times the amount 
expended per Bl ack chil d in the "common area" (i.e . the area other 
than the Bl ack States). Consequences include unfavourabl e pupil :teacher 
ratios, with resulti ng ne gative effects on qual ity of teaching, and a 
very high pupn drop-out r�te . Of a total of just under one mil l ion 
White chilcren in school s in 1978, 116 590 (or 12,2%) were in the 
matricul ation year, but although there were more than 3 200 000 Bl ack I 
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chil dren  in school s the comparabl e figure for them was onl y 
32 472 ( or 1 , 2% ) .  The position at the l e ve l  of tertiary e ducation 
is as dis mal : there are more than twice as many Wh ite students as  
there are of  the other three g rou ps combined in Technikons, Teacher 
Training Col l eges and Univers i ties (Govern ment  S tatis tics ) . 

3 .  OVERV IEW OF PROBLEMS EXPERI ENCED l N  AMERI CAN I NDUSTRY 

The fol l owing section is a s ummary of s ome of the maj or difficul ties 
e ncounte re d by management in the imp l ementation of inte gration 
pol icies in the United S tates . Some of the points coul d s erve as 
guidel ines wh ich woul d hopeful l y  be he l pful in the South African 
situation. 

With the advent of integration in indus try in the USA ,  it became 
immediate l y apparent that existing management practices we re not 
geared to the special probl ems encountered with Black empl oyee s. 
It became neces sary to revis e hiring practices, to train Bl ack 

,,, 

pers onne l interviewers and cons iderabl y ampl ify existing induction 
programmes . Blacks found it difficul t to adj us t  to rigid work 
schedul es , and al s o  found it difficul t to  re l ate their ' niche ' in 
the compa ny to the genera l  s cheme of things . Whereas ol der Negroes 
seemed eas ier to ass imil ate into the work force , a new generation 
of young Blacks was encountered who fe l t  that s ociety was indeb te d  
to them because of pa st wron gs, real or imagined. I n  order  to cope 
with their l ack of motivation, new management s tyl es  had to be 
deve l oped.  It was dis covered that l oya l ties  to persons (e. g . foremen )  
were much more real to them than l oyal ty to the company. 

The reactions of indi vidual  companies in industry toward  inte gration 
d iffered  wide l y as v1e l  1 .  Some managements res ented having pressures 
put on them to 'cure s ocial-nrs"' ; whil s t  · others -mad0. . .  g.reat e fforts 

�-,.._ , • .,. •. ' .: .. _ ..
.

. •• • < 

i nitial l y  but then stopped, p os s ibl y because the y  did not make the 
desired P,r:9fits (McCal l ,  19 73) . Some companies fe l t  that the 

.. --·· _ ..... �- . -� ' . ,. 

e mp-l oyment of  minorities woul d affect e fficiency, sal es , etc. 
( Ackerman, 19 73) . Integration into white-col l ar j obs was the 
s l owes t  and s ince the l a rges t proporti on of s uch j ob s  were men's j obs, 
the indi rect res �l t was higher e mp l oyment figures for women at l ower 
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l eve l s .  In bl ue- c ol l a r  j obs in 1969 , 9 , 3% of the men were B l ack, 
as oppos e d  to 1 1, 9% of the women .  I t  was al s o  d i s covered that the 
time required f or ful l integration to be achieved was greater than 
i n itial l y  thought.  

White r�action to integration was mixed,  but after initial s hock, 
�os t  Wh ites were more amen a� i e  to chan ge than mana gement had 
a n ti cipated , an d prej ud i ces general l y  d iminis hed w ith con tact at 
work . Where management had made efforts to prepare Whites for c ha nges ,  
fewe r d ifficul ties were encountered . H owever, outs ide infl uence s  
an d events ten d e d  to c aus e  pol aris ation be tween  B l ac ks and Whi te s . 
Thu s  B l ack mil ita ncy togeth e r  with s ome reverse d is crimin atory 
practices tended to harden White attitudes . M i d d l e-cl ass Whites in 
pa rticu l ar are now beg i n ning  to fee l  hard d6ne by , with, as they s ee 
i t, a ll the power in the han d s  of the upper  weal thy c l as s  on the one 
s i de ,  an d the B l a c k s  on the other. Res entment  of the more l en ient  
treatmen t given t o  the ' d i s a dva ntaged ' is s trong amongs t White bl ue
c o l l a r workers .  Some integrated  companies ha ve ha d to face the 
pos s i b ility tha t Wh i te emp l oyees woul d become fea rful and avo i d  them 
if the ir l ab our force became predom i na n t l y  B l ack  (Purce l l , 19 72) . 

I t  \va s  d is cove red  that a ll workers , Wh i te an d B l ack,  1t1e re mo re conten t, 
produc t i ve  a nd more l i ke l y  to  put up wi th the frustrati on s ,  if the 
s oc i a l  a tmo sphere on the j ob was good (Purce l l , 19 72) . Th is factor 
was especia l ly  i mportant  whe re job s were of a mecha n i c a l  or repeti tive 
n a ture . Fa ctors wh i c h u p s e t  the  s oci al a tmos phere ,  poor s upervis i on 
or  i ns e nsi tive introducti on of Black s  into an al l -White group l e-d to 
d i fficult i es - s ome Wh i tes fe l t that the introd uction of Bl ack s  re
s ul ted in a l ess re l axed a nd pers onal atmos phere. 

W ith the introduction of Bl ac ks , manageme nt found that among Bl acks , 
a n d  e s pec ia l l y among you ng  B l a cks , rates of tu rn ove r ,  absen t�e ism 
and  ta rd i nes s He re hi_g her than amon g  Whites . The se  phe nomena  a re 
costl y i n  te rms of proaU-tti on,  - res ul ting in more ove rtime , the need 
to hire extra pe rs onne l , etc. (McCal l ,  1973 , P urce l l ,  1972 ) . Further 
you ng B l acks s eem  to be more prone to phys ica l vi ol ence,  s ince their 
atti tudes a ! pear to have been moul de d  i r.  the ghettos where power comes 
through phys ical force .  A d is tinct attitudina l  generation gap came 

to l i g ht. 
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Black expectations were often unrealis tic and based on miscon 
ceptions ,  lack of information and misunders ta nding of i ndustrial 
' ways ' - e. g. they did n ot unders tan d incentive pay, were resentful 
of those who earned it, and j ealous o f  others ' advancement. W orker 
a nd management expectation were o ften at variance . 

With the advent of i ntegration , promotion became a sens itive problem 
a rea for management and a s ource of difficulty and frustration for 
Black and White alike. Because j obs recent l y became availabl e to 
them, Blacks lacked seniority in s uch occupa tions and Wh ites were 
promoted over them , whi�h was vi ewed as dis cri mi n at i on . W ith the 
implementation of the Affirmative Action pro gramme, Whites in turn 
resented the promotion of Blac ks over them. 

Whilst top management was generally pos itive about integration 
policies , middle management was often res istive and di d not promote 
top ma �a gement pol i cie_s . Some companies emb arked on very ambiti ous 
i ntegration programmes a nd  fo und that they could not meet deadlines . 
I n  the long run these companies experienced a s tronger negative 
backlas h from Bl acks due to dis appointment than di d more conservative 
companies (Purcell, 1972) . 

I t  was expected that the appoi ntment of the firs t Black foremen and 
s upervis ors would meet with res istance, which it did. I t  required 
a Black man o f  exceptional abil ity to s pearhead and maintain his 
position i n  a White compan y where people actively tried to make him 
fail. The understa nding and s upport of management was es sential to 
his s uccess .  

The appointment of Blacks to whi te- collar man agerial j obs produced 
s imilar bas ic probl ems , together with add i tional , more s ubtle, 
d ifficulties : the 1 1 f i t1 1 of Blacks into a s pecific set, e. g. the 
traditional WASP  board of directors ; s ubtle reject� on because  as 
a res ult both of being B lack and having a different back ground they 
� in fact different (Jones , 19 7 3) .  

W i th th e advent of Affirmative Action there & rose the fu rther 

difficulty of 's howcase B l a c ks ' ,. a development  much res ented by 
� 

�_l ack men who were mot i vated toward genuine progres s.  I n  deve l op i ng 
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high-potential Blacks, ma_nagE:me nt had t he best c hance of s uccess 
when the y  provided support, assured sound communication, and gave 
assignments which were a challenge and provided good e xperience 
without being oven�he l ming and too stressful (Jones, 19 73) . 

It was generally found that policies which engaged supervisors and 
managers , both Black and White, in sensitivity training programmes 
were t he most successful in promoting sound co-operation between 
g roups (Cash and Oliver, 1975 , Purce l l, 1972 ) .  

3. 1 S ome Areas of White-B l ack C onfrontation in USA 

Anger and resentment at di scriminati on are probably the dominant 
attitudes of the mi l i tant B l ack .  Segreg ration is stil l we l l  remembered, 
as well as practices such as having to cal l Whites ' sir'. Black men 
feel 'emascul ated '  because of White attitudes in the past and also 
because they are 'powerless' at the present time - i. e. no Black 
president, few Black mayors , etc .  Whites are always in positions of 
a uthority . Bl acks perceive Whites as insincere , fee l ing that t hey 
a re too hearty , too pol ite when deal ing with B l acks. 'Do- gooders' in 
particular are di sliked and vi e wed as being both insincere and 
p atronis ing. B l acks still fee l  that they don't have equal opportunities 
w i th Whites - "lJh Hes get  all the breaks" (Chester, 1 96 9) ,  and they 
hate l ow- cl ass Whi tes, especially i f  they l ook down on B l acks. 

A l a rge proport i o n  of  B l a cks notab l y  the young mil i tants, feel that 
the Wh ites created the problems, so they shoul d sol ve the m. They  feel 
1 owed 1

• This attitude is c ausing much resentment among Whi tes, who in 
turn feel t hat B l ack s should 1 deserve 1 before they  'receive ' .  There is 
�J h i te a nger  a t  ri ots and B l ack s 1 'give-me • attitudes. Some Whites tend 
to fee l patronising toward Black coll eagues, pit ying them bec aus e of 
backgrounds, etc. , and others express dislike of the Black t endency to  
apathy and l ack of drive. Most W hites appear unable to view B la ck s  as 
exa ct l y the same and remai n prej udiced to a g re ater or lesser extent. 
B l acks  are 'them' and inter-ma rriage is taboo, f6r example. 
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3. 2 Pointers for South Africa 

Ma ny of t he  problems experienced in the USA h ave a l rea d y  been 
expe rienced h ere a n d  more or less successful strategies t o  cope 
with them have been deve l oped .  Thus, for exampl e, t he  need t o  
i���n,-�_nt sp�cific empl oyment a nd personnel policies for Bl a ck s  
has l ong been rec ognised , especia ll y  in the l ight  of the  wide 
spectrum of Westernisation wh ich perta ins from triba l ma n to 
urban citiz en. H owever, some of th e signpost s we can d ed uce from 
t he American experience a re worth y of note in further d evel opment 
programmes. 

i )  

i i  ) 

i ii) 

i v ) 

The blea k afterma th of inferior ed ucation experienced in th e 
USA is yet a f urther wa rning that Sou th Africa must mov e  with 
a ll haste to improve Black ed ucation a t  a l l l evel s. 

The 'genera t ion gap' (i. e. d ifference in attitu de  observed 
between ol der and younger Bl a cks) a nd its impl ications for 
i ndustry must receive urgent a ttention. 

Sensitivi ty tra ining , especia l l y  a t  the Bl a ck-Wh it e  interface ,  
ha s ha d promis ing re sults in the  USA ,  a nd sh ould be investigated 
i n  the South Africa n context. 

Induction programmes a re of pa ramount importanc e  to  subsequent 
j ob- sa tis fa ction. 

v )  W hite a tt i tudes require a sens i t ive a n d  understa nd ing a pproach 
from manag ement. Firm a ction coupl ed with cl ear expl a nat i on 
f or such a ction ha s been found t o  be l ess likel y to resul t in 
di sruption or negativ e  b ack l a sh .  Affirmati v e Action programmes 
must be a pproached wi th  ca ution. 

v i ) Supervis ors and foremen together with mid d l e-management ,  are 
cruci a l  to the impl ementa tion of integra tion  programmes , a nd 
ca n serious l y  hamper  the s e  i f  not proper ly ha nd l ed. 

v ii) Pa rticul a r  attention shou l d be g iven to  a ssisting upwa rd l y 
mobile Bl a ck s  to cope wi th stress . 

r_.•�···•• ""·•··,r, .. ·•,•sr· .. � ... ·:$,rcv;lk-"""'�, 

I 
I, ,. �,(·' . ·••,:,' ;-,,,r ! 
i� �:;·� �· 1 .. !··.,;--..i;:"l � t 

I R(;;<. !�/;:: ... :JTt:i:}( ; --�----· . .  •. 



4. SOUTH AFRI CA TODAY 

12 . 

The  following appear to be the maj or variables impin ging on the 
upward mobility of B lacks in South Africa tod ay. Alth ough an 
attempt is made to categorise the se  variables in this report for 
reasons of clarity, it will be n oted that there is consi derable 
overlap and interaction among the m. The  information reflects the 
situation in South African in dustry durin g the period 19 78/ 19 79 .  

4. 1 Cultural Background  an d Attitudes 

B lack industrial workers are d ra wn from a wide variety of back- . .  
groun ds, ran gin g from the purely tribal to the .:::s_2phist __ �--��te_� . .. Y rbin . .  
The latter 'emancipated '  B lacks are generally well e d ucate d an d 
worki n g  in the professional/ administrative fields an d are as yet 
in the minority. The maj ority of B lacks' attitudes are still 

-.1�--""'�"· ,,,__ -...... �,, _ __ · �  

sh aped to a g re ater or lesser extent by their tribal/ cultural 
., ., ... -;, .. 7·-

h eritage - if not directly then i nd irectly b y  relatives and their 
expe ctations (Backer, 1873, Becker, 19 74 ,  Mats h eke ,  19 72, Mayer, 
19 7 1 ,  Tiley, 1974 ,  Verster, 19 76 ) . Blacks appe ar not to embrace 
the concept of 'Westernis ation' uncond i ti onally - in many cases 
they  seem  to accept t�e m aterial and the ac ademi c without givin g 

' . 

UR  t.r....ad1tional belie fs an d cusoms , wh ilst in extreme c ases all -- {,  

'Western' concepts may be rej ected (e. g .  Xh osa ' Re ds 1
, a section 

of the Xhosa people who will not allow their ch ildren to atten d 
sch ool an d wh o adhere to tribal religion ) . The process of 
' We sternisation' in the urban areas also does  not appear to be 
unlimite d - a growing sense of awareness h as resulted in the 
demarcation by B lacks of the point up to wh ich the y  wish to adopt 
Western v alues. 

In the cities B l acks are , in fact, n ow building a 1 new 1 cul ture , 
incorporating not on ly Western v alues, but also their own b ackgroun d 
an d the results of contacts with people from other  trib al ba c kgroun ds. 
In strivi ng for iden tity in a rapidly ch an gin g world, an d ,  in the 
process , losi n g  close tribal ties  (e. g. a second or th ird generation 
Soweton) , B lacks are often 'lost' between the Western an d the 
Tradition al� I f  not reco gnised as a person in h is own ri gh t, the 
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u rban Bl ack is consequentl y  proportionate l y more prone to feel ings 
of frus tration and inferiority. Too often the Black man is penal ised  
if he fol l ows the ways of the �Jhite ,  e . g .  if he shows assertiveness 
or initiative 'he is not keeping in his pl a ce'. 

Certain attitudes and behaviour arising from the tribal background 
have a direct impact on Bl acks' effectiveness within, and acceptance 
of, the ca pi ta l istic industria l  system ( i t  mu st be borne in mind that 
behavi ou r can be copied  outwardl y, but inwa rd change is more complex 
and di ffi cult wi th l a rge variations from one individual to another) . 
Thu s  the a da ptabi lity of B l acks ,  especiall y at different levels of 
sophistication, wil l differ widel y.  At the less sophisticated levels 
(in whic h a l arge proport� on of migrants wou l d be · fou nd) , the relation
ship between the Black worker a nd the White su pervisor is particularl y 
sensitive to the 'mix ' of the worker's and the su pervisor's backg rou nds. 
Verster (1976 ) l ists the fol l owing areas where misu nderstandings are 
common: 

( a )  The rura l  worker's first concept of Western time is often 
gained  onl y on  initial entry into industry and tardiness is 
consequentl y a probl em. 

( b ) Communication customs are different, e . g. it is impol ite to 
look directly at s omeone for whom he has respect; important 
matters have to be discussed  sitting d own. 

( c ) Mode of a ddres s is important  an d Blacks prefer to be called 
by their su rname ;  being cal led  'Boy' is offensive. 

{ d ) The Bl ack man traditiona l ly does n ot greet someone for whom 
he has respect u ntil g reeted.  

(e) Discipl ine is u nderstood and e xpected, but bel i t t lement in 
front of others or derogatory references to pare nts a re severe 
a nd damaging punishme nts . 

( f ) A su pervisor is respected  as a 'father' and as  su ch must 
maintain a certain statu re - horseplay or dirty jokes diminish 
him in the eyes of B l acks . 
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(g) Entering a room a head of a s uperior is a s ign of res pect. 
Knocking on doors is a Wes tern and not a tribal cus tom. 

( h )  The Bl ack man has a s trong commitment to h is extended famil y 
an d rel igion. Funeral s and marriages are important ceremonies . 

( i) Even in Soweto ' witch doctors ' s t il l as s ert a s trong infl uence. 

A p i lot s tud y  i nves ti gating tmq dernity ' in the urban setting was 
recent l y  compl ete d  (Thomson, 1 97 7 )  and res ul ts s ugges ted  t hat modern
ization is a mul t i- d imens ional cons t ruct with 'new ' experience as a 
key factor. However, the approach brough t to l ig h t  some fail ings in 
the mo d el and does not provide as much new d ata as was hope d  for. 

At more soph is ticated l evel s ,  attit ud es are being s haped continuous l y  
by pas t experience and on- going events . These att itu des material l y  
affect the  upward mobil ity of Bl acks and require intens ive i nves t igation, 
expecial l y  in the urban sett i ng from whe re the greater part of the  more 
upward ly mob il e  Bl a ck workers appear to  be dra wn . Attitud inal ch ange 
becomes important in certain area s where t,·, e emp l oyment pros pects of 
B l acks and the country ' s  genera l economic needs  are adversel y affected -
e. g . the l a ck of interes t of Bl a cks in te ch nical traini ng, pos s ibl y 
because the work of a tech nician is equated wi th ' l abourer '  or 'heavy ' 
work , wh il s t  trai ning in the s ocia l s ciences , arts or commerce fiel d s  
enj oys greater s tatus (Engel brecht, 19 79 ) . 

4 . 2  Ed ucational Background 

A l though s teps to improve t h e  s ituat ion are now being taken  - witnes s 
recent increas es in actual and anticipated expend iture (Enge l brecht ,  
19 79) t he  re grettabl e consequences of previous po.l icies a n d  s pend ing 
p atterns a re cons iderabl e. Sixty- five percent of rural Bl a cks h ave 
never at c ended s chool (urban 39 , 9%) ; of the rural , 1 , 2X comp l eted 
second ary s ch ool , (urban 4 , 7%) , and , 3  to , 4% compl eted  tertiary 
l evel education. And even those who proceed to the h i g h er l 8vel s mos t  
frequent l y d o  s o  in ins titut ions characteris ed b y  inferior facil ities 
and teach ing . Cons equentl y ,  Bl acks are frequent ly l es s  competent tha n 

Wh i tes w ith the  s ame l e ve l s of ed ucation. I n  add i t i on ,  they h ave to 

function in a worl d w h ich is es sential l y  foreig n  to their own cul ture -
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the Western world of ind ustria l technology i n  which there is an  
emphasis on  q uantity a nd q ua li ty of prod ucti on  output, ti me and 
pace, numbers and the like. Further , they have to functi on  in a 
l an guage  not their own and which may be imperfectly understood . 

I t  is thus not surprising that B lacks often feel i nferior to Whites, 
which in turn saps thei r self- confidence and a mb i tion. They are 
also not a deq uately eq ui pp ed to a ppl y theory to practice, which 
reduces the i r chances to progres s  in industry even more. Literacy 
is a serious difficulty at all l evels and ob vious ly imp i nge s on the 
e ffectiveness of their communicati on. B ecaus e of thi s and their 
feeli ngs of inferi ority, they do  not l ike to as k q uesti ons, which 
again affects their effectivenes s in the work or training situation 
(Farrell, 19 78 ) Fine Spamer ,  1 9 79, Vers t er ,  1 97 6 ) . U nhappily, th is 
situati on will remai n with us for ma ny years yet: even if a national 
policy of providing q ualitati vel y eq ual ed ucati on  were introd uced in 
!�� � ew year, the be nefit to the country in terms of an increas ed 
supply of matri cula nts and g rad uates in the work force would not be 
felt for 20 to 25 years. 

Many companies in ind ustry are provi d i ng tra ining courses, not only 
i n  specific j ob ski ll s ,  but also in literacy, social skill s, a ssertive-
ness, interpersonal s k ills, etc. Th ese traini ng courses are a i med at  
compensating very real inadeq uaci es and wil l probably co nt i n ue  to be 
needed for at least the next tvw decades, \'lh en, hopeful ly, better
educated Blacks wi ll b e  entering the work force. During thi s ti me 
ind u s try will need every assi stance in d esigning and implementi ng 
training courses to meet its needs in develop i ng B lack manpower . 

. At the present ti me the Department of Educat ion  and Traini�g is d eeply 
involved in pro�pting fo rmal  and informal tr� ini ng  programmes aimed 
at the crea tion cf a climate which is cond ucive to upwa rd mob ili ty i n  
the co9nitive, affect i ve and conative spheres a nd to the ,i ro vision of 
specific skil l s  t ra i ning . New facili ti es are being provid ed and 
particular empha sis i s  being placed on the improv�ment of tea chi ng 
skill s. I t  i s  hoped that the m i nimum entra nce q ua lifica t i on  fer teach er 
trai ning wil l be  matric within two to three yea rs { Engelbrech, 1979) . 
Unfortunately there is li ttle to be do ne about the time l a g before these 
pol i cies can produce the d es ired result. 
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Improvement in the qual ity of l abour is essentia l to t he growth of 
industry. To facil itate improvement, training courses or methods 
need to aim at the fol l owing: getting workers to function effectively 
in d oing more compl ex tasks and in requiring l ess supervision; in
creasi ng the awareness of opportunities, especial l y  at management 
l Avel ; improvir.g sk il l s  wh ich coul d al l ow c hanges in the way in 
�hich production is organised . There has in an y case been a trend 
to\'1a rds the up9 ra ding of educa tional requirements for j obs  of constant 
content (Pienaar, 19 75) , and more sophist icated prod uction processes -
together with upward shifts in educational d ist ribution - have al l 
resul ted in more edu cated ma nagerial and supervisory workers. The 
simul taneous de c l ine i n  the numoers emp l oyed in domestic service and 
the agri cul t ura l sector, is causin g s h ifts in l ab our demand - i. e. a 
grea ter need for skill ed worke rs , l ess for l abourers. 

Such shifts rai se the question of whether it is feasib l e  to appl y 
c ross- tra ining p rogrammes (i. e. training an individual at present in 
one occupa ti ona 1 category in the ski 1 1  s needed to �·1 ork in another 
oc cupat ional category) . At the l owest l evel s of occu pat ion, a l arge 
number of work ers a re found who are not endowed w ith t h e  ba sic 
potential, numeracy or l ite:--acy ne cessary for t rans formation from 
l a�ourer l evel upwa rds. There is a l so evid ence that some companies 
vie� a commi tmen t to t ra ining at  th e most  basic l e vel s a s  b eyond the 
n ormal realms of busi ness enterpris e  ( Markgraaff, 1 9 79) .  

At th e h igher l evel s of oc cupation t he  more specia l i s ed  th e education 
required for a g i ven occupa tion, the less the flexib il ity of sub
sti tu t i on between it and othe r oc cupational categories ( P ienaa r, 19 7 5 ) . 
P ienaa r al so states: "Onl y in th e case of legal l y  prescrib ed entra nce 
qua l ifica tions to an occupa tion, st rict l y  enfor ced hi ri ng  s tan dards, 
or pure manual l abour can it be  assumed that certa in e� u cat i onal 
preparation p rovides the sk il l and k nowledge required for performance 
of an  oc cupation. In most cases oc cupations are heterogeneous ar.d 
conta in a wid e variety of j obs d iffering as to j ob content and educa
tional req uirements. There are in add ition va rious ways of equipping 
a pe rson with a specific set of sk il l s  (formal edu cation, experience 
a n d  on- the- j ob tra i ning ) " .  He g oes on to say t hat there appears to be 
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consi derable substitutability between manpower groups, alth ough it 
is a lso argued th at wh i le there may be considerable susti tution 
wi thin t he  maj or occupat i onal categories, there is li ttle between 
occupa ti ona l g roupings. 

B y  a nd large it would appear that the cross- traini ng of B lacks to 
meet manpower demand s  in certai n categori es (as opposed to general 
manpower development programmes) can offer only a li mited solution. 
However, the cros s - trai ni ng of W h i tes i n  certa i n sectors appears to  
be ess entia l  to  allow B lack a dvancement ,  e specially where Wh ite 
s ecurit y ·j s genui nely th reatened. High manpower needs cou 1 d we 1 1  

have Wh i tes in certai n categories out of their j obs. A good example 
is the miner - most other  � k i l led vmrkers  or a rti sans car. move to 
other sectors of i ndustry , but not so certai n cate gor i es of miners. 
Unt i l strategies can be evolved to promise him a sound future, he 
will resi st B lack up11,a rd movement strongly. One min i ng house h as 
recently instituted an Empl oyee Development Programme wh i ch t hey  
hope will help solve th i s  very complex problem (Na than, 19 79 ) . 

I n  terms of Bla ck education, another strategy, firs t attempted in t he 
USA , requires further i nvesti gat i on: i. e. Operat i on Headstart wh i ch 
involved special tre atment of disadvanta ged children at the pre
sc hool stage. I n  th is strategy the premise i s  t h at  ch i ldren in 
disadvantaged homes recei ve li ttle stimulation, discover t h at t he best 
wa y of escapi n g  displea sure is to be quiet and not bother adults who 
a re too involved i n  subsistance act i vi ties. By  provi di ng such ch i ldren 
with verbal stimulation, creati ve pl ay opp ortun it i es and indi vi dual 
a ttention, i t  was hypothesised that  t heir cogni t i ve abi l it i es would be 
enh anced and they would do better at school. 

Some studies ca rried out in the USA s upport th i s  h ypothesis, an d 
a lthough the cogniti ve g ains reported a re open to questi on ,  the 
dramat i c difference in school pe rformances  between the experiment al 
a nd control groups i s  of vi t al si g nifi cance. A pr� 1 i mi nary i nvest i gat i on 
foto the  f eas i bi 1 i ty of conducti ng s i m i l u r prog ramming i n  South  Africa 
has al ready been done by the N I PR: I t  wa s found tha t one of the 
g re� test obs ta cles to i ts i mplementat i on i s  the need for large numbers 
of trained personnel. On a nation al  scal e, the sheer weigh t of numbers 
involved cont i nues  to ma ke the i mplementation i mpossible, but a s tart 
could, for example, be ma de i n  urba n day-care faci li t i es. 
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Because of the �idel y d i ffering backgrounds of individual Bl acks in 
S outh Africa, wide differences in motivation occur . In  general i t  
appears that motivati on to work, j ob expectations and job satisfaction 
vary i n  terms of degree of 'Westernisation' , or, more simply, wh ether 
Bl acks are from an urban or rural background (Orpen, 1974) . T h e  
maj ority of the unskil l ed rural Bl ack workers in South Africa are born 
into and are raised with in a subsistence economy, entering the work 
force ma i nl y  to earn as much money as possibl e in order to return to 
their famil ies i n  the sh ortest possibl e ti me and do not become invol ved 
in th e work they do ( Nath an, 1979, Farrel 1 ,  1 978 , Verster,  1 976) . Th is 
often 'l aissez faire' attitude of the Bl ack man to h i s work has in the 
pa s t  exacerb ated nega t i v e  \.Jh i te supervis ory attitudes, and h as given 
rise to feel ings that Bl acks are ' just l az y ', whereas th e apparent l ack 
of drive is due to th e fact that th e individual s concerned are more i n  

tune with the agricu l turall y- l inked tribal rythm th an the ambi tious 
capital i stic system ( Matsheke, 1972, Farrel l ,  1 9 78) . ..Apart from tribal 
background , B l a cks ' l ack of sch ol astic education , l iteracy and their 
physiol ogical needs have been postul ated as factors l i miting their 
motivation (Wyndham and Kempen, quoted in V erster, 1976) . It  woul d 
appear that unl ess Bl ack aspiration l evel s in certain categories can 
be rais e d, their l evel s of achievement wil l remai n uns at isfac tory 
(Nathan, 1979, Farrel l ,  1978). At present 67% of a nati onwide sampl e 
of companies in industry are not satisfied with th e produ ctivity of 
thei r Bl ack workers (Farrel l ,  1978) on top of wh ich S outh Africa is 
acknowledged to hav e  one of t he  l owest productivity l e vel s in the worl d 
(S utton, 197 9) . 

In spite of the factors mentioned above, h owever, l ack of motivation 
is not entirel y th e faul t of Bl acks. Often they are faced wit h  poor 
i nduction and mana gement procedures and are given l i ttl e opportunity 
t o  devel op or use thei r abi i ities to th eir ful l poten�ial . It  h as 
been s ugges ted th at the mos t important factor in respect of ach ievement 
and productiv i tiy is Bl acks ' n eed to become �� of opportun·1 ties 
in whi ch , th rough work, an individual can be rewarded (Farrel l ,  19 78 ) . 

5 ' , · . ' 

/ 
/ 
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Th ere is, a t  present, consid e ra bl e confusion in ind ustry a s  to 
the facto rs wh ich motivat e  the Bl ack l abour force, The most wid el y 
hel d op i nion is tha t remunera tion is the si_ngJg _l,igh est mo tivato r  ,_ " ·  - -

and that vwrkers wi l l  conseq uently be sa tisfied if th ey receive fair 
wages. There is, furthermo re, a l a ck  of perception  a mongst many a s  
to wha t  constitutes sati sfa ction: Bl ack workers wil l often present 
a sat i sfied fa ca de beca us e th ey feel tha t  th ey da re no t do o th erwise , 
since their mo bil i ty is restricted by l egisl a t i on a nd th ey a re afra id 
of l o sing their j o bs .  Compa nies t end to a ssume tha t Bl acks do not yet 
a spire to satisfact i on of hi gher ord er needs, and a l though a rel a t i v e l y 
h igh propo rtion of Bl acks a ppea r to be content with th e s a tisfact ion 
of pri ma ry needs, the sa tisfact ion of h igh er l evel needs is b ecoming 
increa sing l y i mportant fo r ev er g rowing numbers of Bl a cks (Vers ter ,  
19 76 ,  Fa rrel l ,  1978) . Mo r e  a nd more compa nies a re t ry i ng to overcome 
poo r  mo tiva tion  a nd productiv ity b y  giv ing tra ining in Western bus iness 
o rienta tion o r  tra ini ng d esigne d to cha nge a ttit ud es. Fine S pa mer and 
Associa tes repo r t  that  there is a considerab 1 e need fo r such training 
a nd that  th ere a re s evera l compa n ies wh i ch h a v e  successful l y  ca rri ed 
o ut such programmes d uring the pa s t  yea r. I f  Bl acks a re to move upwa rds  
occupa tiona l l y, it i s, in fact , v ita l fo r th em to devel op  qua l ities of 
d rive and a ch ievement o rientat i on. 

E ven without fo rmal devel opment co urses, ma na gement can go a considera bl e 
wa y towa rds increas ing prod uctiv i ty a nd enha ncing a 'cl ima te' of  ach ieve
ment by seeing to th e t ra d itiona l motiva to rs (e.g .  h yg i ene a nd ma i ntena nce 
facto rs) a nd by l a yi ng grea ter empha sis on th e sa tisfaction  of h igher 
o rde r needs ,  even wi th l ess soph i s t icated workers. Prod uctiv i ty can be 
i nc reased by a rra ng ing work so tha t  it is i nteresting a nd c h ang ing; b y  
giving the wo rker adeq ua te  suppo rt together w i th t h e  too l s a nd informa tion 
necessa ry to do the j ob; by de l ega t i ng s uff i cient a utho rity to ena bl e  h im 
to func tion  effectivel y; by prov id ing rea sona b l e and fa i r  remunera ti on ,  
th e cha nce to devel op new sk� l l s, security, a na the o pportun i ty to see 
th e resul ts of hi s wo rk. Tra i ning in itsel f i s � s t rong mo tivator,  
conside red by n1any as th e key to  B l ack a dvancement a nd the devel opment 
of posi t i ve work a ttit udes .  

I dentifying B l ack l ea d ers a nd mo t i va ting thern to accept responsibil i ty 
i �  a noth er means to d evel o p  B l a ck s. 
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Another aspect of B l ack motivation wh ich provi des new insights was 
h igh l ighted by d u  Toit ( 1979) : " I  bel ieve that in order to enabl e 
B l acks to be prod uctive, we h ave at l east to incorporate into our 
management ph il osph y some aspects of B l ack cul ture . . . .  There is 
recognition of this view by two editors, Mich ael Z. B rooke and 
H .  L ee Rennie, wh o recognise that mul ti- national companies cannot 
operate success ful l y  in fore ign countries unl es s they can make some 
a djustment  to management ph il osoph y and styl e to meet at l east a 
mi nimum of basic cul tural aspects of the h ost country" . 

4 . 4 Communication 

Many persons active in the B l ack devel opment or management fiel ds  
are of the opinion that improved communications form the gol den road 
to improved ind ustrial rel ations. i n  South Africa, th e compl ex and 
s,ubtl e process of communicating is further comp l icated by the mingl ing 
of many tribes, l anguages and d ial ects, d ifferent cul tures, perceptions 
and prej udices. Verster ( 1976) d iscusses various possib l e strategies 
to overcome the l anguage aspect of communication : 

i) Wh ites l earn an African l anguage. Th is woul d improve Wh ite/ 
B l ack communications and may make more positive B l acks' 
feel ings towards W h ites. A d ifficul ty woul d be the ch oice of 
lang uage, since at l east two woul d be needed to cover the eight 
main tribal groupings in South Africa. Further, African 
l ang uages a re inadequate for conveying technol ogical concepts . 

ii) Bl acks l earn a n  official l anguag�� Th is strategy woul d al so 
improve commiJnications and th ere are tax concessions for firms 
wh ich provide traini ng courses to improve B l ack l iteracy. There 
is a potentia l for friction with Afri kaans- speak ing Wh ites, 
h owever, since urban B l acks prefer to l earn E ngl i sh wh i ch is of 
u se  to them outside South Africa as wel l .  

i ii) B l acks an d W h ites l earn an amal gam of l ang uages e. g. Soweton or 
Fa naka l o. The  d ifficul ty here w oul d be th at these l anguages d o  
not l end themsel ves to  ab straction and the express � on of compl ex 
concepts. 

v' 
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iv) Fi rms e mpl oy Bl ack· su pervisors and i nt erpreters. 

v) Firms sel ect and place only E ng l ish- or Afrikaans- speaking 
workers. The drawb ack i s  that there are too many jobl e ss 
Bl acks. I n  Ver ster ' s vi ew a comb inati on of these strategies 
· woul d provi de the bes t solu tion. 

S i nce accu rate communi c a t i on takes  place opt i mal l y  in a po sitive c l imate , 
it b ecome s neces sary for management to pay a ttent ion not only to the 
more 'mechanical•  (i . e. l anguage per se ) aspe cts of  communi cati on, bu t 
to the enti re personnel strategy. Whi te a tt i tu de s  are i mportant and 
it i s  necessary to e stab l ish an atmo sphere of mu tual tru st and re spe ct 
between  the race grou ps. I n  the USA very good resu l t s  were ach ieved  
with the introdu ct i on of  s ensit i vity training p rogrammes. 

Supervision is of parti cu lar importance i n  the e st abl ishment of sou n d  
communi cations. The supe rvi sor is the cha ri nel through 1,·ihich management 
pol i cy is impl emented downwards an d feedba ck i s  gi ven u pwards. The 
s u ccess of the supervis or in tu rn depends on how he i s  perceived as a 
person and how he handle s his su bordinate s. Freq u entl y encountered 
difficu l ti e s at present re sult from the fact that communication with 
Bl ack workers tends to be one-way ,  e. g. i nstructi on s, and that some 
Whi te super visors tend to think in stereoty pes, i. e .  a B l ack man is 
viewed as a representat i ve of a Bl ack mass and is not recognised as an 
i ndividu a l . 

Another sou rce of fru stration to the B l ack  man is that he is u na bl e to 
communicate his difficulti e s  u pwards. There is a great need, e speci a l l y  
i n  l arger companies, with their longer ' line ' functions, to institu te  
effective confl ict re sol u tion procedures. Certain probl ems requ ire 
immedi a te  recourse to  a mediator, and whi le t h e  commi ttee system may 
be a dequ ate where more general g rievances are co�cerned,  i t  may be 
inade qua te to cope with crises which cannot be deferred . 

Whi l st i mproved communi ca ti on is of vital importance ,  it is not c1 l ways 
easy to achie ve.  Mana gement tend s  to  a ssume t he \.'J i1 li 129_ne ss of the 
workers to communi cate and is then discouraged \vh en  confronted \v i th th e 
pass ivity and fata l i sm of many Blacks. Management  have al so been 
dis appoint ed by the rel ative l y smal l percenta ge of B l a cks  who have been 
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prepared to accept responsibility , as well as by the large numbers 
requiring constant supervision. It would appear that this is again, 
in part, of motivati onal and cultural origin, but more research is 
required to understand fully the reasons for these behaviour patterns. 
This is also true of the declining productivity characteristic of 
recent years whi ch is ma king the closing of the wage gap d ifficult, 
if not impossible; this may be connected with the 'generation gap' 
which is a relatively new phenomenon in South Africa but which has 
had negative effects on communication and prod uctivity in the USA 
for some time. 

4 .5 Social Skills 

As Blacks ad vance into areas of supervision, administration and 
management, ever more conformity with Western social norms becomes 
necessa ry. E ven at the lowest worker levels, i n�_ig_�-� i�to the 
d ifferences between Western and tribal customs could help to avoi d 
much unnecessary misunderstanding and friction. Several companies 
are already running social skills programmes to facilitate the 
adj ustment of their Black workers. 

The ability to cope with, and fit into, an entirely new cultural 
ba ckground should be fostered from the earliest opportunity, since 
the inability to adj ust results in many negative rea ctions. Chief 
amongst these are lo� s of confidence , facia l friction, loss of 

· mo tiva; i�n to achieve within the capitalistic system, and high levels 
�;l<l'<o .... ,........._,,. 

qf(f�res·s :· J n the work situation. Some cons i dera ti on shou 1 d be g iven 
to�the introduction of social skills programmes at schools, poss ibly 
even at primary school level. 

4 .6 Stress 

L ite rature suggests that the � tress experienced by upward ly mobile 
� , w �· "' • • > - · '  -· ,. ·- " - -.- ,- - -- - --- \1, "",, � ,,_ ''"-'-,'> 

B l acks and the effects thereof on both their progress and ge�eral 
-. • ..,, N....__. • 

< •� �. ••,< • ,-''"" -.. � 

v,1.ell� bei_�_Q �,. -��� s received lit t 1 e attention. I t  seems likely that 
the B lack 's outward passivity has, in the past, masked the � 'f' stress, 
or th at Whites have simp l y not interpreted stress res ponses accurately. 
It is, however, a fact that B lacks in South Africa are subjected to 
a great deal of stres s  over and above that experienced by their White 

. -, -,,.. ., 

/ 

I 
.,I 

, ,_ ....... � . .  
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counterparts. When we cons ider the strain to which the average White 
i s  subject ( e . g. infl ation, rising of oil and petrol prices) and the n  
ag_d j obJ es.sness� _ __ pby,s ica l p l ann i ng _ l egisl a ti(?�_! ___ �_9} ustment to  a new 
environment ,  and the l ike ,  it is possibl e to form a concep t  of the 
day to day tensionsJ�i ch .. Bl acks are subj e ct .  

- .. ______ ___..:_----

I t  seems h ard l y surpri sing in this l ight that Bl acks fin d  it difficul t 
to progres s, or that they a re unabl e ,  or un wil l ing, to concentrate on , 
or cope with ,  further demand s in the work situation . Much  needs to be 

�J�t-:·:1..,,: �-_1t,'.::<_· ' ":'.'.:,;:,-'C:.:/".:!�-«�w.:; 

done to� i n vestig ate stress, its infl uen ce in inhibiting Bl ack upward 
�----�� .,,._...,,,��, -'(: ; 

�-�-il ity , and to ascertain the coping mecha nisms of occupationa l l y  
successful B l acks. 

A company which be came aware of the stres s l eve l s of its Bl ack emp l oyees, 
and which then instituted a programme in a s s ertiveness train i ng  and  
stress managemen t reports e xce l l ent resul ts. S al es improved and a 
group sent on an a cademic course achieved an 80 percent s uccess rate , 
c ompared with candidates from other  companies for whom the succes s rate 
was be l ow 20 percen t. 

The difficul ti es  experie n ced by grad ua tes  in their adjustmen t  to the 
work situa tion, and their fail ure to keep p ace with W hite counterparts 
coul d p artl y be ascribe d to these basic stress l eve l s (du Tait ,  1979 ). 
T he al l e viati on of such stress shoul d be tack l e d  on a n ationQ l l eve l  
a n d  wil l requi re the co- operation of both the Government  and management. 

4 . 7 White Attitudes 

In  the p ast White occupational skil l s  were protected by l aw - a situation 
which stron gl y  i nf l uen ce s  White attitudes t oday . These attitudeJ range 
from p l�E�_eg . .  a cceptance of , to vi o 1 ent res i s  ta nee  to, new em� l oymen t  

� pra ctices, es pecial l y  on the part of White individu a l s wh o fee l that 
their j 0b se curity i. s threatened. A good examp l e is th at of the J]j fier_ 
who is captive to an industry - 1 1 there is n o  way that we are goin g  to 
ma ke substantia l changes i n  mann ing s tructures ti l l  we can convi n ce the 
miner that he ha s a p l a ce in the sun , underground " ( N athan, 1979) . 

\ 
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Although a great deal of integra ti on i n  industry h as been  q uietly 
taking place with only a small percentage of W h ites causing difficulties 
(Fine Spamer 1979, Farrel l, 1978 ) , W hite attitudes remain a maj or 
prob l em ar�a. W hite p rejudice against Blacks is strong in certain 

� sectors of the population and unfortunately negative attitudes are 
readily perceived by the Blacks. "They \'Ii 1 1  pi ck up th e undertones 
of cli mate and mood  more eas ily than  they wi ll pick up expressed verbal 
ins tructions11 (Magwaz a, 1 96 9) .  

t1any solutions h ave been put forward and some companies h ave been 
actively engaged in working out and applying strategies to combat this. 
I ndustrial relations traini ng is one meth od (Swart, 1979, N ath an, 1 979) , 
whilst control l e d mandatory exposure of the various raci al groups to 
one another is also mooted (Bos h ard, 1979) . The American experience 
h �s show n the latter to be effective and it would certainly appear 
th at face to face contact in the ' neutral I work environment, where 
th e mo re emotional aspects of integ ration (e. g. social) are not so much 
to the fore , pays dividends (Fine S pamer, 1979, N ath an, 1979) . 

Also essential to promoting positive W hite attitudes is �fld man?g.e
ment po  1 i cy i n  terms- of .equal pay for �JOrl<_ of _ equa 1 va 1 ue ( and the 
concomitant a spect of sound performance a�praisal systems) , as  well 
a s  fai r p romotion. sys tems. The l a tter is a p � rticu l arly th orny 
p rob lem in South Africa and, in fact, remains so in the USA where 
Affi nnati ve Action programmes h ave served to harden W hite negative 
a ttitu des i n  many cases . Sutton ( 1 97 9) states tha t  p romotion on 
merit h as proved to  be one of th e most difficult princi ples  of the 
Saccola Code to implement. He ascribes th is to two factors: 

(a) a dea rth of Black applicants with adequate expe ri ence and 
skills, a nd 

( b )  · the difficulty normal ly exper i e nced in cha nging long-established 
practi ces a nd procedu res which have th e added  disadv 1 ntage of 
being reinforced by deep-seated attitudes, prejudices and val ue 
s ystems. 
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The vital importance of forw ard pl anning is repeated l y  stressed 
by companies invol ved in i mpl ementing new empl oyment practices. 
Company cul ture and cl imate need to be prepared for change and 
empl oyee communications must be maintained at a high l evel . Where 
this has been done, some very positive resul ts have been achieved 

. and al ready we have s ome Bl acks working in supervisory positions 
over Whites ( Fine Spamer, 19 79) .  

4 . 8  Supervision 

The supervisor pl ays a key rol e  in the work situation, and his 
importance is even g rea ter in the South African context, where hi s 
contribution, not onl y to the cl imate of the organisation, but al so 
to B l ack advancement as a whole, is critical . In South Africa this 
is often the B l ack/White interface: attitudes and perceptions of 
great numbe rs of Bl acks are sha ped by this meeting. The negative 
r ippl e effects of a poor supervisor are manifol d - not the l east 
of which are poor productivity and l ack of motivation. Until very 
recentl y the emphasis has been on the supervisor as a technician, 
whil s t  the interpersonal aspects of his j ob h ave been l argel y 
ignored. 

The supervisor can be viewed as the ' gateway' between management 
and the worker and often it is his task to reconcile the needs of 
both. This tends to ' isol ate' him in that he bel ongs neither to one 
group nor the other ( Farrel l ,  1 978) . The supervisor needs "people 
handl ing" skil l s  and must be abl e to motivate his workers to meet 
the demands of management, whil st at the same time taking care of 
the needs of his workers. 

Traditional l y , supervisors in South African have been White, but 
economic pressure is again bringing about changes. Even in the mines, 
where the 'stabil ity ' of the White supervisor, as opposed to the 
changing mig rant work force, has kept his j ob White mainl y for 
reasons of safety,  changes are imminent (Nathan, 1 979) . The different 
perceptions of B l acks and Whites h ave often had unfortunate resul ts. 
White supervisors have become frustrated by their inabil ity to 
c ommunicate with the B l acks in their charge, and impa tient with val ue 
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systems unl ike their own. Wh i te compl aints are, most often, 
tha t  Bl acks are no t interested in their work , require constant 
supervisi o n, produce poor  resul ts, are o nl y interested in their 
pay packets and are often l ate (Farrel l ,  1978 , Verster, 197 9) .  
Bl acks on  the o ther hand a re frustrated by a system they do no t 
understand, by unsympathetic supervisors, often repetitive work 
and l it tl e incen tive to do better. 

The gradual introduction  of Bl ack supervisors has resul ted in 
some backl ash from Wh i te supervisors who feel that their traditional 
positions  are being invaded. S urprisingl y there was al so some 
initial resistance from Bl ack workers who d i d not trust the com
petence of Black  s u pervisors, fe l t  they had l ess ' pul l  I on their 
beha l f with mana gement and were prone to favo uritism (Lotz ,  1 97 7) . 
Recent l y ,  however , Bl a cks have expressed very po s itive attitudes 
towards Bl ack supervision, citing understanding of t heir back ground 
and ease of communication as t he main point s in their favour .  

Apart from t he economic needs of the country, the Bl acks '  ever 
higher movement on  t he scale of needs make t he creation  of mot iva tional 
o pportunities essent i al .  T he training and devel opment of Bl ack super
visors is therefore an important a s pect of Bl ack advancement general l y, 
a n d  as the  r.e ga t i ve outcomes of inadequate training i n  t he pas t  a re 
stil l being fel t ,  mistakes of inadeq u ate training shoul d not be 
repea ted .  

5 .  SUMMARY 

T he upward mobil i t y of Bl acks has gained in impetus, especi a l l y  during 
the l ast two years . .  Thi s upward movement is no t taking pl a ce quick l y 
enough to  meet the economic demands  of the c ount� �nd even immedia te 
impl ementa tion of stra te gies to enhance it , wil l onl y become effective 
after a t i me- l ag. A n� t i o nal st rategy to improve education a nd 
trainin g is al ready underway, but for at l 2ast the next two decades 
industry wil l have to up-grade Bl ack s in their empl oyment to meet 
manpower shortages. 
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Not on1 y wil l it be importa nt ,  i n  the prov 1 s 1 on of manpower d eve l opment 
s ta tegies in the immed i ate futu re ,  to pay attention to t he factors 
i mp i n g i ng on B l a c k  u pward mob i h ty ,  but  a l s o to consider the evo l u tion 
of new management phi l osophies e .g. p hilosoph i es that incorporate some 
as pects  of G l a c k  cultu i ·e. At _ th i s  t i me p roduct i v i ty i n  South Afri ca  

i s  poor ( anion�1 s t  the l owes t  i n  i ndus tri a l is ed countries) and thi s  a l one 
i s  a b 1 9  fdcto r ho 1 d i nn D la ck ddva ncement back  - compan i es are under
s tandabl y l oath to clos e the wage- g a ps u nder the c i rcums ta nces . 

Oth er cons tra i nts to j ob advancement a rc the fol lowi ng ( N attras s ,  19 79) : 

i )  Low a verage le vels of education of Bla ck workers i n  South  
Africa .  coup l ed w i th poor fac i l i t ies fer tra i ning both on 
a nd off the job. 

i i )  The attitudes of Wh i te workers and organ i s ed Wh i te l abour to 

B l ack adva ncement . 

i i i )  Rac i a l  s te reotypes he l d  by ma nagement . 

i v )  The a ppa rent footl oose  natu re o f  the mi gra nt workforce . 

v )  Legal ba rri ers to  B l ack advance ment .  

I n  th i s  survey more deta i l ed as pects are i den t i f i ed i n  add i ti on to, 
and congruent w i th , the above: 

a )  Cu l tu ral background and att i tudes which a re ,  espec i ally amongst 
the l es s  sophi s tica te d workers.  in conf l ict w i th t he Wes tern 
capi ta 1 is t i c  s ys tern. · 

b )  Moti vat i on to ac hi eve or to work i s  often negative - a functi on 

of  poor management , background  and poor edu cati on. 

c )  Commun i ca ti on which is not on l y  made di fficult b y  the l a ng u ag e  
barri er . bu t is fu rthe r d i s to r· ted by inaccura te percept i ons, 
prej udi c e  and mu tua l l ac k  of know l edge of each other' s 
cu l tures . 
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d }  Inappropr i a te s oc i a l  s k i l l s wh i ch a ffect es pec i a l l y  h i gher 

1 eve1 B l ack workers . 

e )  Bas i c  s tres s l evel s wh i ch i n h i b i t  fu l l u t i l i z at i on of bas i c  

ab i l i t i es .  

f )  Poor  s uperv i sory practi ces wh i ch have a negat i ve r i ppl e 

effect at  the B l ack/Wh i te i nterface . 

Some of these factors requ i re further research  and much work needs to 

be done to estab l i s h and def i ne bas i c  dynami c s . 

One po i nt that has been h i g h l i gh ted by th i s  s urvey , i s  the very 

heterogeneous na ture of the B l ack work  force and the fact that very 

di fferen t s tra teg i es w i l l  have to be  a pp l i ed to the d i fferent 

occupa t i ona l l eve l s .  In i t i a l l y  i t  has  been dec i ded to foc u s  on the 

more soph i s t i cated u rban worker , ma i n l y  beca use the g rea tes t manpower 

needs a re for s k i l l ed workers and i t  wou l d  be from th i s  g roup tha t 

they w i l l  l a rge l y  be drawn . The next s tep i n  th i s  proj ect w i l l  be a 

s u rvey of B l acks  i n  s u perv i sory/manageri a l /admi n i s tra t i ve pos ts , 

i n vo l v i ng s tructured i n terv i ews w i th s uch B l acks  and wi th t he i r 

i �med i a te Wh i te superv i sors . The res u l ts of th i s  s u rvey w i l l  be 

ana l ysed in a fo l l ow i ng report . 
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