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ABSTRACT

This study seeks to generate a model that will give rise to improved working
relations between the management of the Eastern Cape Provincial Legislature
and NEHAWU. In the community of the Eastern Cape Provincial Legislature
there are perceptions that management and NEHAWU do not trust each
other. Based on the above, the main aim of the study therefore is to
investigate the truth or falsehood of the perceptions mentioned above and to

generate a model.

As Punch (1993:37) explains, the researcher provides the hypothesis which is
the predicted answer to the research question or problem identified in the
study. The formulated hypothesis in this study is that “the application of a
model to improve working relations will result in improved working relations
between management of the Eastern Cape Provincial Legislature and
NEHAWU”. Findings revealed in the answers received from respondents

prove the accuracy of the hypothesis.

The methodological framework used in this investigation is the qualitative
research. Winberg (1997:411) states that in using the qualitative research

approach, the researcher looks at people within a specific context.

An appropriate research design selected for this research project is the

empirical study that utilises the primary data sourced through a survey. A



survey has been conducted targeting different respondents in the legislature

community.

Findings reveal that in order to improve working relations an enabling
environment in the ECPL should be created. Effective and user friendly
systems and standard operating procedures should be put in place. Findings
also reveal that interaction between management and the union takes place
mainly around bargaining issues. Managament and NEHAWU do not trust
each other and as a result of that relations are poor. Again, findings reveal a
strong support by management and NEHAWU for the development of a
“model to improve relations between management of the Eastern Cape

Provincial Legislature and NEHAWU?".

After analysing and interpreting the findings, the study recommends a model
that will help improve working relations between management and NEHAWU.
The proposed integrated model deals with institutional strategy that is
informed by national policies and legislations, structure (inclusive of MPLs,
management and the labour union), systems and standard operating
procedures and cultural re-invigoration. Central to this model is an effort to

build a team with a common purpose.

The model recognises the importance of inter-relation and inter-dependency
of its various elements in order to build a successful organization and to

cultivate good corporate governance.



GLOSSARY

Transformation of public service: When the new government came into
power after 1994, there was a paradigm shift in terms of how things were
conducted generally in South Africa. With this change in the environment
in which pubic service officials had to operate, the Minister of Public
Service ushered in the process of transformation within the public service.
A White Paper on transformation that was intended to guide senior

managers in taking forward the process of transformation was introduced.

Union member: This is a permanent employee of the Legislature who is a

paid -up member in terms of NEHAWU's constitution .

NEHAWU: This is an abbreviation of National Education, Health and Allied
Workers Union, which is a Congress of the South African Trade Union
affiliate. It is the labour organisation that represents workers in the public

service.

Legislature: This is a provincial House which when considered as a
whole, forms a body which is mandated to pass laws, exercise oversight
over the executive, conduct public hearings, and facilitate public
participation. A Legislature is composed of political representatives who

are elected to represent the people.
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Executive Council: This refers to members of the Provincial Executive
Council charged with the responsibility of a department or portfolio. It is the
branch of government concerned with the formulation and execution of

policies and laws.

Members of the Provincial Legislature: This refers to elected

representatives of the general public to the Legislature.

Rules Committee: The Eastern Cape Provincial Legislature provides for
the establishment of the rules of the legislature to deal with matters
pertaining to the management, administration, and functioning of the

legislature.

Bargaining unit: This consists of staff from the level of general assistant

to the level of assistant head.

Legislature representatives: The officials nominated by the Executive
Management of the Legislature to represent the Legislature in meetings

with the Union.

Negotiating committee: A committee consisting of officials designated by
the Legislature to represent the Legislature and union members
designated by the union to represent the union during negotiations in
terms of clause 8 of the collective agreement of the Eastern Cape

Provincial Legislature.
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Parties: The parties entering into agreement.

Shop steward: This refers to a union member elected in terms of the

agreement and the constitution of NEHAWU .

Classes: According to Zotov (1985:114), Lenin described classes as
“large groups of people differing from each other by the place they occupy
in a historically determined system of social production, by their relation to
the means of production, by their role in the social organisation of labour
and consequently by dimensions of the share of social wealth of which

they dispose and the mode of acquiring it".

Employment relations: The present South African government together
with parliament and Legislatures are focusing as a priority on the
satisfaction and development of their workers so as to ensure maximum
output. In defining employment relations, Swanepoel et al (1999:1) state
that the employment relations field is all about the “people side” of
organisations; about managing the relationships between organisations
that exist to produce and deliver goods and services and the people
employed by these organisations in order to do the work needed to deliver

these goods and services.

Industrial relations: Walker (in Swanepoel et al.(1999:4), maintains that

industrial relations include the whole range of relations between workers,
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managers and government which determine the conditions under which
work is done. Industrial relations is essentially concerned with the
accommodation of the various interests that are involved in the process of
getting work done. In addition Kochan (in Swanepoel et al. 1999:5) seems
to concur with other writers in arguing that the field of industrial relations
includes the study of individuals, groups of workers who may or may not
organise into a union or an association, the behaviour of the employer and
union organisations, the public policy or legal framework governing
employment conditions, the economics of employment problems and even
comparative analyses of the industrial relations systems employed in

different countries over different time periods.

ECPL: This is an abbreviation of Eastern Cape Provincial Legislature
which has been established in terms of Chapter 6, section 104 of the
Constitution of the Republic of South Africa. The also refers to the Eastern
Cape Provincial House which, when considered as a whole, forms a body
which is mandated to pass laws, exercise oversight over the executive,
conducts public hearings and facilitates public participation. It is composed
of political representatives from the Eastern Cape who are elected to

represent the people of the Eastern Cape.



CHAPTER ONE

INTRODUCTION AND BACKGROUND TO THE STUDY

1.1 INTRODUCTION

The study seeks to generate a model that will improve working relations between
management of the Eastern Cape Provincial Legislature and NEHAWU. The
model developed should be able to clearly outline processes that need to be
followed in the Eastern Cape Provincial Legislature’s system of governance to

ensure better interaction between the Legislature’s management and NEHAWU.

The first chapter of this study shall give background of the study, outline
statement of the problem. After having outlined the problem, the researcher will
give aim and objectives of the study. This will be followed by the significance of
the study, statement of hypothesis, research design and methodology. The last
part of the chapter shall be dealing with the delimitation of the study and

structure of the treatise.

1.2 BACKGROUND TO THE STUDY

The Eastern Cape Provincial Legislature derives its existence from Chapter 6
section 104 of the Constitution of the Republic of South Africa, 1996. Chapter 6,
section 114 of the Constitution of the Republic of South Africa states that the
powers of the provincial legislature are to inter alia: consider, pass, amend or

reject any Bill before the legislature; initiate or prepare legislation, except money



Bills; and provide the mechanisms needed to perform such functions. In addition

the Legislature is also responsible for the following:

a. to ensure that all provincial executive organs of state in the province are
accountable to it; and

b. to maintain oversight of the Executive Council.

c. Finally section 118 of the Constitution of the Republic of South Africa,
1996 provides that the provincial legislature must facilitate public
involvement in the legislative and other processes of the legislature and its

committees.

In order to realise its constitutional obligations, Members of the Provincial
Legislature require cohesive administrative support through effective

management leadership and motivated staff members.

Prior to 1994, employers did not regard sound employment relations as a
prerequisite, because of the political, economic and social environment that
prevailed at the time. Workers were not taking an active part in issues of
governance. Instead they were expected to take instructions from their

employers or supervisors (Swanepoel et al. 1999:152).

With the advent of democracy after 1994, the segregative laws that subjected
workers to misery and hardship were changed. This was achieved by the

introduction of the Interim Constitution of the Republic of South Africa, 1993 (Act



208 of 1993) - now replaced by the Constitution of the Republic of South Africa,
1996, which is the highest law of the land and needs to be obeyed and followed
by all people, organs of state, civil society movements such as unions, and
business organisations. This therefore resulted in government departments
reviewing laws to ensure alignment with the requirements of the Constitution.
Regulations relating to employment relations were also reviewed, as stipulated

by the Labour Relations Act, 1995 (Act 66 of 1995).

The difference between the new form of employment relations and that of the
past is that employees were not given the opportunity to voice their opinions on
issues of governance within their organisations and therefore were not actively
contributing towards the attainment of institutional goals. In support of this view,
Carel et al. (1998:15) maintain that successful, rapidly growing companies are
generally able to use their human resource (HR) functions to solve problems and
achieve success in the following ways:

e Using team building and creating an environment of rapid decision-

making at lower levels;

e Communicating key company performance objectives through all
programmes and linking them to goals at all levels; and

¢ Including HR planning as part of strategic management.

No teams can entirely avoid problems, but some teams, particularly those who
have learnt to counter negative team dynamics, seem to be especially good at

preventing many typical group problems. A team works best when everyone



understands its purpose and goals. If there is confusion or disagreement within
these teams, management and the union work together to resolve the issues

(Lipton, 03 August 2004).

The present form of employment relations gives employees the constitutional
right to voice their opinions on issues of governance. This takes place through a
framework of structured procedures derived from the Labour Relations Act, 1995
(No 66 of 1995); and the Public Service Act, 1994 (Act 103 of 1994). Of
significance is the availability of bargaining councils and other statutory bodies
such as the Commission for Conciliation, Mediation and Arbitration (CCMA) and
the Labour Court. The successful transformation of the legislatures is a
prerequisite because of the significant role played by the legislative arm of
government, which is deemed to be the custodian of legislation in South Africa.
The legislative arm of government has the responsibility of overseeing the

executive on implementation of legislation and policies.

Management is responsible for creating an enabling environment for
transformation to take place in the ECPL. Management in the legislature is
composed of three members of the Secretariat, who hold the rank of chief
directors, six directors and fourteen deputy directors. The three chief directors
are there to provide strategic direction for the legislature and to ensure that the
institution is able to meet the stipulated goals. The directors are responsible for

monitoring and evaluating strategic plans within their directorates as well as for



the development of policies and procedures. Carel et al. (1998:15) add that
human resources policies are guides to management’s thinking. HR policies also
help management achieve their organisational objectives, as well as helping to
define acceptable and unacceptable behaviour and establish the organization’s

position on certain issues.

According to Carel et al. (1998:15), top HR officials, the deputy general
managers or the HR department heads are responsible for policy making. They
further maintain that in critical HR matters, such as equal employment or
management development, the policies may be drafted by an HR committee for
approval by the general manager. HR committees generally include members
from both line and staff departments. A line function is one that is directly related

to the achievement of organisational goals (Carel et al. 1998:15).

Within the ECPL’s Integrated HR directorate one finds the employment relations
section that was established towards the end of 2006. Prior to this period the
institution did not have an employment relations office, therefore lacking a
section to co-ordinate employment relations-related matters. This section is
composed of a manager and an administrative officer, and is responsible for
advising the Secretariat on policy matters affecting employment relations in the
ECPL. The employment relations manager is also responsible for facilitating and

chairing salary negotiations.



It is the responsibility of the employment relations office to advise the Secretariat
and set up measures that will contribute towards well-functioning relations
between the management and NEHAWU in the ECPL. The delay in the
establishment of this office, without clear role clarifications and mandates,
contributed to challenges and constraints experienced by the institution. The
perception amongst the legislature community of the poor working relationship
between management and NEHAWU within the Eastern Cape Provincial
Legislature is the main reason for conducting this study and for devising a model

to improve working relations between the two parties.

The NEHAWU branch of the Eastern Cape Provincial Legislature has 130
registered members. Of this number, seven constitute the shop stewards
committee, the members of which are elected at the annual general meeting of
the union. It is this committee which directly interacts with representatives of
management in meetings. At these meetings, issues pertinent to members of
NEHAWU such as salary negotiations, policy development, and disagreements
between management and NEHAWU - whether it is the implementation of policy
or decisions taken by management - are discussed. Meetings between
management and NEHAWU to discuss these issues are convened whenever the
need arises, with the exception of salary negotiations as these are planned

annually.



The aim of this study is to determine the truth or falsehood of the perceptions
mentioned above, and generate a model that will provide guidelines on how to
improve relations in the Eastern Cape Provincial Legislature. The study focuses
mainly on the period from 2004 to 2006. Although poor relations between
management and the union are perceived by the legislature community to have
started during the restructuring process of 1999, the researcher was only

appointed in 2004.

1.3. STATEMENT OF THE PROBLEM

The transformation process that was introduced in 1994 has impacted differently
on the legislatures. During the transformation process, little attention was given
to governmental transformation of the Eastern Cape Provincial Legislature as the
custodians of democracy. The other challenge facing the legislative sector is a
lack of well-coordinated and standardised HR policies and systems to provide for
a uniform framework for dealing with employment relations in the provincial

legislative institutions like the ECPL.

Poor working relations between the management of the Eastern Cape Provincial
Legislature and NEHAWU resulted in mistrust between the two parties. This is
the main problem statement of this research. Through analysis of data, the
researcher will endeavour to uncover the reasons for the poor working relations.
To address the problem, a model will be developed to improve the situation.

Singleton (1993:94) maintains that research begins with a question or problem



and that problems initially chosen almost always require more precise

formulation to be amenable to research.

The management style of the Eastern Cape Provincial Legislature is often
criticized by the union. The union accuses management of “not sticking to
policies adopted and decisions taken by the Rules Committee” (Team Building
Report, 2006:5). The corporate dress policy is one example that NEHAWU feels
is not adhered to. In the corporate dress policy adopted on 13 November 2003, it
was stipulated that the workers in the bargaining unit would be paid a non-
pensionable clothing allowance in the form of a lump sum amounting to R4
800.00 over a period of three years. This was subsequently reversed by
management and this resulted in disagreement. In addition, NEHAWU claims
that the decision taken by the rules committee that assistant directors should be
given car allowances (Rules Committee minutes, 18 February 2006) has not
been adhered to (See annexures 3 and 4 for further details). These two
examples have led to NEHAWU concluding that mistrust between management
and the union has been created. This is often visible when management and the
union engage each other on issues of governance where the parties will accuse

each other of not being cooperative and not understanding each other’s roles.

It is perceived that the restructuring process that was initiated by management in
2000 resulted in the deterioration of relations between management and the
union. During the same period, a new secretary to the legislature was appointed

as part of the restructuring and re-engineering process of the ECPL. The



restructuring process led management to decide to redeploy certain employees
to other sections where it was felt they would be better situated. This decision
resulted in a lot of dissatisfaction because the union alleged that it was not
properly consulted, nor correctly engaged. Some employees were demoted as
management felt they were not meeting targets. As a result, staff morale dropped

and this led to further mistrust of management.

A good working relationship between managers and the union in the ECPL is
critical for the realisation of institutional goals and improvement of service
delivery to promote sustainable livelihoods for the people of the Eastern Cape. It
is therefore imperative that the ECPL adopts a model that will enable the
institution to build sustainable working relations between management and the
union. This model will not only assist the Eastern Cape Provincial Legislature
alone, it may help other national government departments as well as the eight

other provincial legislatures in the country.

1.4 AIM AND OBJECTIVES OF THE STUDY

The aim of the study is to develop a model to improve working relations between
management and NEHAWU within the Eastern Cape Provincial Legislature.

The objectives are:



e to identify factors that can lead to an enabling environment for
improved working relations between management and NEHAWU,;

e to find ways of maximising interaction between management and
NEHAWU; and

e to develop a model that will help contribute to improving working
relations between management and the union of the Eastern Cape
Provincial Legislature taking into consideration improved

organisational culture, systems and structures.

1.5 RESEARCH QUESTIONS

The research questions for this study are as follows:

Will the model, based on organizational culture, systems, and
structures of the Eastern Cape Provincial Legislature, contribute to the
improvement of working relations between management and

NEHAWU's Legislature branch?

Is an enabling environment created by management to ensure that
NEHAWU is well prepared and informed for effective participation on

issues of governance?

How do management and NEHAWU interact?

10



1.6 SIGNIFICANCE OF THE STUDY

The study and its findings will provide a clear picture of the challenges that
influence relations between management and NEHAWU. Having identified those
challenges, the study will propose solutions in the form of a model aimed at
building relations between management of the Eastern Cape Provincial
Legislature and NEHAWU. Such a model will serve as a framework to guide
management and NEHAWU in establishing structures and systems that will
improve working relations. The adoption and application of this model by both
management and NEHAWU will result in the minimizing of the challenges that
have been identified in this study, which will contribute towards organisational
efficiency.

Another significant aspect of this study is the emphasis it places upon the
consultation process and the need for government to involve unions on issues of

governance.

In order to give direction to the study a hypothesis has been developed, which

will be accepted or rejected on the ground of evidence collected.

1.7. STATEMENT OF HYPOTHESIS

Punch (1998:37) and Singleton (1988:88) define a hypothesis as the predicted or
tentative answer to a research question. Formally defined, a hypothesis is an

expected but unconfirmed relationship between two or more variables. Bailey

11



(1987:41) is of the view that a hypothesis is a tentative explanation for which the

evidence necessary for testing is at least potentially available.

The researcher will provide a predicted answer, as Punch (1998:37) puts it, to
the question or problem identified by this study, namely that of the poor working
relations between management and NEHAWU within the Eastern Cape

Provincial Legislature.

The hypothesis for this study is: “The application of a model to improve working
relations will result in improved working relations between management of the

Eastern Cape Provincial Legislature and NEHAWU".

Singleton (1988:89) maintains that an adequate hypothesis statement about two
variables should indicate which variable predicts or causes the other, and how
changes in one variable are related to changes in the other. In the case of this
study there is a relationship between the model and improved working
relationships. With the adoption and implementation of the recommended model,
the relationship between the two parties would undoubtedly change. The model
will provide guidance towards the process of relationship-building in the Eastern
Cape Provincial Legislature. Findings based upon the answers posed to
respondents will provide the motivation for the adoption or rejection of this

hypothesis.

12



1.8 RESEARCH DESIGN AND METHODOLOGY

This section seeks to outline the type of study undertaken and the methods
employed in conducting this research. Singleton (1988: 91) states that research
is undertaken for three broad purposes, namely:

e to explore a phenomenon such as group or setting in order to become
familiar with it and to gain insight and understanding about it in order to
formulate a more precise research problem for further study;

e to describe a particular community, group or situation as completely,
precisely and accurately as possible; and

e to examine and formally test relationships among variables.

Mouton (1988:156) provides a broad description of research as being a
collaborative activity by means of which a given phenomenon is studied in an
objective manner with a view to establishing a valid understanding of that
phenomenon. He adds that research is a specific way of conducting an
investigation. According to Singleton (1988:91), it is important to know whether a
study is conducted primarily for the purpose of exploration, description or testing
relationships because these three functions have different implications for

research design.
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Berg (1995: 225) contends that “the central purpose of a methodological section
is to explain to readers how the research was accomplished — in other words,

what data was used, how it was collected, organised and analysed.”

This study attempts to address poor working relations between management and
NEHAWU within the Eastern Cape Provincial Legislature through the
development of a model which will formally test relationships among variables, as
Singleton (1988) puts it. Custer (1996:2) states that the primary goal of research
is to achieve understanding, and then to develop models that approximate “truth
and reality” which, he maintains, poses serious challenges to social science
researchers since truth and reality tend to be socially constructed. This is an
important point to consider in that the model proposed in this study must be
carefully designed to navigate between the “truth” and “realities” claimed by both

parties and arrive at the most objective and mutually acceptable solution.

The methodological framework used in this investigation is that of qualitative
research. Winberg (1997:41) states that “in qualitative methodology the
researcher looks at people in their context. The context can include people’s
pasts as well as the situation in which they currently find themselves.” Mouton
(1988:155) maintains that qualitative approaches are those in which the
procedures are not as strictly formalised while the scope is more likely to be
undefined, and a more philosophical mode of operation is adopted. Flick (1998:5)

suggests that qualitative research is employed for the purpose of devising a new
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way to solve a problem, working to design methods so open that they do justice
to the complexity of the object under study. He further maintains that the object
under study is the determining factor for choosing a method, and not the other

way round.

The validity and reliability of this research is reliant upon methods applied for
collecting information, categorising and analysing it. This means that the
accuracy of the research methods applied in this research are critical, as they will

assist in collecting data that must support the hypothesis.

Qualitative research refers to the production of descriptions of how and why
people do certain things (Berg, 1995:225). Leedy and Ormond (2001:148)
argue that qualitative research studies typically serve one or more of the

following purposes:

e Description - it can reveal the nature of certain situations, settings,
processes, relationships, systems, or people

e Interpretation — it enables a researcher to (a) gain insight into the
nature of a particular phenomenon, (b) develop new concepts or
theoretical perspectives about the phenomenon, and/or (c) discover

the problems that exist within the phenomenon
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e Verification- it allows a researcher to test the validity of certain
assumptions, claims, theories, or generalizations within real-world
contexts

e Evaluation- it provides a means through which a researcher can judge

the effectiveness of particular policies, practices or innovations

The qualitative research approach was deemed most appropriate due to the
nature of the study and the methods that qualitative research utilizes. The
researcher seeks to verify the assumption and perception that there are poor
working relations in the Eastern Cape Provincial Legislature. That assumption
can only be tested through the use of qualitative research methods and
approaches. Glesne et al. (1992:24) assert that “qualitative researchers depend
on a variety of methods for gathering data. The use of multi-data collection

methods contributes to the trustworthiness of the data”.

In this particular research, two data-gathering techniques will be utilised. These
are: questionnaire distribution to an identified sample of the Eastern Cape
Provincial Legislature, and document analysis. Documents utilised in this treatise
will include various texts, government documents and legislations. A literature
review seeks to examine both what has been written and what is lacking and
then contribute to filling in the gaps. A literature survey gathers information and
opinions on the topic in question from different writers. Berg (1995:224)

comments that the “basic intention of a literature review is to give a
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comprehensive review of previous works on the general and specific topic
considered”. Mouton (2001:87) maintains that when doing research on a specific
topic, “the researcher wants to learn from other scholars what evidence they
have found empirically, what instruments they have used and to what effect”. He
further states that this is important because one wants to ensure that one does
not merely duplicate a previous study to discover what the most recent and
authoritative theorising about the subject is, and to ascertain what the most
widely accepted definitions of key concepts in the field are. The literature review

foreshadows the researcher’s own study (Mouton, 2001:87).

Sources of information, such as policy documents relevant to this study, have
been retrieved from the Departments of Public Service and Labour websites. In
addition to these websites, relevant books and journals on Public Administration
and Labour Relations will be consulted. Such information will assist the
researcher in considering other approaches, views and ideas on the subject of

employment relations.

Surveys are normally conducted on sample groups simply because it is not
feasible to interview everyone in the population. Probability sampling, which
determines that each element in the population has the same probability of being
selected (Bailey ,1987:109), has been applied. Stratified random sampling which
ensures the inclusion of all subgroups, is utilized. According to De Vos et al.

(2002: 32), the researcher should be able to see all the characteristics of the total
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population in the same relationship that they would be seen if the entire
population was to be inspected. In order to achieve this, the sample should be

carefully selected.

This sampling method has been chosen because each element in the population
of the ECPL has the same probability of being selected. The population of the
ECPL is diverse, hence the use of stratified random sampling to ensure inclusion
of all subgroups. Bailey (1987:87) states that the “best known form of probability
sampling is the random sample which enables each person in the universe to
have an equal probability of being chosen for the sample, and every collection of
persons of the same size to have an equal probability of becoming the actual

sample.”

Thirty-two (32) questionnaires were distributed to six NEHAWU shop stewards;
six top, middle and lower management employees; and twenty Members of the
Provincial Legislature (MPLs). Individual attention was given at the request of
certain MPLs to provide further explanation or clarity during the completion of
guestionnaires. Five questionnaires were distributed to five focus groups,
comprised of forty ordinary union and staff members. Thirty-six staff members
participated in the research. Out of thirty-seven questionnaires distributed, only
twenty-two were returned. The reason for this was that during the period of data

collection, most staff members and Members of the Provincial Legislature (MPLS)
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were dealing with annual reports from departments. The completion of the

guestionnaires was therefore not given priority.

A covering letter was prepared and attached to the questionnaire. It specified the
purpose of the study and also indicated that responses would be dealt with
confidentially. A Likert scale questionnaire based on statements was prepared for
respondents. The questionnaires were handed directly to different respondents
who were asked to complete the questionnaire and return the completed ones to
the researcher. With the focus group, the researcher was present during the
completion of the questionnaire in order to enable participants in different focus
groups to agree on an answer to each question and to provide clarity when
necessary. Once completed, the questionnaires were returned to the researcher

for analysis.

Glesne et al. (1992:24) explain that different questions have different implications
for data collection. In considering the options, techniques should be chosen that
are likely to elicit the data needed to gain an understanding of the phenomenon
in question, contribute different perspectives on the issue, and make effective
use of the time available for data collection. Data collected from these
guestionnaires will be broken up into manageable themes and patterns for easy
analysis. This will enable the researcher to determine whether there are any

patterns or trends that can be identified (Mouton, 2001:126).
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1.9 DELIMITATION OF THE STUDY

This research is limited to the Eastern Cape Provincial Legislature. The Eastern
Cape Provincial Legislature came into being in 1994, when South Africa became
a democratic state. The Constitution of the Republic of South Africa, 1996
provided for the establishment of nine provinces, and the establishment of
provincial legislatures within each of these. It was after the first democratic
elections that the National Parliament and nine Provincial Legislatures were
established. The Provincial Legislatures, like that of the ECPL, were provided
with legislative powers to make laws, conduct oversight over the executive, and

promote public participation and good governance.

In 1996, The Constitution of the Republic of South Africa, was passed in which
the above powers are contained in Chapter 6, sections 114 and 118. The
Constitution of the Republic of South Africa, 1996 section 105 stipulates the

composition of the legislatures as follows:

(1) A provincial legislature consists of women and men elected as members in

terms of an electoral system that:

a. is prescribed by national legislation;

o

is based on that province's segment of the national common voters roll;
c. provides for a minimum voting age of 18 years; and

d. results, in general, in proportional representation.
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(2) A provincial legislature consists of between 30 and 80 members. The number
of members, which may differ among the provinces, must be determined in terms
of public procedures prescribed by the Electoral Act (Act 73 of 1998) and

Regulations.

The Eastern Cape Provincial Legislature has 63 Members of Provincial
Legislature (MPLs). Of this group, ten are Members of the Executive Council
(MECs), which is headed by the Premier. The Speaker in the Legislature is the
political head of the institution. The Presiding Officers, who are the Speaker,
Deputy Speaker, Chairperson of Committees and Deputy Chairperson of
Committees, are members of the Executive Committee which is responsible for

overseeing the administrative functioning of the Legislature.

The Eastern Cape Provincial Legislature had a total of 130 employees during the
period under study. Noon (2002: 22) states that employees may become
members of staff associations automatically if their employing organisation
supports such bodies. Thus, when an individual is recruited by an organisation,
he or she also becomes a member of the staff association. He further outlines
the responsibility of the staff association to represent employee opinion on joint
committees with management as well as in organising social and other events for

employees.

Blyton (1994:65) identifies Nissan as a company that practices the concepts of
involvement of employees and improvement of working conditions that are part of

the job of managers. He states that ninety percent of all changes in the body
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shop are claimed to have been suggested by employees. He says that away
from the shop floor, employee involvement at Nissan centres around the
Company Council, where representatives of the workforce meet with
management. Under its terms of reference, the Company Council is charged with
the aim of promoting effective communication and harmonious relations between

the company, its employees and the union.

Apart from that, the council plays other roles such as facilitating quarterly
meetings to discuss various aspects of business. In these instances, it acts as a
consultative forum. The council is also the final decision-making body with
regards to in-house grievance procedures and is the sole forum for the
negotiation of salaries and terms and conditions of employment. Unlike the
example of Nissan provided above, ECPL management formally interact with the

union during bargaining council.

In terms of the Recognition Agreement of the Eastern Cape Provincial
Legislature, management - from chief director to deputy director - does not form
part of the bargaining council. Members of management interact with NEHAWU
on issues of governance. The manner in which management and NEHAWU
interact will be established through the findings of this study. Carel et al. (1998:4)
point out that an organisation’s tangible assets are certainly important factors in
its success but managers today recognise that an organisation’s people, its

human resources, are its most critical assets.
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It is this insight that informs this study’'s development of a model that will
contribute towards improved working relations between NEHAWU and
management of the ECPL. It is limited to developing a relationship-building

model to improve organisational efficiency in the ECPL.

1.10 STRUCTURE OF THE TREATISE

CHAPTER 1: INTRODUCTION AND BACKGROUND TO THE STUDY.

This chapter serves as an introduction and background to the study. The scope
and objectives of the research are also delineated and the type of study and
methods undertaken in conducting the research are outlined. The
conceptualisation and limitation of the study field are explained, followed by the

plan of the treatise.

CHAPTER 2: THE THEORETICAL BASE AND EVOLUTION OF EMPLOYMENT

RELATIONS IN SOUTH AFRICA.

In this chapter, a theoretical overview of the origins of employment relations in
the South African Public Service is provided in order to promote an appreciation
of the contemporary nature of employment relations in the public service. This
chapter outlines the enabling legislative foundation which underpins the

transformation of the public service.
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CHAPTER 3: RESEARCH DESIGN AND METHODOLOGY

This chapter discusses the research design and methodology applied in this
study. Beginning by expanding upon the hypothesis of the study, it then moves to
an explanation of the instruments utilised in the measurement of variables. This
chapter also discusses the sampling design used in this study and provides
details on the data collection processes employed in conducting this research.
Data analysis procedures, as well as the shortcomings experienced during the

duration of the study, are also outlined.

CHAPTER 4: DATA PRESENTATION, ANALYSIS AND INTERPRETATION

This chapter presents the data that has been collected during this study. Here,
the main trends of the data are identified and explained with reference to the

hypothesis. This data is then submitted to analysis and interpretation.

CHAPTER 5: SUMMARY, FINDINGS, RECOMMENDATIONS AND
CONCLUSION.

In this chapter, a summary of the previous four chapters is presented, and the
main findings obtained through this study are discussed. This chapter also
elucidates the connection between the results and the literature reviewed in

Chapter 2. The envisaged model to improve working relations between
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management and NEHAWU is presented and discussed. Recommendations for

further investigation by other scholars are also made here.

1.11 CONCLUSION

This chapter has provided an overview of this treatise. The context and the
problems were articulated as well as the research design and methodology to be
followed. The objectives of the research were clearly stated and the research
guestions specified. Lastly, an overview of the chapters that constitute this
treatise has been provided. This study is informed by a specific theoretical
framework, hence the next chapter will examine the theory which underpins this

study.
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CHAPTER TWO

THE THEORETICAL BASE AND THE EVOLUTION OF
EMPLOYMENT RELATIONS IN SOUTH AFRICA

2.1 INTRODUCTION

The purpose of this chapter is to provide a general theoretical exposition of the
concept of employment relations in the context of the South African public
administration, and in so doing, to elucidate the theoretical background of this
treatise. This study will illustrate how working relations have been managed in
government institutions in South Africa, including parliament and the Legislatures
before and after 1994. The chapter will also provide a theoretical context for the

findings and recommendations that will be made in subsequent chapters.

Employment relations and factors that influence their positive or negative
development has been a matter of debate for centuries (Zotov, 1985:114).
Among the most popular writers in this regard in the 19th and 20th centuries
were the Marxists and the Western capitalist aligned writers (Zotov, 1985:114).
Karl Marx’s analysis of social formations in the nineteenth century spurred a
wider understanding of the way in which economics creates divisions of class
within each society. Marx talks of the capitalist class that owns the means of
production and therefore is able to gain profit at the expense of the working

class. The working class, according to Marx, earns wages for hiring out its labour
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to the bourgeoisie because they are denied access to the means of production.
In the workplace, the two classes typically organised themselves into
management and trade unions to be able to defend their different class interests.
It is in these two formations that we see the representation of class antagonism
through labour battles for higher wages and better working conditions amongst

other things (Zotov, 1985:114).

Whilst writers note the importance of the formation of trade unions within the
capitalist system, they also criticize the contradictory role that unions play.
Lenin’s views on this matter, as described by Haralambos (1980:265), provide a
good example: “Lenin feared that trade unions were becoming increasingly self-
interested, furthering the interests of their particular members at the expense of
other workers”. The often drawn out salary disputes seen in South Africa are
identified as one area that depicts the self-interest of union members. There are
certain categories of employees in South Africa, such as teachers and nurses,
who constantly raise complaints about low salaries and as a result, negotiations
in these categories tend to extend over long periods of time. During the course of
these lengthy disputes, other Cosatu affiliates are mobilised to pledge solidarity
with these groups. Mobilisation and engagement of other Cosatu affiliates in
these disputes affects service delivery to ordinary citizens. This is an indication of

further self-interest, in particular of members and at the expense of others.
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Western writers have generally offered a different view from Marx’s theory. Many
of these writers have embraced capitalism and their emphasis is more on self-
interest and individual development as opposed to Marx’s theory of collectivism,
which sought to fight against social inequality. Ritzer (1983:167) asserts that
within Western capitalist countries, and in the United States of America in
particular, there is little criticism of the system as a whole. Instead of an imminent
class struggle, the early sociologists saw a future of class harmony and class co-
operation. South Africa displays a push and pull relationship between the tenets
of capitalism upheld by powerful business interests and theories of the likes of

Marx subscribed to by most unions.

2.2 THE GLOBAL THEORETICAL OVERVIEW OF THE EVOLUTION OF
INDUSTRIAL RELATIONS.

The purpose of this section is to provide a theoretical overview of the nature of
working relations based on the classical industrial relations policies
internationally. In so doing, it takes cognizance of the political and economic
situations at that time which had a direct effect on the working relations between

unions and management.

Grobler (2002:4) maintains that modern Human Resource Management is
radically different from the personnel management of previous decades. Bendix
(1989:6) states that in pre-industrial societies, a person’s work was traditionally

or mandatorily determined. Work situations were dominated by agriculture or
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crafts, and the relationship was that of landowner and tenants (Bendix, 1989:8).
When this order declined during the 1700’s, new industrial relations emerged that
rendered the traditional system obsolete. People were required to provide labour
and that meant a relationship between the employer and employee had to be
established (Bendix, 1989:8). This was the beginning of the formation of modern
capitalists system. Bendix (1989:8) says that by the beginning of the twentieth
century the Industrial Revolution was in full swing, bringing with it major
consequences for the labourer. One of these consequences was the formation of
trade unions to deal with worker interests. The global perspective provides a key
to understanding issues surrounding the origins of employment relations in South

Africa.

Grobler (2002:4) maintains that with the dawn of the new millennium it has
become clear that the traditional company in South Africa is becoming a thing of
the past. The absolute divisions between employer and employee and the
emphasis on control and command that was inherited from the agricultural sector
is no longer viable. For HR professionals in South Africa, it is agreed that these
traditional approaches towards employment relations are giving way to new
approaches characterized by greater employee commitment, cooperation and

communication.

These new approaches contribute significantly towards organisational efficiency.

Grobler (2002:4) argues that HR policies and practices, and sound methods of
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HR management can lead to maximum productivity. The discussion below will
provide a detailed theoretical evolution of industrial relations internationally and in

South Africa.

The development of working relations between unions and management has its
roots in the actual shape and development of society itself. To this extent Marx
has articulated that the history of all societies is the history of a class struggle. By
way of illustration, the stages listed below indicate the different types of relations
between the dominant and subservient classes, ‘labour and management’, over
the centuries:

e The slave ownership system; where there were slave owners who
performed what could be described as the general managerial role, with
slaves being the labourers.

e The feudal system where there were feudal lords who both owned land
and used peasants as their workers.

e The capitalist system, in which there are clear classes within society:
those who own the means of production and those who sell their labour

(Zotov, 1985:114).
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2.2.1 Scientific Management

The sociologist Braverman (1980:112), describes the theory of ‘scientific
management’ as that which seeks to divide labour between management and
worker in so much that workers as individuals or groups do not have control of
the work processes. He further outlines Taylor's classical theory of scientific
management which deals with the fundamentals of the organization of the labour

process and maintenance of control over it.

Taylor’s scientific management focuses on work only, and is guided by three
principles. The first principle according to Braverman may be described as the
dissociation of the labour process from the skills of the workers. Braverman
(1980:113) says that in accordance with Taylorism, the labour process is to be
rendered independent of craft, tradition and the worker’s knowledge. Henceforth
it is not to depend at all upon the abilities of workers, but entirely upon the
practices of management. Taylor's second principle, according to Braverman,
implies that all possible brain work should be removed from the shop floor and be
centered in the planning or design department. Braverman refers to this principle
as the principle of separation of conception from execution. He further says that
the implications of this principle are that Taylor’'s science of work is never to be
developed by the worker, but always by management. The development of this
science involves the establishment of many rules and laws by management.
Braverman (1980:117) further maintains that the purpose of the work study was

never to enhance the ability of the worker, to concentrate in the worker a greater
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share of scientific knowledge to ensure that as techniques developed, the worker
would rise with it. Rather, the purpose was to cheapen the worker by decreasing

his training and enlarging his output.

2.2.2 Unitary Theory

This theory is relevant to the work situation in South Africa and the Eastern Cape
Provincial Legislature in as far as the sharing of values and beliefs by both
management and union is concerned. Management of public service in this
regard has the responsibility for instilling common values and beliefs in their

employees so as to ensure fulfillment of institutional goals.

The labour context in South Africa does not encourage submissiveness in
employees towards employers. The relationship between management and
employees in South Africa is regulated, and this allows employees to form and
join unions as stipulated in the Labour Relations Act (Act 66 of 1995, amended in

1996).

The above theory can be linked to the unitary theory as described by Hollinshead
which encourages submissiveness in workers. Hollinshead (1999:17) maintains
that the unitary theory portrays employment relationships as harmonious, with
employer and employed working together to achieve success. It assumes a
common set of values which bind the two parties together and ensure there is no

potential source of conflict.
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This means that managers should maintain control of the organization and
control of work to ensure that business objectives are met (Hollinshead,
1999:17). Under the circumstances, it appears unnecessary to allow a third party
like a union to intervene on behalf of the workers. Employers treated their
employees as if they belonged to them. Sometimes this was conducted in such a
way that they were treated somewhat like children who had to obey their parents.
Trade unions were therefore of no value to either management or employees, it
is as if some natural force had inserted itself into a natural arrangement

(Hollinshead ,1999: 23).

2.2.3 Pluralist Theory

Pluralist theory emerged in Britain at a time when post—war economic growth had
led to a high level of prosperity which, twenty years after the war, spawned a
number of cultural reforms that were to challenge established ideas and
assumptions and in a sense the establishment of British society on the whole
(Hollinshead, 1999:23). Hollinshead further maintains that the increasing size
and complexity of worker organisations; shifting the power relations within politics
and industry; changing social values; rising aspirations; and weakened traditional
attitudes towards officially constituted governance, are among the factors that are
said to require managers to develop a new ideology and new sources of
legitimization if they are to maintain effective control. Hollinshead (1999:21)

argues that although management and trade unions are different, they can best
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serve these interests by finding common cause wherever possible. He again
says that although the potential for a conflict of interests exists, a very strong
emphasis on a common purpose is evident. This pluralist theory highlights the
differing interests between the two parties, which then creates a framework within

a work situation that gives room for conflict to be aired and resolved.

2.2.4 Comparative Approach

Besides the theories mentioned above, contemporary theory in the form of re-
integrating theory has emerged in the field of industrial relations. Poole (1987:6)
criticizes the western and radical approaches to employment relations by arguing
that American approaches tend to be broad and are also all-encompassing, and
that they fail to clearly delineate the boundaries of industrial relations from a
range of related behavioural sciences. He also rejects the notion that the radical
approach holds value for comparative analysis on the basis that it fails to
acknowledge the existence of common interests in the employment relationship
and inadequately addresses issues such as industrial democracy or job

autonomy.

Poole states that a degree of conflict is recognised to be inherent in the
relationships between these actors in most systems but there are structures in
place to channel or accommodate these on an individual and collective basis.
The comparative approach is of the view that employment relations is affected by

the environment in which it is operating and that this needs to be taken into
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cognizance when planning employment relations. Poole (1986:7) asserts that
there is a perception that industrial relations structures and processes reflect the
societies in which they are operative, and that power realities, processes, culture,
history and the structures of wider society necessarily shape the nature of

employment relations.

Poole (1986:7) is of the view that only a multi—disciplinary approach can be used
to achieve insight into industrial relations phenomena, and he proposes the
development of explanatory frameworks instead of descriptive categories and

methods (1986:6).

2.2.5 Systems Theory

Wheatley (1994:24) supports the systems theory in saying that modern systems
move beyond traditionalist and other theories. He maintains that adaptive
organizations are resilient rather than stable in character and are driven by
purpose. He further maintains that a constant free flow of information is
necessary as the source of energy for adaptation as well as in building the
capacity to respond to this meaningfully, if the system is to survive. Wheatley
(1994:24) argues that a focus on the structural aspects of systems has tended to
limit understanding of the processes or systems used to reorder or renew
themselves to survive new internal and external challenges. Senge (1990:46)
also acknowledges systems theory as devising a system that promotes

interrelationships.
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From the above it can be deduced that these theories fail to acknowledge the
differing interests and needs of management and labour. This suppresses the
rights of workers to agree or disagree to certain aspects of the organization. This
also supports the assumption that whatever is said by management is correct
and need not be guestioned as it comes from a superior body that has to be

obeyed.

The South African state has in the past been characterised as an oppressive and
exploitative state which did not serve the interest of all, and especially the
workers, which included the parliamentary organs. During the apartheid era,
different sectors of black South African society realised that they were being
discriminated against, and this resulted in many acts of violence being committed

in many areas, including the workplace , in retaliation to this discrimination.

It is believed that with subsystems working interdependently, organisational
efficiency within the Eastern Cape Provincial Legislature could be achieved.
Cohen et al. (1976:122) associate organisational efficiency with an effective
group, and argue that the effectiveness of any group depends on several factors.
They state that appropriate human and technological resources are the
background factors that establish both the possibilities and the limits for
productive outcomes. This view is supported by Nel et al. (2006: 23) who argue

that the efficiency of an organisation refers to the nature and quality of the
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interpersonal, inter- and intra-group relationships within the organization. Beer
(1980: 29) further states that organisational efficiency may be defined as the
extent of the ‘fit between the internal components of the social system. He
further argues that the more congruity there exists between these components,
the more likely it is that the organisation will function smoothly with relatively little
dissatisfaction on the part of organisational members. Furthermore, the policies
and directives that make up the required system have direct influence over the

effectiveness of the working group.

Bass (1994:21) links organisational efficiency to effective delegation by leaders.
He argues that an appropriate leadership and delegation style is the function of
the leader. This view is supported by Dubrin and Ireland (1993:201) who assert
that the distribution of decision-making power throughout the organisation is seen
as key in contemporary organisations. They further state that sharing power with
subordinates encourages them to feel better about themselves and perform at a
higher level, however for power sharing to be effective the employees must be
competent and interested in assuming more responsibility. Cokins (2002:17) is of
the opinion that when an organisation works more efficiently and staffing remains

constant, there is a ‘freeing up’ of unused capacity in the workforce.

Sharing power by the management of the ECPL and NEHAWU can contribute

towards an improvement in the performance and the public image of the

institution. With members of NEHAWU involved in decision making within the
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ECPL, minimal conflict will be experienced as union members will take part in

decision-making processes.

Koehler (1997:49) argues that transformational leaders empower subordinates
to work towards achieving desirable outcomes first by clearly defining those
outcomes, and second by allowing them to decide the best way to achieve the
desired outcomes through continually improving their processes. Empowerment
is difficult to achieve in isolation. Therefore moving from a functional,
independent organisational structure to an interrelated system is necessary for

organisations that desire an empowered workforce.

Cokins (2002:16) supports the view that subordinates should be empowered and
goes further to say when senior leadership, managers and employee teams are
provided reliable views of not only their resources spending but also the costs of
work activities, costs of processes involved in these activities, and its totals,
employees tend to understand the basis for management to make certain
decisions. Fundamental to empowerment is that organisations organise around
processes and manage these processes (Koehler, 1997:49). As Kehler explains,
“‘over 90 percent of improvements in organizations stem from improving
processes. Organizing work around processes requires the organization to draw

up a flowchart of its core processes” (1997:27).
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Koehler (1997:28) defines a process as a series of steps that we perform to
produce a product or service. He further states that once processes are clearly
defined, leaders and associates should work closely together to improve the
process performance. With processes clearly defined, stakeholders understand
that they are empowered to test and implement changes that improve the
process to which they are assigned. Koehler (1997:29) adds that the
fundamental principle in a team-based, empowering organisation is that every

process can be improved.

2.3 THE EVOLUTION OF TRADE UNIONISM IN SOUTH AFRICA PRIOR TO
1994.

Andrews (1988:344) states that the South African economy has traditionally
relied on the agriculture sector, which promoted a paternalistic relationship
between the employer and the employee. This scenario only changed with the
discovery of gold and diamonds in South Africa, which resulted in overpopulation
in towns because people from rural areas began migrating to cities in search of
work. This in turn contributed to poor working conditions which triggered
dissatisfaction among workers in general. Another turnaround became visible
after the annexation of the Cape of Good Hope by Britain when postal clerks
attempted in 1898 to establish a Personnel Association. The Cape Postal and
Telegraph Clerks Association, established in 1902, was the first South African
personnel association to come into being, after which followed the establishment

of the Public Union in 1912 and the Civil Servants Association in 1917. The latter
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associations merged in 1920 to become the Public Servants Association. The
role of these associations was to establish a system of collective bargaining
between government and government employees (Andrews, 1988:344). The
impetus for the formation of these associations was the realization that the
working class was being exploited by management and these associations were

therefore tasked with guarding the interests of the workers.

Industrial conflict, which was characterised by often violent encounters, became
the order of the day during the apartheid era in South Africa. This conflict forced
the South African government to realize that there was a need for negotiations in
order to overcome the class conflict. The promulgation of the new industrial
relations laws in 1981, after various commissions were established to look into
the situation, permitted black trade unions to replace the former paternalistic
regime of employer/employee relations for the first time. Subsequently, Congress
of South African Trade Union (Cosatu), the largest trade union federation, was
established in 1985 and enabled worker representatives to face their employers

on issues affecting workers in general (Shaw, 2001:5).

The economic system in South Africa during this period was characterized by the

fact that the means of production were primarily in the hands of white people,

whilst black workers were responsible for actual production.
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The economic system highlighted above illustrates the exploitation of black
workers by employers because of an authoritarian style of management. The
apartheid system created an enabling environment for the adoption of attitudes of
superiority by employers of whom the majority were white which made it
impossible for black workers to engage with their employers on issues affecting
them. This system inevitably created conflict in the work environment because of
the lack of trust between employers and employees and unwillingness of
employers to listen to worker grievances. Bendix (1989:75) says that it was
commonly believed that black employees were not sufficiently responsible to

engage in collective bargaining.

The period between 1925 and 1948 was marked by increased gold mining. Many
black people from rural areas were flocking to cities to look for jobs. Conflict
between Managers and workers intensified with the increasing number of black
people working on the gold mines and the exploitation of workers which resulted.
During this period the influx of black people into urban townships resulted in
major unrest. Bendix (1985:85) says that as the power of black employees
continued to grow, it became increasingly important for government to appoint a
commission of enquiry, called the Botha Commission, to look into labour
legislation. The commission recommended that separate bargaining councils for
blacks and whites be established. The recommendations resulted in the
promulgation of the Black Labour Relations Regulations Act in 1953 (Bendix,

1985: 83). Unions during this period were organized along colour lines because
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of the segregation laws that prevailed. White workers and the government of the
day collaborated in oppressing black people because of their common interest in
promoting the apartheid system in South Africa. White workers supporting the
white government formed a coalition with white Afrikaners in 1948 which resulted
in the ascension of the National Party to power in 1948 (Luckhardt and Wall,

1980:36).

The passing of the Industrial Conciliation Act that favoured white workers lead to
the formation of the South African Trade Union which was later called the trade
and labour council. This was necessary so as to build a structure that would be
the voice of black workers when speaking to management. Through this union,
workers hoped to establish direct interaction with employers so as to channel
their grievances. Unionised workers have a stronger voice than individual
workers. This was also an attempt to build working relations between white
employers and black people. Within the union there were white workers who
were sympathetic towards black interests and would therefore voice some of the
concerns raised by black workers (Bendix, 1985:84). This scenario indicates the
inaction of black workers in the industrial relations environment during that
period. This ineffectiveness was predominant in the public sector; unionization
among black public servants was prohibited during this period thereby creating

unhealthy working relations between managers and workers.
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The prevailing situation encouraged black workers to unite. Bendix (1985:84)
maintains that in 1942 all existing unions and federations came together to form
the Council of Non-European Trade Unions (CNETU). However, the union lacked
grassroots involvement and as a result did not last. Despite its failure, it did
succeed in instilling a culture of unionism among black people. The 1946 strike,
which led to many union leaders being imprisoned, prompted the establishment
of a coalition between the African National Congress (ANC) and trade unions. It
was during this time that the ANC and the trade unions realised that there was a

need for an integrated approach to fight the common enemy.

Luckhardt and Wall (1980:36) maintain that in discussing the dynamics of race
and class in South Africa, Joe Slovo stated that for all the overt signs that race is
the mechanism of domination, the legal and institutional domination of the white
minority over the black majority had its origins in and is perpetuated by economic
exploitation. Thus, just as national liberation is a prerequisite for freedom from
racial domination under apartheid, so too is class emancipation a prerequisite for
freedom from economic exploitation. He says that the realities of apartheid
allowed for black workers and their dependents to be exploited both as workers
and as disenfranchised citizens of South Africa. In the struggle for a democratic
society free from all forms of exploitation and oppression, the black working class

must necessarily be the driving force of the revolution.
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Inspired by this realization, the 1946 strike forged a new alliance in progressive
circles with greater emphasis on mass mobilization and mass action. The black
trade unionists were clearly in touch with the ANC. The plan was that the African
National Congress together with black trade unions would form an alliance so as
to bring pressure to bear upon the white dominated government through the fight
for equal rights. Luckhardt and Wall (1980:72) state that the post-strike period
saw new relationships being established between the different organisations
representing the nationally oppressed groups. This created conditions for a
progressive alliance between all those segments of South African society that

suffered both class exploitation and racial oppression.

Continued dissatisfaction among black people led to the promulgation of the
Bantu Labour Relations Act. Its purpose was to promote the formation of worker
committees. It also provided for the formation of liaison committees at plant level
as an alternative to the already existing workers committees. Liaison committees
were to be composed of representatives of employers and employees, elected
on parity basis. Their main purpose was to improve communication between the
employer and his black employees (Bendix, 1985:93). The establishment of
these liaison committees was based on the realization by employers of the
importance of establishing working relations with employees so as to increase
production and as a means of managing the conflict that was surfacing between
workers and management. This scenario can be likened to the pluralist theory

outlined by Hollinshead. This theory takes a different angle from the Unitary
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theory, in the sense that it acknowlwdges a limited level of conflict that might

arise between the employees and the management of a company.

Although managers have indirect influence on liaison committees, a slight victory
was achieved by workers because they were able to establish a structure within
which their demands would be heard and through which they would be able to
communicate. Bendix (1985:93) argues that the committee system for black
employees was introduced in South Africa not to supplement the process of

collective bargaining, as has happened in Western countries, but to replace it.

The failure of these committees was that their appointment was influenced by
employers. They were therefore strategically placed as employer representatives

to shape workers’ opinions towards what was desired by the employer.

As the struggle against apartheid continued, workers intensified their own,
related struggle. Unions wanted formal recognition so as to build strong working
relations between workers and managers, however they experienced some
difficulties from 1974 onwards because of the political instability of the time. Most
political leaders of the anti-apartheid movement had been imprisoned and even
more were imprisoned during the Soweto uprisings in 1976. Bendix (1985:86)
maintains that the momentum was nevertheless lost and in 1979 the Federation

of South African Trade Unions (FOSATU) was established. Another federation,
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the Council of Unions of South Africa (CUSA), was founded in 1980. These two

unions dominated the South African labour scene for some time.

The 1976 uprisings increased the pressure on, and oppression of, black workers.
During this period, however, Western countries began to pressurize South Africa
to relax oppressive laws imposed on black people including black workers. A new
strategy was required at this time so as to improve the image of the South

African government on the world stage (Bendix, 1985:94).

It was against this background that a second commission, the Wiehahn
commission, was established to look at labour legislation. Bendix (1985:94)
states that the original brief of the commission was to rationalize the then-existing
labour legislation and to seek possible means of adopting an industrial relations
system suited to the “changing needs”, and eliminate bottlenecks and other
problems experienced by labour. This was the stated brief but in retrospect it
appears highly probable that the Commission was specifically instructed to
consider a method by which black trade unions could be controlled and
incorporated into the industrial relations system without creating too much
disruption. Bendix (1985:95) further maintains that the findings of the

Commission were reported in six parts.

Some of these recommendations were progressive in the sense that registered

trade unions were granted access to collective bargaining. The proposal
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represented a step forward in the South African industrial relations environment.
Newer unions that were formed during this period became aware of some of the
mistakes made by older ones in the past and in turn focused on the organisation
of workers rather than mass mobilization. During this period, public service

employees, especially black employees, were not unionised.

Significant developments in the public sector started to appear during the 1980s,
and this became increasingly visible with the growing resistance among teachers’
associations representing black and white teachers on the wage freeze imposed
by government, resulting in a decrease in wages under conditions of high
inflation and a lack of negotiating rights (Finnemore, 1997:96). As a result of the
above mentioned grievances, several Cosatu affiliates, such as NEHAWU,
began organizing public servants. Finnemore (1997:97) maintains that in spite of
strikes being illegal in various essential services such as hospitals and the
railways, major disputes, disruption of services and even loss of life occurred as
the public sector unions struggled for recognition, improved wages and benefits,
and protested against the privatization of the public sector. Workers in the
homelands also mobilized around these issues and as a result, there was further
unrest in the old Ciskei homeland. Baskin (1991:424) maintains that in one of his
first pronouncements, Ciskei’'s new ruler in 1993, Brigadier Gqozo, accepted that
workers had the right to unionise. This small relief was only directed at workers in
industry. Concerning civil servants, he remained firm on the fact that they were

barred from joining NEHAWU as the public service union.
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This scenario resulted in the ANC engaging in talks with the South African
government. Baskin (1991:425) says that two crucial meetings were held
between the ANC and government, culminating in the Groote Schuur and
Pretoria minutes which attempted to clear the obstacles to serious constitutional
negotiations. Visible moves were made by Mr. W. de Klerk in opening up for
talks, but even after the release of Nelson Mandela, strikes were the order of the
day. According to Baskin (1991:425), the major strikes involved the public sector

(health workers and civil servants in particular).

He further maintains that due to this pressure, the Public Sector Labour Relations
Act was promulgated in 1993, which established a public sector bargaining forum
in an attempt to provide an avenue for the resolution of these problems. Coetzee
et al. (2001: 257) state that the functions of the Public Service Co-coordinating
Bargaining Council go well beyond traditional collective bargaining process, to
include qualitative non-distributive issues such as work organisation as well as
the restructuring of the public service itself. The government recognised the need
to establish working relations between managers and workers. Baskin (1994: 24)
says that recognition of the public service unions in the early 1990s and the
insecurity felt by public servants during the transition period contributed to its

growth.
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The situation during this period forced public servants to organise themselves so
that they were able to fight for their rights in a structured manner. The strikes and
unrest that took place prior to this were justified because the government did not
allow dialogue between managers and unions within the public service. Unions in
the public service were denied the right to organise themselves and this
contributed to instability in the industrial relations system in South Africa,
especially in the public service. The absence of working relations between unions
and managers in the public service created mistrust and dishonesty between the

two parties.

The developments in South African politics in 1994 changed the situation
because South Africa became democratised. The alliance between the ANC and
the trade union movements helped South Africa’s move towards democracy. The
common goal of the parties in fighting class distinction and racial segregation,
enabled the alliance to work together in transforming South Africa into a non-
racial society. The strength that they used in fighting the apartheid system will be
required to drive the transformation process forward.

The Eastern Cape Legislature was and is not immune from the inherent
conflictual relations between employees and management and therefore has to

develop ways of dealing with conflicts between the two.

From the above discussion it can be deduced that the minimal relaxation of some

laws and processes by government still failed to provide space for independent
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thinking by unions. Government established structures and legislation that still
allowed management control over union activities and had little or no power to
improve the working conditions of workers. Consequently, the unrest that
followed forced the South African government to go to the negotiation table with

the African National Congress and its allies.

2.4 TRADE UNIONISM IN THE SOUTH AFRICAN PUBLIC SERVICE
AFTER 1994.

2.4.1 The establishment of new legislation

This section is aimed at highlighting the working relations between unions and
management in the South African public service after 1994. The South African
socio-political climate was marked, during this period, by drastic political
changes. A country that was previously ruled by apartheid laws achieved a
democracy in 1994. At this time, the country still needed a comprehensive
strategy to reshape the labour market to be in line with the mandate of the new
constitution. This was needed in order to overcome the structural rigidities and
inequalities inherited from the apartheid era and to meet the global challenges
South Africa faces. The government started to systematically change apartheid
laws that subjected black people to hardship and misery. It set itself the goal of
creating a better life for all. The bill of rights contained in chapter two of the
Constitution of the Republic of South Africa, ushered in a democratic working

environment. It stipulated that every worker has the right to fair labour practices.
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Every citizen in South Africa is expected to uphold the principles enshrined in the

constitution.

Unions have a long and proud history of fighting for their rights in South Africa
(as detailed in section 2.3 above). Baskin (1996:22) states that it is difficult to
appreciate the difficulties facing South Africa unions without some historical
background. He goes on to say that black unions were effectively crushed in the
early 1960s in the wake of the Sharpeville massacre. Public Service unions were
racially organized, with their method of operation dictated unilaterally by
government. In this situation, unions were in most cases co-opted by government
in order for them to serve the interests of management. Finnemore (1996: 96)
says that black workers were compelled to participate in in-house structures
which had little power to improve their economic positions or their status as
employees. The situation however changed after 1994, when unions were no
longer required to fight for their recognition and rights these were provided
immediately after the democratic government came into power. As a result,

South African workers are no longer highly marginalized.

Post 1994, the freedom to unionise was recognised and as a result, unions such
as NEHAWU were formally acknowledged and accorded the status they
deserved, particularly in the homelands such as Ciskei. Baskin (1997:27) says
that the recognition of public service unions in the early 1990s and the insecurity

felt by public servants during the democratic transition period contributed to the
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growth of public service union membership. Finnemore (1997:104) maintains that
in 1996, Cosatu appointed a commission, under the chairpersonship of Connie
September, to investigate the future strategic direction of the federation. The
enquiry was tasked to look at three focal areas:
e Organisational questions including union structures, level of service,
staffing and competence, and trade union benefits
e The world of work and the economy-employment levels, approaches to
remuneration, globalization and competitiveness in the labour market

e The political role of unions in the new South Africa

The achievements enjoyed by unions under the democratic government are
obvious; there are better working conditions and greater protection of workers. In
an effort to normalize the situation in the workplace, various pieces of legislation
and forums to develop social dialogue between the employers and unions were
established and reviewed. Coetzee et al. (2001:253) state that the most
impressive gains of the trade unions have come from industrial relations and
labour market legislation, which are widely acknowledged to be among the most
labour friendly in the world. The general working conditions for workers in South
Africa were improved through the introduction of the Labour Relations Act (Act 66
of 1995, as amended in 1996). The main aim of this Act was to promote peace
and democracy in the workplace. This will be achieved by providing a framework
for regulating the relationship between employees and their unions on the one

hand, and employers and their organisations on the other. The Act also
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encourages employers and employees to regulate relationships among
themselves. This is what is expected of institutions such as the Eastern Cape
Provincial Legislature in order to regulate the relationship between management
and the union. This has been partially achieved in the Eastern Cape Legislature
in that there is a recognition agreement that has been signed between
management and the union (Annexure 2). The question is whether it is sufficient
to fulfill the role of improving relationships between management and the union.
The Act, after amendments, stipulates the rights of employers and employees
more clearly than before. Furthermore the Act is in favour of processes of labour
dispute settlement before parties move to arbitration. A spirit of negotiation and
dialogue between the employer and employees is encouraged (Know your LRA

guide).

These provisions allow institutions to shape their relations accordingly. Some of
these provisions were utilized in the Eastern Cape Provincial Legislature during
the period of this study; the challenge is that they were not utilized optimally so

as to improve relations between management and the union.

The Basic Conditions of Employment Act of 1997 is another piece of legislation
available to regulate working conditions for employees and unions. When South
Africa became free from oppression and the suppression of one group by
another, part of the goal to create a better life for all was the improvement of the

working conditions of all people. This law advances economic development and
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social justice by establishing basic conditions for all employees such as working
hours, overtime, meal intervals, annual leave, sick leave, minimum wages and so
forth. The Eastern Cape Provincial Legislature is complying with the provisions of
this act and as a result the institution rarely receives grievances from individual

employees in this regard.

The Employment Equity Act of 1998 seeks to promote equal opportunities in the
workplace by eliminating unfair discrimination. Employees, including managers,
may not be unfairly discriminated against on the grounds of race, gender, or
disability, according to this Act. The Act goes further and addresses affirmative
action. Larger employers are required by law to take steps to improve the
situation of black people, women, and people with disability in the workplace. It
also makes provision for the establishment of an Employment Equity Forum that
will ensure that institutions comply in terms of the act and allows continuous
interaction between management and the union on aspects related to this. The
formation and effective utilization of this forum can reduce issues of conflict
between management and the union. The Eastern Cape Provincial Legislature
has established this forum, however what is of critical importance in this case is
the effective utilization of the forum so as to reduce issues of conflict between

management and the union.

The Skills Development Act of 1998 and the Skills Levies Act of 1999 set out to

develop and re-skill the South African community. Institutions are now required to
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pay skills levies so as to ensure the training of employees. The Skills Act again
also for management and the union to establish a skills forum that seeks to
ensure that programmes are established for the training of employees. A skills
plan is in place to ensure that challenges experienced are addressed through this
forum. In addition, this gives opportunity for managers to interact with their
employees. Problems arising from this area need not affect the whole institution if
this forum is effective. In the Eastern Cape Provincial Legislature, this forum has
been established but there are situations where members of the union will raise
somewhat irrelevant challenges related to this area. This again poses a

challenge to the effectiveness of this forum.

Other institutions such as the Commission for Conciliation, Mediation and
Arbitration (CCMA) and the Labour court have been established. The LRA
promotes conciliation and negotiation as a way of settling labour disputes.

The ‘DNA’ of labour systems is made up of capital, labour and government. The
three are interrelated and interdependent within the labour system. It is the
interactive processes between and within each of these core elements, which is
of central concern to scholars in the field. The shape of any labour system is
defined through the strategic choices each element makes in pursuit of its
interests, both towards the other elements in the system and in respect of the
general environment. It is critical to first understand the internal dynamics and
how the organisation interacts with them as this makes it easy for an organisation

take informed approaches in dealing with the external environment.
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2.4.2 An integrated governance approach

In its approach to governance after 1994, the South African government has
followed an integrated way of operating. This is a new concept that seeks to
improve service delivery by government. The South Africa constitution (Act 108
of 1996 in chapter 3 section 41) forces government to use an integrated system
of governance as part of transformation. It requires co-operative governance
across all spheres of governance. This approach assists the parties involved to
come to informed decisions and minimise the possibility of unnecessary conflict.
When referring to integrated governance, one is talking of participatory
governance by the parties involved. In this instance, integrated governance
would be more applicable between management and unions in the Eastern Cape

Legislature so as to minimise any unnecessary conflict.

A central forum to debate disputes and misunderstandings within the institution is
imperative because decisions taken will affect parties either negatively or
positively. South African history has taught us that a cohesive approach to
governance brings dividends. Shaw (2001:12) states that Codesa was the most
important negotiating forum in South Africa’s transition from apartheid to
democracy. It was and is the benchmark for conflict resolution in South Africa. It
embodied all the elements of a mature negotiating process - inclusivity,
consensual decision-making, the win-win premise, and co-ownership of the
process. This demonstrates the reliance on dialogue and the integration of

different approaches to reach an all-inclusive decision. Shaw (2001:16) further
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maintains that the determining role that dialogue plays in the settlement of
differences is now part of the South African vocabulary. Resorting to violence is

now seen as failure.

The National Economic Development and Labour Council is one consultative
forum that is effective within the labour market environment. Issues affecting
employers, unions, government and community-based organisations at a macro
level are discussed in this forum. Organised labour, organised business and
communities all participate in making labour laws at NEDLAC. All labour laws
have to be discussed at NEDLAC first before they can go to Parliament. Other
issues of national importance that affect the parties mentioned above and are
subject to consultation also have to be addressed at NEDLAC before they are
promulgated into law or a national decision is taken regarding them. For example
the issue of a job summit in 1998 was discussed at NEDLAC before it actually
went to cabinet. It is important that consensus is reached among all parties

involved before a national decision is taken.

This is the case study that can be emulated within the Eastern Cape Provincial
Legislature in attempting to improve working relations between management and
the union. There are important lessons that can be drawn from this Institution by

many organizations.
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2.4.3 Well being of the workforce

Tshikwatamba (2004:601) maintains that the wellbeing of the workforce is made
possible through appropriate human resource policies. He argues that the
majority of the workforce in South Africa subscribes to the African-centered view
although the formulation of personnel policies has been based on Eurocentric,
normative values. Consequently, during the apartheid era the basic needs of the
majority of the workforce in the public sector were not accommodated within the
policy framework. With the establishment of a democratic government after 1994,
policies that are formulated are the product of a consultative process between
government as the employer and trade unions as the representatives of
employees. The present public sector, which is dominated by a black African
workforce, values collectivism over individualism in decision- and policy-making.
Tshikwatamba (2004:598) says that collectivism emanates from the notion of the
extended family, a common feature in the African-centered view that has not

been accorded recognition in the workplace.

Tshikwatamba (2004:596) states that employees are regarded as human beings
and therefore a resource for the public sector, however the ‘human’ in human
resource management is losing its emphasis, he argues. Organisations are
comprised of people who constitute the hearts and souls of such establishments.
Each of these individuals represents a value system and particular code of
conduct. Furthermore there are certain fixed patterns of behaviour that differ from

one individual employee to another, that are recognizable when the human in
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human resource management is emphasized. Human resource management
emphasizes that employees are viewed as the organised whole although

operating from different spheres of life, be they social, political or economic.

In the ANC-governed public sector, diverse groups of employees enjoying
different lifestyles, backgrounds, cultures and religions, are accommodated. This
is achieved through the formulation and implementation of appropriate policies
that ensure greater productivity without discriminating against employees. The
shift in management from the previous government includes providing diversity
training and revamping benefit programmes. Managing people involves
understanding them as individuals and recognizing their differences as well as
drawing up some general principles and conclusions. While building an effective
workforce is critical, diversity may become an obstacle to clear communication
and teamwork where mutual understanding is required (Tshikwatamba,

2004:596).

Within the Eastern Cape Provincial Legislature, policies still need to be
developed to address issues of diversity so as to ensure better understanding
and tolerance amongst employees. Membership of NEHAWU, for example, is
dominated by black employees whereas there are white employees within the

institution. This requires a shift in mindset.
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2.5 CONCLUSION

From this chapter it is deduced that industrial relations internationally and in
South Africa prior to 1994 were influenced by the socio-political environment.
Socio-economic development compelled employment organisations to move
away from the traditional approach of employment relations and shift towards

contemporary approaches that, amongst others, include Systems Theory.

Due to the apartheid system, the labour market framework in South Africa was
shaped along racial lines. Black workers were not accorded the same status as
that of their white counterparts. The labour legislation framework favoured white
workers. The realization by black workers of this discrimination encouraged them

to fight for their rights and recognition.

The situation changed after 1994 when South Africa became a democratic
country. The ANC-led government came into power and with the formulation of
the new constitution, government had to review the existing labour market
systems. Labour legislation was reviewed and led to the promulgation of many
new labour laws and progressive institutions, such as NEDLAC, that promoted
social dialogue. Due to these changes, the role of trade unions and the working
relations between management and unions had to change. The focus is now
centred on the implementation of labour laws and on working with the employer

in a more integrated way.
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From the discussions above it can be deduced that unionization after 1994
shifted from fighting for worker rights to a focus on restructuring the labour
market legislation together with the new democratic government. During the
restructuring phase, various pieces of legislation were enacted through a
consultative process between managers and labour. During this period, unions

had to enforce employers’ compliance with this legislation.

It may further be deduced that working in an integrated way may lead to the
minimization of conflict between two different parties as they have different
interests. In the labour market environment, NEDLAC is an example of a
workable forum in South Africa. It is further concluded that the wellbeing of the

workforce is important in relationship building between management and labour.

The next chapter presents an in-depth discussion of the research design and

methodology followed during the field work that was conducted for this study.
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CHAPTER THREE

RESEARCH DESIGN AND METHODOLOGY

3.1 INTRODUCTION

The purpose of this chapter is to discuss the research design and methodology
of this project in an attempt to reach the research objectives. Cooper et al.
(1976:61) argue that the design of a study is the blueprint for fulfilling objectives
and answering questions. This view is supported by Berg (1989:24) who states
that the design of a project is literally the plan for how the study will be
conducted. Survey research is the research design that has been employed in
this study. Babbie and Mouton (2001:231) maintain that in a survey, the
researcher selects a sample of respondents and administers a standardised
guestionnaire to them. Babbie and Mouton (2001:232) further state that surveys
may be used for descriptive, explanatory and exploratory purposes. They are
chiefly used in studies that have individual people as the units of analysis. Survey
research is probably the best method available to the social scientist interested in
collecting original data for describing a population too large to observe directly
(Babbie and Mouton, 2001:232). Careful probability sampling provides a group of
respondents whose characteristics may be taken to reflect those of a larger
population, and carefully constructed, standardised questionnaires provide data

in the same form from all respondents.
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This chapter further seeks to test the validity and reliability of the research
methodology used to gather and analyse data by interpreting the findings from
the sample population. The sample population in this study consisted of
respondents from management, employees and shop stewards of NEHAWU on

the one hand, and Members of the Provincial Legislature on the other.

The selected research methodology attempts to provide solutions to the
problems that initiated this research project, namely the poor working relations
that exist between management and NEHAWU in the Eastern Cape Provincial
Legislature. Of note are the attempts made in this regard by political heads, in
particular the Speaker of the Eastern Cape Provincial Legislature who, in 2006,
instructed the Secretary to the Legislature (head of the administrative arm of the
legislature) to facilitate a relationship/team-building workshop with management

and NEHAWU in order to improve the employee relations between the two.

The Team Building Report of 2006 agrees that there are “poor working relations
between the union and management which affects the organisational efficiency
of the Legislature” (Team Building Report , 2006:4). In her opening remarks at
the workshop, the Speaker said that “tensions between union and management
impacts on [how the Legislature is viewed from outside]. The relationship
between unions and management is critical for the ongoing improvement of the
situation. Finding a way to mend the broken relations is crucial. Failure to do so

will result in the Legislature having:
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e Failed the peoples of the province, and the Republic;
e Failed the institution; and

e Failed themselves and their families” (Team Building Report, 2006:4).

It was also identified in the workshop that “poor working relations causes mistrust
between the two parties” (ibid.). Disrespect in the implementation of policies and
failure to adhere to collective agreements was cited again as the contributing
factor to the poor working relations that exist between management and the
union. Furthermore, lack of clarification and confusion of roles is highlighted in

the Team Building Report as another factor that exacerbates this problem.

Based on the identified problem, this study has sought solutions, which has
resulted in the development of a model that will contribute towards the
improvement of working relations between management and NEHAWU of the
Eastern Cape Provincial Legislature. In this regard, it is useful to return to
Custer’s statement that a primary goal of research is to achieve understanding
and then to develop models that approximate “truth and reality” (1996:2). The
hypothesis is derived from the fact that the researcher had noticed the correlation
of these concepts in the work situation of the Eastern Cape Provincial Legislature
and decided to investigate its truth or falsehood (Bailey, 1987:42). Very often,
investigators see evidence in their daily lives or in the course of social research
indicating that certain phenomena are correlated. Bailey (1987:42) further states

that the suspected correlation leads the investigator to hypothesise a relationship
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and to conduct a study to see if his/her suspicions are confirmed. In addition he
asserts that hypotheses are often inspired by past research or by commonly held

beliefs.

The research methodology below has been used to develop a model that will
improve the problem of working relations between management and NEHAWU of

the Eastern Cape Provincial Legislature.

3.2 RESEARCH DESIGN AND METHODOLOGY

Empirical study is the type of research method utilised in this study. This is based
on the research problem identified, and the questions to be asked. Mouton
(2001:56) states that research designs are tailored to address different kinds of
guestions. He further maintains that empirical studies use primary data in the
form of surveys, experiments, participatory research and so on, whilst non-
empirical studies focus on the analysis of existing data such as content analysis,
textual criticism, and historical studies. The survey forms the research design
used for this research. Mouton (2001:152) says that surveys are studies that are
usually quantitative in nature and which aim to provide a broad overview of a
representative sample of a large population. In this study, research questions are
exploratory, predominantly descriptive and casual whilst in a non-empirical study,
key research questions centre on determining the meaning of concepts, and
clarifying conceptual linkages through classification and categorisation. Here,

different forms of conceptualisation are linked to various theoretical and
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philosophical traditions such as the analytical tradition, phenomenology, critical

theory and critical rationalism (Mouton, 2001:175).

Mouton (2001:175) further states that conceptual analysis brings about
conceptual clarity. Well-structured conceptual analysis makes conceptual
categories clear, explicates theoretical linkages and reveals the conceptual
implications of different viewpoints whilst surveys hold the potential to generalise
about large populations if the appropriate sampling design has been

implemented (Mouton, 2001:153).

In this research project, qualitative research methodology has been selected as
an appropriate method to enable the researcher to achieve the objectives of the
project. Qualitative research is an “inquiry process of understanding based on
distinct methodological traditions of inquiry that explore a social or human
problem [such as poverty, unemployment, and economic growth]. The researcher
builds a complex, holistic picture, analyzes words, reports, detailed views of
informants, and conducts the study in a natural setting” (Creswell, 1998:15;
Anderson and Arsenault, 1998:119). The research methodology for this process
involves the “studied use and collection of a variety of empirical material — case
studies, personal experience obtained through action research or participant
observation, and interviews that describe meanings, procedures and challenges
in the development or implementation of the case in question” (Anderson and

Arsenault, 1998:119). Qualitative research can also be used for “theory
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generation and verification” (Punch, 2005:16). The characteristics of qualitative

research, as apparent in this research project, are as follows:

1.

4.

There is a defined field of focus of the research, which in this case is the

Eastern Cape Provincial Legislature and NEHAWU

. Research is the key instrument of data collection through observation and

guestionnaires completed by respondents who are directly involved with
employee relations issues

Data collected as information used for the development of the model for
organisational efficiency, namely to improve the relationship between
management of the ECPL and the union

The model is aimed at creating better working relations, productivity and
performance improvement in the ECPL (Binza, 2007:106; Punch,

2005:163; Creswell, 1998:16; Bogdan and Biklen, 1992:45).

The validity and reliability of this research is dependent on the choice of methods

applied to data collection, and on how it was broken down and analysed. The

appropriateness of the research methods is important as it is these methods that

will help in gathering data to test the hypothesis of this research.

The methodological approach used in this investigation is qualitative in nature

and the comparative advantages of this method will be explored. To return to

Winberg’s definition, qualitative methodology involves examining “people in their

contexts”, which includes both their past and present circumstances. The
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gualitative research data collection strategies applied in this study comprise of
guestionnaires distributed to individuals and groups as well as the analysis of

relevant documentation.

3.2.1 The population and the sample

The sample selected in this study was such that through it, the researcher was in
a position to identify characteristics of the total population. The sample for the
research observation and survey must be carefully chosen and clearly defined. In
terms of the qualitative research method used in this research project, Binza
(2007:108) writes that ‘there are no rules for sample size in qualitative inquiry.
Sample size depends on what the researcher as the principal research
instrument wants to know, the purpose of the inquiry and what is at stake

(Anderson and Arsenault, 1998:14).

The population that forms the sampling for this research project has been
selected from the total of 130 staff members of the ECPL. The shop steward’s
committee comprises seven members. During the period under study, there were
eighteen members of management in the ECPL, comprising three top, five
middle- and ten lower-level managers, who negotiate and consult with the union
on various issues of governance and conditions of service as per the Secretary’s
request. Other staff members are also part of the sample and fifty-three elected

representatives or politicians, who are also referred to as Members of the

68



Provincial Legislature (MPLs). This excludes the ten Members of the Executive

Council.

Stratified random sampling was utilized in this study, allowing everyone in the
population of the ECPL the opportunity of being selected. Singleton (1988:143)
describes random sampling as a process that allows each individual in the
population an equal chance of being included in the sample. A sample was
identified in each stratum. As many of the managers were involved with
committees that were busy with the tabling of Annual Reports from various
departments, a sample of only six managers was obtained. A sample of six shop
stewards was selected from NEHAWU, four of whom returned the
guestionnaires. Focus groups were identified from among ordinary union
members and staff who were non-union members. Five focus groups, targeting

forty staff members chosen from different directorates, were initially identified.

Focus groups were created as the researcher was unable to identify sufficient
independent members of staff due to training programmes that were taking place
during the period. Committees were also sitting during this period, therefore
many staff members, such as Committee Co-ordinators, were engaged in
preparing for meetings. A total of twenty respondents were targeted. According
to Bailey (1987:90), a stratified sample is obtained by separating the population
elements into non-overlapping groups called strata, and then selecting a simple

random sample from within each stratum. He further states that stratified
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sampling of groups means that they are ranked, or ordered. Stratified sampling
consists of listing all full managers, for example, of the ECPL in one homogenous
group, while the other levels of management were treated similarly. Thereafter, a
random sample was drawn from within each group. The same rule was applied to

the selection of union members and Members of the ECPL alike.

3.2.2 Structured questionnaires

A Likert scale questionnaire was prepared for the sample (Annexure 2).
Questions were prepared and structured according to five thematic areas. The
guestionnaire took about 10 to 15 minutes for the respondent to complete. These
guestionnaires were handed directly to the different individual respondents, and
an opportunity was granted for respondents to ask clarity-seeking questions, if
deemed necessary. The request was immediately honoured by many and follow
up telephone calls were made to those respondents who were unable to respond
on time. Focus groups were interviewed separately. The researcher had to
explain the purpose of the questionnaire and the process to be followed.

Assistance was provided where necessary.

Questions in the form of statements were utilized and all relevant data was
captured from the questionnaires using the Likert scale. A section for general
comments was provided which allowed for in-depth probing of the answers
supplied by respondents. On completion, the questionnaires were returned to

the researcher for analysis. A statistician, using a programme called Statistica,
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was employed to analyse and interpret the data. This type of research will yield

qualitative results. Trochim (2000:1) maintains that qualitative data is extremely

varied in nature as it includes virtually any information that can be captured which

is not numerical.

Presented below is the list of categories of respondents who were issued with the

guestionnaire, the dates these were issued and the dates they were returned

(Annexure 2).

CATEGORY TARGET NUMBER OF RETURN RATE
QUESTIONNAIRE | QUESTIONNAIRES
DISTRIBUTION RETURNED

Top, middle and |6 6 100%

lower management

Shop stewards 6 4 67%

Groups of ordinary | 5 5 100%

union members

and staff

Members of 20 7 35%

Provincial

Legislature

Total 37 22 59%

Table 1: Response rate

The one hundred percent target for returned questionnaires could not be reached

as many staff members were engaged in meetings or training programmes.
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With respect to Members of the Provincial Legislature, almost all Members serve
on three different committees per Member, thus allowing little time for extraneous

work.

3.3 THE STRUCTURE AND DESIGN OF THE QUESTIONNAIRE

A questionnaire is defined as a set of questions dealing with a certain topic or
related group of chosen topics, given to a selected group of individuals for the
purpose of gathering data on a problem under consideration (Sax, 1979:244).
The questionnaires were designed to have structured statements (see Annexure
3). The sequencing of the questionnaire is also vital, as commencing the
guestionnaire with threatening or sensitive statements is likely to deter the
respondent and may result in the respondent responding poorly or negatively, or

not answering at all.

With regard to the language preference of the sample population, it was decided
to employ English as the only language in both the questionnaire and the
covering letter (see Annexure 1) in an attempt to improve the response rate.
English is the language generally used as the medium of communication. Once
the researcher had designed the questionnaire (design stage) and was satisfied
that it would gather the desired data, a pilot study was undertaken to ensure that
the required responses would be obtained. Walizer and Wienir (1978:267) state
that a pilot study is a trial run of the survey using similar questions and similar

subjects as in the final survey. It is assumed that during the pilot study, a number
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of shortcomings in the original questionnaire will be detected, and subsequently

rectified.

A questionnaire, according to Rossi (1983:84), should comply with the following
objectives:
» It should reflect accurate information regarding the research
study.
» It should meet the aims of the research.
» It should be implemented within the ambit of available time and
resources.
These objectives were taken into consideration in designing and revising

the questionnaire used in this study.

3.3.1 The essence of designing a questionnaire

The five-point Likert response scale as described by Zimbardo-Ebbeson
(1969:125) was selected as the measuring instrument and was employed in
consultation with a statistician and the promoter. According to this method, a
person’s attitude score is the sum of his or her individual ratings. The opinion per
statement to be tested is rated on a five-point Likert scale and was adapted for

the dependent variable statements as follows:
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1= Strongly agree

2 = Agree

3 = Undecided

4 = Disagree

5= Strongly disagree

3.3.2 Individual questionnaire distribution

The questionnaire has five thematic areas that contain sub-questions. The

thematic areas are:

a) Organizational culture, structures and systems are created within the

Eastern Cape Provincial Legislature.

b) An enabling environment for working is created by management.

c) Effective and efficient utilization of resources is practiced by the Eastern

Cape Provincial Legislature.

d) The relationship between Management and NEHAWU is practiced

within the ECPL.
e) NEHAWU interacts with its constituency within the ECPL.

The survey was conducted through the distribution of questionnaires targeting
managers, shop stewards, MPLs and ordinary union members. Of the thrity-two
targeted respondents for individual distribution, only seventeen questionnaires

were returned. All the questionnaires distributed to managers were returned
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while, due to union meetings taking place outside the province, only four

responses were received from the shop stewards.

3.3.3. Focus Groups

An initial target of forty staff members was planned for five focus groups
however, only thrity-two ordinary union and other staff members were available.
Five questionnaires were completed and submitted by six people per group. The
use of a structured questionnaire as a data collection method allows the
respondent, as Bailey (1987:148) puts it, “to spend more time on it than he or she
might in an interview study as he or she is not forced to complete the questions
at one time”. He further maintains that with questionnaires, there is standardized
wording, and the respondents’ answers are facilitated by the fact that each

respondent is exposed to exactly the same wording.

3.4 ISSUES OF MEASUREMENT: RELIABILITY AND VALIDITY OF THE
RESEARCH.

3.4.1 Reliability

This study sought to assess the reliability of the questionnaire. The tool utilized to
assess the questions was the five-point Likert scale and rankings which allowed
respondents to tick their own ranks. The scale points were designated as:
“strongly agree”; “agree”; “undecided”; “disagree” and “strongly disagree”. The
respondents’ answers were analysed through a comparison of means and

descriptive means. For the information to be reliable, the researcher needs to get
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the facts right. Bailey (1987:66) states that the reliability of measurement is
simply its consistency. The repeated application of similar questions within the
same questionnaire was used to test the reliability of the information provided by
the respondents. In some instances, this entailed using a change of wording
whilst asking what were fundamentally the same questions. Respondents had to
rate one statement in one section and the same statement in another. For
example, under the statement with the sub-heading “Organizational culture,
structures and systems are created within the Eastern Cape Provincial
Legislature” there were two sub-statements that mean the same thing, namely:

a) The ECPL practices cooperative and good governance principles; and

b) An integrated governance approach between management and union

improves service delivery.

This was done to establish whether the respondents were able to provide
consistent scores on similar statements, thus determining their reliability. The
responses to the statements indicate a high level of reliability because most
respondents in all categories provided similar ratings to the repeated questions.

In instances where the rating differs there is not much difference.

Bailey (1987:71) argues that in a social research instrument such as a
guestionnaire, the unreliability also lies within the scale and may be due to such
things as question or answer categories that are so ambiguous that the
respondent is unsure how he or she should answer and thus does not answer

consistently. He further maintains that the difficulty in checking for reliability is
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that when the same question is repeated in a single questionnaire as a
consistency check, with no time lag, the respondent tends to see it as a “trick”
guestion instead of seeing the repeated question as a check on the reliability of

the measuring instrument.

The fears raised by Bailey were addressed in the study in that the questionnaires
were hand-distributed to the offices of respondents and the process was
explained to each respondent. Respondents that needed clarification on some
guestions that might be viewed as ambiguous were able to contact the

researcher directly in the office or telephonically.

3.4.2 Validity

The effort to establish reliability and validity results in the researcher getting
closer to the facts. Questions asked in the questionnaire are instruments used to
assess validity. Bailey (1987:170) states that questions asked and answers or
remarks provided are likened or connected to the topic under discussion. He
further argues that the definition of validity has two parts: (1) that the measuring
instrument is actually measuring the phenomenon in question and not some
other concept and (2) that the concept is being measured accurately. He outlines

three types of validity, namely:
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1) Face validity — this is ultimately a matter of judgment.

2) Criterion validity — the predictive validity, which involves multiple
measures of the same concept. This, for example, means developing
two questionnaires that are administered at the same time.

3) Construct validity - which consists of replacing Index 1 by Index 2 in

the theory and retesting the entire theory.

In this study, the measuring instrument utilized has face validity. The information
gathered and remarks received from the questionnaires are connected to
working relations between management and the union, the concept that is being
studied. There are no statements within the questionnaire that request anything
that is outside this concept, hence the instrument utilized is valid. Thus face
validity is assessed by the evaluator’s studying the concept to be measured and
determining, to his or her best ability, whether the instrument arrives at the

concept adequately (Bailey,1987: 68).

Bailey (1987:68) states that the major problem with face validity arises when (1)
there is no consensus about the definition of the concept to be measured, (2) the
concept is multidimensional or consists of several sub-concepts, and (3) the
measure is lengthy and complex. The points raised above by Bailey were taken

into account when devising the questionnaire.

3.5 DATA COLLECTION METHOD APPLIED
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The research objectives in this study require the use of one or more techniques
for collecting the necessary empirical data. These include questionnaire
distribution and document review. This research relies on both primary and
secondary information, hence the use of a literature review and questionnaire
distribution; this is confirmed by Myers (1997:7) who argues that in fields such as

anthropology and sociology, primary source data is commonly used.

3.5.1 Documentary Analysis

The team-building workshop conducted in April 2006 for managers and the union
came about because of the realization of the extent of the working relationship
problem that existed between management and the union within the ECPL. It
was attended by most managers and the shop stewards of NEHAWU and was
facilitated by an outside provider. During this workshop, the views of the union
about management’s style and the views of management about the union’s
behavior were documented in the form of a report, dated 24 and 25 April 2006,
which was titled: “Eastern Cape Provincial Legislature Relationship Building
Process”. The report contains records of proceedings and discussions
undertaken during the two-day workshop. The document has been analysed in
this study as a data source that provides additional perspectives to those
gathered through the questionnaire from management and from the union. The

report of the workshop mentioned above represents a consensus among all
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Legislature stakeholders about the working relationship problems between labour

and management and thus forms an essential source for this study.

Accessing the document did not pose a problem since this report was distributed
among all managers and unions members who attended the workshop. The fact
that it is a published document provides an advantage in that this saved the
researcher time and expense as it was not necessary to transcribe the
information. The advantage of the data collected in this document was that
neither management nor the union members anticipated that the information
would be utilized for research purposes (Creswell 1994). Secondly, this form of
data source has been able to provide a platform for the study of trends, patterns
and spontaneous actions or feelings that emerged within the workshop; and can
therefore be relied on as an objective piece of information (Bailey 1987). There
has been minimal or no researcher bias in the document, as its purpose was not

for personal but rather organisational use.

3.5.2 Data Capturing and Editing

The data collected for this study was captured from the questionnaires distributed
among identified respondents within the ECPL. The questionnaire comprised of
statements which required respondents to indicate their level of agreement or
disagreement with them. As the questionnaire contained space for general

comments, most respondents utilised the space allocated to provide further
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views and information which were used in the data analysis. Each questionnaire

was filed on receipt, in one file, for easy reference.

3.6 DATA ANALYSIS

Babbie (2001:359) maintains that in qualitative research, data collection, analysis
and theory are intimately intertwined. Furthermore, qualitative research methods
are viewed by many writers in the field of research as methods that involve a
continuing interplay between data collection and theory. Mouton (2001:108)
describes data analysis as a process that involves “breaking up” the data into
manageable themes, patterns, trends and relationships. He further points out that
it is aimed at generating an understanding the various constitutive elements of
data through an inspection of the relationship between concepts and variables,
and seeing whether there are any patterns or trends that can be identified or

isolated.

Qualitative researchers are unable to make a clear distinction between data
gathering and data analysis, unlike quantitative research that can clearly make
that distinction (Myers, 1997:8). As Myers (1997:9) explains that “from a
hermeneutic perspective it is assumed that the researcher’'s presuppositions
affect the gathering of data - the questions posed to informants largely determine
what you are going to come across”. The analysis affects the data and the data
affects the analysis in significant ways. This therefore implies that it is proper to

speak of ‘modes of analysis’ rather than ‘data analysis’ in qualitative research.
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Myers (1997:8) argues that there is a common thread between all qualitative
modes of analysis that are concerned primarily with textual analysis (whether
verbal or written). According to Trochim (2000:1) there are four criteria proposed
by Guba and Lincoln for judging the soundness of qualitative research, and these
are offered as an alternative to more traditional quantitatively-oriented criteria.
The proposed criteria are:

e Credibility

e Transferability

e Dependability

e Confirmability

3.6.1 Criteria for judging qualitative research

3.6.1.1 Credibility

This criterion is based on the view that it is the participants who can legitimately
judge the credibility of the results. This therefore means that the researcher
should seek to ascertain whether the results of the qualitative research are
credible or believable from the perspective of the participant in the research

( Trochim, 2000:1).

3.6.1.2 Transferability

This means the extent to which the results of qualitative research can be

generalized or transferred to other contexts or settings (Trochim, 2000:1)

82



3.6.1.3 Dependability

‘Dependability’ refers to the fact that if similar observations are made, the same
results will be obtained. The dependability concept emphasises the need for the
researcher to account for the ever-changing context within which the research

occurs (Trochim, 2000:1).

3.6.1.4 Confirmability

‘Confirmability’ refers to the extent to which the results could be confirmed or
corroborated by others. There are various approaches for enhancing
confirmability. The researcher can document the procedures for checking and
rechecking the data throughout the study. Another method is to play a ‘devils
advocate’ role with respect to the results and this process can be documented. In
addition, the researcher can actively search for and describe negative instances
that contradict prior observations. Judgment about the potential for bias or
distortion can be made once a data audit that examines the data collection and

analysis procedures has been conducted (Trochim, 2000:1).

3.8 CONCLUSION

This chapter has aimed at elucidating the methodology followed in conducting
this research. The tools utilized to measure validity and reliability were dealt with
as well as the sampling design employed for this study. This was followed by the

reduction of the data collected into manageable themes. It can be concluded that
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the research methodology applied in this research was able to prove the
truthfulness of the hypothesis that a model to improve working relations between
management and union is necessary. The next chapter is centred on the

interpretation and analysis of data.
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CHAPTER FOUR

DATA PRESENTATION, ANALYSIS AND INTERPRETATION

4.1 INTRODUCTION

This chapter presents the interpretation and analysis of data in an attempt to
provide solutions to the problems identified in this research project. As stated in
Chapter One, the questionnaire consists of five thematic areas, and within each
thematic area, there are a number of questions that are structured in terms of the
concepts the thematic area provides. However, these thematic areas differ in the
number of sub—questions provided because each holds different value and
meaning to the research problem. These thematic areas are explored in depth in

the interpretation and analysis which follows.

4.2 PERSPECTIVES ON THE WORKING RELATIONS BETWEEN
MANAGEMENT AND NEHAWU WITHIN THE ECPL.

During the research process, identified respondents were requested to complete
the questionnaire. In some instances during the process of data collection, the
researcher was invited by some respondents, especially the politicians, to come

in and explain or clarify some questions.

Three categories of perspectives have informed this study. These comprise firstly

the perspectives drawn from the questionnaires completed by those within top-,
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middle- and lower-level management; secondly from the different categories of
politicians (Presiding Officers, Chairpersons of Committees, Whips and
opposition party members), and lastly from the lower-level employees, which
included shop stewards and ordinary union members. These perspectives were
further enhanced by document analysis and a literature review, which assisted in
the devising of a viable model to improve relations between management and

labour.

4.2.1 Management perspective

Prior to the 1994 democratic order and its ushering in of new democratic policies,
management generally had delegated prerogative to practice management, with
little cause to concern itself with consultative and participatory processes,
especially with labour. All the ‘public administration’ functions were performed

through the management hierarchies of the public services and legislatures.

The coming into being of the White Paper on Transformation of the Public
Service and the new Labour Relations policies and legislation raised
expectations amongst labour unions for a democratic, consultative and even
participatory management. The accruing responsibility within the new order, then,
involves the development of institution-specific procedures and protocols to
achieve the objectives of the national policies. The perceptions, attitudes and
response of management in respect of the above play a critical part in informing

the research objective (Botes, 1994:234).
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The perceptions and views gathered from the data analysis are clearly influenced
by the context outlined above, and support the notion that management is
responsible for the development of institution-specific policies that guide certain

decisions. These views are articulated in terms of different themes.

The rest of this section reports on the analysis of the data provided by the
guestionnaires and the April 2006 report on team building. The analysis is aimed
at identifying the following trends and patterns from which themes are drawn:
e Co-operative governance and its contribution towards the attainment of
institutional goals;
e An enabling environment for good working relations; and
e The nature and the extent of interaction between management and

NEHAWU.

The steps mentioned in the next chapter have been undertaken to ensure
systematic and objective analysis of the data collected and the trends contained
in them. These documents were used by the researcher as the basis for soliciting
management’s and labour’s perspectives. These have been analysed as per the
themes within the questionnaire and has focused on the contributions made by
respondents. The following chapter undertakes to identify and discuss the trends

and patterns emerging in the responses from the management of the ECPL.
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4.3 THEMATIC AREA ONE: Organizational culture, structures and systems
are created within the Eastern Cape Provincial
Legislature.
This thematic area provides a broad statement on the issues under investigation.
Under this area, fifty-five percent (55%) of the respondents agreed that systems
and structures are created in the ECPL. Thirty-six percent (36%) were unsure of
the availability of these systems and structures, and only nine percent (9%)
disagreed with the statement. From the general comments it emerged that
systems are in place but the challenge lies in the mistrust that exists between the
two parties. Another issue raised is the lack of consultation concerning persistent
problems. These issues were also addressed in the team-building workshop

(Team-building Report, 2006:5).

The following statements were devised in order to collect the data necessary to
provide solutions to the problems identified in this thematic area. The

respondents were asked to indicate their responses to the following statements:

4.3.1 The South African labour relations framework promotes partnership

in governance between management and unions.

The majority of the respondents agreed that the new government has enacted
labour policies that promote partnership between management and the unions.
Forty-one percent (41%) of the respondents strongly agreed, and fifty-five

percent (55%) of the respondents agreed with this statement. Only four percent
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(4%) of the respondents disagreed. It is clear that the progress made by the
government in adopting labour legislation that supports or provides for
partnership between managers and employers was appreciated by the majority
of respondents, who saw it as a means to improve organisational efficiency in

institutions like the ECPL.

About ninety-one percent (91%) of respondents agreed that a good working
relationship between management and the union is the contributing factor to
realising institutional goals. Fifty-five percent (55%) of these respondents strongly
agreed and thirty-six percent (36%) of respondents agreed. Nine percent (9%) of
respondents disagreed. The reason for the strong support indicated here is an
awareness of the importance of teamwork between management and the union
as well as the interdependency of one party on the other. This factor was also
raised and discussed in the team-building workshop and it was agreed by
delegates attending the workshop that all stakeholders must be treated with

respect and their contributions recognised (Team building Report, 2006:9).

There is a trend evident within managers’ responses indicating that role
clarification between management and the union is not clear. The union expects
to be consulted on most cases, even those in which management is required to
make the decision on its own. This issue is also noted in the team-building report

(2006).
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4.3.2 The development of a model to improve working relations between
management and the union of the Legislature will have significant

impact on the governance of the Legislature.

The majority of the respondents agreed that a model to improve relations
between management and NEHAWU within the ECPL is necessary to serve as a
guide or map that can be utilized by managers and the unions in their combined
attempt to build good relations between the two parties. This is evident from the
sixty-four percent (64%) of respondents who agreed, as well as the thirty-six
percent (36%) of respondents who strongly agreed. The reason for the
unanimous support for this statement is the realization of the fact that an
intervention needs to be made to improve the situation between management
and the union within the ECPL. In addition, it emerged within the general
comments that an intervention by experts who are knowledgeable in the field of
conflict resolution and sound labour relations is necessary. The Speaker has also
indicated the need to find a way to mend the broken relations between

management and NEHAWU within the ECPL (Team building Report, 2006:4).

4.3.3 A cooperative governance approach minimises conflict between

management and the union.

The majority of the respondents agreed that cooperative governance minimizes
conflict between management and the union. This is demonstrated by the fact

that sixty-four percent (64%) of the respondents agreed and twenty-seven
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percent (27%) of the respondents strongly agreed with the statement. Only nine
percent (9%) of the respondents disagreed with the statement. This level of
support indicates an acknowledgement of the importance of stakeholder

involvement on issues of governance.

4.3.4 The ECPL practices cooperative governance principles.

Just over half of the respondents were of the view that the ECPL is practicing
cooperative governance. This is indicated by fifty-four percent (54%) of
respondents who agreed with the statement. Twenty-eight percent (28%) of
respondents disagreed, whilst eighteen percent (18%) were undecided. The
general comments provided by some respondents indicated that whilst
management does interact with the union, there remains a lack of trust between
the two patrties. It also emerged in the team-building report that management and
the union do not trust each other. The need to deal with the negative attitudes
that exist was cited in the team-building workshop (Team-building report 2006:5).
In this report, NEHAWU claimed that it is not taken seriously as an important

stakeholder by management.

4.3.5 An integrated governance approach between management and union

improves service delivery.

A number of the respondents agreed that working together and involving all
stakeholders on issues of governance (ie. an integrated approach) improves

service delivery. This is confirmed by seventy-three percent (73%) of the
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respondents who agreed, in addition to twenty-three percent (23%) of the
respondents who strongly agreed with the statement. Only four percent (4%) of
the respondents disagreed with the statement. The overwhelming response in
support of this statement indicates a realization of the need for stakeholder
involvement in issues of governance in order to promote organisational
efficiency. General comments emphasise that the management of the ECPL
should recognise NEHAWU as an important stakeholder within the organization,

a point which was verified by the team-building workshop report (2006:9).

4.3.6 Management should put systems in place in order to facilitate

continuous interaction between Management and Labour.

A number of respondents strongly agreed that there are no systems in place
within the ECPL to ensure continuous interaction and that these should therefore
be established by management. This is evident in that fifty-four percent (54%) of
the respondents strongly agreed, and forty-six percent (46%) agreed with the
statement. These figures indicate that there is a general consensus on the lack of
systems and procedures within the ECPL. This lack of systems and procedures
is also indicated in the team-building report, where the expectations of managers
are outlined (Team-building Report 2006:5). Putting these systems in place will
contribute towards improved relations between management and the union of the

ECPL.
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4.3.7. The political administration of the Eastern Cape Provincial
Legislature ensures that both groups have a fair hearing during

times of conflict.

More than half of the respondents agreed that during times of dispute, both
management and the union act reasonably to reach a comprise. This is
demonstrated by thirty-six percent (36%) of the respondents who agreed, and
twenty-three percent (23%) who strongly agreed. However, forty-one percent
(41%) disagreed with the statement. The reason for this might be that whilst fair
hearings might be provided, the structure of the hearings is not made clear to

everybody.

4.4 THEMATIC AREA TWO: An enabling environment is created by

Management.

A considerable number of the respondents agreed that management creates an
enabling environment. Thirty-six percent (36%) of respondents agreed and
twenty-three percent (23%) strongly agreed. However, the study shows that forty-
one percent (41%) of respondents disagreed with the statement. The reason for
the difference of opinion could be that some respondents are not sure how an
enabling environment is created. Responses to this thematic area have been

broken down into detailed statements in order to provide more information.
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4.4.1 The ECPL has appropriate policies that address relations in the

workplace.

Fifty-percent (50%) of the respondents considered the ECPL as having
appropriate policies that address relations between management and the union
in the workplace. Eighteen percent (18%) are unaware of whether appropriate
policies to address working relations in the ECPL are available or not, and thirty-
two percent (32%) disagreed with the statement. It also emerged from the team-
building report that union delegates are of the view that management does not
implement and respect all of the commitments outlined in the collective

agreement and this needs attention.

4.4.2 Management creates an enabling environment for sound working

relations between management and the union.

Fifty-five percent (55%) of the respondents agreed that the environment created
by management is conducive to sound working relations. Other respondents
were unsure, or disagreed, that the environment is conducive for good working
relations. This is demonstrated by the thirteen percent (13%) who are unsure
whether such a working environment exists, and the thirty-two percent (32%) of
respondents who disagreed with the statement. It emerged from the
guestionnaire that capacity building is necessary for both management and the

union. The team-building report indicated that the institution provides sufficient
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resources in terms of human, material and financial support for these efforts

(Team building Report, 2006:6).

4.4.3 Management in the ECPL consults the union on issues that affect its

Employees.

Consultation between management and the union is vital for good working
relations and organisational efficiency, especially in an institution such as the
Provincial Legislature. Forty-five percent (45%) of the respondents agreed that
the union is consulted by management on governance issues. Thirty-seven
percent (37%) of the respondents indicated that management of the Legislature
is not consulting union on governance issues, and eighteen percent (18%) were
unsure whether the union is consulted or not. NEHAWU delegates at the team-
building workshop indicated that management has a tendency to arbitrarily alter

policies when these relate to workers’ benefits.

4.4.4 NEHAWU is always given enough time to prepare for meetings.

Forty-one percent (41%) of the respondents agreed that management gives the
union ample time to prepare for meetings. Thirty-six percent (36%) of
respondents disagreed with the statement whilst twenty-three percent (23%)
were undecided. Inconsistency in terms of notification of meetings was cited as

one reason for uncertainty, hence the disparity in results.
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4.4.5 Continuous skills development and motivation of staff is critical for

nurturing good relations and service delivery.

The majority of respondents agreed that capacity building and empowerment
have an impact on service delivery and the nurturing of good relations. This is
demonstrated by eighty-two percent (82%) of respondents who agreed with the
statement. Only eighteen percent (18%) of the respondents were unsure. The
reason for such strong support is because respondents acknowledge the role

played by motivated and skilled staff in the workplace.

4.4.6 The Eastern Cape Provincial Legislature develops an Annual Skills

Plan for employees.

In terms of the Skills Development Act, stakeholders of the ECPL are required to
develop skills plans, to outline training programmes for the year and to report to
the Department of Labour annually on its progress. A one percent skills levy is
payable to the Public Service Seta. Forty-five percent (45%) of respondents
agreed with the statement. Twenty-eight percent (28%) of the respondents
disagreed, whilst twenty-seven percent (27%) were undecided. The reason for
uncertainty or disagreement about the availability of skills plans could be that
during the development of the plan, the process was not inclusive of all

stakeholders, as is required by the Skills Development Act.
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4.4.7 The Legislature has equal opportunities for staff development.

More than half of the respondents agreed that staff members are given
opportunities to develop. This is evident by the fifty-nine percent (59%) of the
respondents who agreed. Twenty-seven percent (27%) of respondents disagreed
with the statement, and fourteen percent (14%) were unsure. The positive
response amongst fifty-nine percent of respondents could be associated with the
fact that the Legislature had placed several staff members on training
programmes at the time. The challenge might be that a lack of structure is
responsible for the fact that not everyone is aware of this. The statement is
further supported by the team-building report, which indicated that delegates to
the workshop were aware of the availability of resources such as finances for

training programmes.

45 THEMATIC AREA THREE: Effective and efficient utilization of resources
is practiced by the ECPL.

Forty-one (41%) percent of respondents were undecided about this statement.
Twenty-three percent (23%) of the respondents disagreed, and only thirty-six
percent (36%) of the respondents agreed with the statement. It is the duty of the
management of the ECPL to ensure that state resources are effectively utilized.
Detailed statements on this theme emerged in the responses to individual

statements under this theme.
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4.5.1 The management of the ECPL is aware of and complies with the
requirement contained in the South African labour legislation that

affects public service.

The results indicate that fifty percent (50%) of the respondents were of the
opinion that management complies with the labour legislation of South Africa.
Thirty-two percent (32%) of the respondents indicated disagreement, while
eighteen percent (18%) of respondents were undecided. Within the general
comments it emerged that respondents supported the view that management
complies with policies however the major challenge cited was that management
and union representatives still need to be capacitated and trained in labour
relations matters. The team-building workshop report highlighted the fact that
management need to respect and implement all agreed policies and collective

agreements (2006:5).

4.5.2 Employees in the ECPL are an integral part of the running of the

Institution.

Making employees feel part of the ECPL is important to management. This
promotes ownership by the employees, which is critical for the achievement of
institutional goals. Recognition encourages employees to be ambassadors of the
ECPL. A number of respondents agreed that the Legislature makes them feel

part of the institution. This is indicated by fifty-five percent (55%) of respondents
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who agreed. Twenty-seven percent (27%) of respondents disagreed while

eighteen (18%) percent were undecided.

4.5.3 Management of the ECPL need to acknowledge the fact that individual

employees have different behavioural patterns.

There was very strong agreement amongst respondents that the management
style of the institution needs to take into consideration the different behavioural
patterns of employees. Employees need to learn to become team players. At the
moment each employee is an individual. Eighty-two percent (82%) of the
respondents agreed with the statement. Fourteen percent (14%) of the

respondents were unsure and only four (4%) percent disagreed.

4.5.4 The ECPL has a political structure that deals with disputes between

management and the union.

Half of the respondents agreed that a political structure to deal with labour
disputes is available in the Eastern Cape Legislature. Compared to the fifty
percent (50%) who agreed, there were thirty-two percent (32%) who disagreed

with the statement, and only eighteen percent (18%) who were undecided.
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4.6 THEMATIC AREA FOUR: Management and NEHAWU interact.

This theme is covered by the broad statement provided. Sub-statements are
provided below to allow respondents to express their feelings on the issues
related to the theme.

A number of respondents were of the opinion that management and NEHAWU
interact. This was demonstrated by the fact that sixty-eight percent (68%) of
respondents agreed with the statement. Thirty two percent (32%) of respondents
were undecided. The considerable support indicated for this statement conveys
that management provides NEHAWU with opportunities to interact with them.

Detailed statements are discussed below.

4.6.1 The ECPL has a signed recognition agreement.

The majority of respondents confirmed the availability of a signed recognition
agreement. This is clear in that seventy-two percent (72%) of the respondents
agreed with the statement. Eighteen percent (18%) were undecided, and nine
percent (9%) disagreed. This response conveys an appreciation of the availability

of a policy that regulates the relationship between management and the union.
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4.6.2 Monthly meetings between management and NEHAWU in the Eastern

Cape Legislature are convened.

Sixty four percent (64%) of the respondents disagreed with the statement while
thirty-six percent (36%) were undecided. The percentages reported above

indicate of lack of continuous interaction between management and the union.

4.6.3 NEHAWU is given an opportunity to input on issues of governance
within the ECPL.
Fifty percent (50%) of the respondents indicated that NEHAWU is given
opportunities to provide input on issues of governance. Twenty-seven percent
(27%) were undecided, and twenty-three percent (23%) disagreed with the
statement. Under the general comments section, indications were that interaction
takes place between management and the union, but that there are challenges
concerning role clarification and what matters are subject to consultation. These
issues result in conflict between management and the union. Similar views
emerged from the team building report (2006:9), where the issues of intolerance

and negative attitudes between the two parties were also noted.

4.6.4 NEHAWU receives documentation prior to a meeting as to what will

be discussed in the meeting.

A number of respondents disagreed with this statement, arguing that the union is
not given enough time to prepare for meetings in order to make valuable

contributions to these meetings. This is demonstrated in that only thirty-two
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percent (32%) of respondents agreed with the statement. Forty-one percent
(41%) were undecided, while twenty-seven percent (27%) disagreed with the

statement.

4.6.5 Mechanisms are in place to ensure implementation and monitoring

of collective agreements.

Fifty percent (50%) of the respondents were of the opinion that mechanisms for
monitoring the implementation of collective agreements are not in place. Twenty-
three percent (23%) were undecided and only twenty-seven percent (27%)
agreed to the statement. It emerged in the team-building workshop that collective

agreements are not properly implemented by management.

4.6.6 The Legislature has a recognised structure that allows continuous

interaction between management and union.

Thirty-two percent (32%) of the respondents were uncertain about the availability
of such a structure. Another thirty-two percent (32%) disagreed with the
statement, while only thirty-six percent of respondents agreed. The uncertainty
evident in these results is an indication of the ineffectiveness of the structure, if it

is in fact available.
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4.6.7 The ECPL has an institutional transformation committee as required

by the White Paper on the Transformation of the public service.

Fifty-five percent (55%) of respondents indicated that there is no transformation
committee to deal with matters of interest to both management and the union.
Forty-one (41%) percent were undecided and only four percent (4%) of the
respondents agreed with the statement. The data indicates that structures to deal
with matters of interest to management and the union are not in place in the

ECPL.

4.6.8 The ECPL has a workplace forum as required by the Labour
Relations Act.
The majority of respondents indicated that a workplace forum is non existent.
This was indicated by the fifty-nine (59%) percent of respondents who disagreed
with the statement. Forty one percent (41%) were undecided. These responses
indicate the lack of formal structures to serve as a platform for continuous
interaction between management and NEHAWU. In the general comments
section, respondents indicated that NEHAWU elected not to establish the

workplace forum and therefore have no role to play in governance issues.

4.6.9 The ECPL has a Skills Development Forum as required by the Skills

Development Act.

In terms of the Skills Development Act of 1998, employers are required to

establish a skills development forum that is inclusive of stakeholders so as to
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ensure compliance with the Act. The effective utilisation of this forum can
increase platforms that contribute towards improved working relations between
management and NEHAWU. The results of the study in this area indicated that
only forty-one percent (41%) of the respondents agreed that the Legislature had
established a skills development forum. Thirty-two percent (32%) were
undecided, and twenty-seven percent (27%) disagreed with the statement. The
reason for these varied responses may be that the forum is available but its
impact is not felt. Within the general comments section, respondents indicated
that this forum needs to be strengthened because it is not performing optimally.
Again, the results demonstrate an information gap that exists within the ECPL
community because some respondents are aware of the forum whilst other

respondents do not know whether any such forum exists.

4.6.10 The ECPL has an Employment Equity Forum.

Another platform for interaction between management and the union is created
by the Employment Equity Act. The Act requires that an Employment Equity
Forum, composed of management and union representatives, be established for
the purpose of engaging each other on equity matters. Forty-five percent (45%)
of respondents to the study were unsure about whether such a forum exists.
Thirty-two percent (32%) disagreed with the statement, and only twenty-three
percent (23%) agreed. The large number of respondents who were unsure of the

forum’s existence is an indication of a lack of internal communication. Timely
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communication of decisions and clear understanding of processes was also

proposed in the team-building workshop (Team building Report ,2006:10).

4.6.11 The ECPL and NEHAWU regional leadership hold regular

meetings on issues of mutual interest.

Fifty-four percent (54%) of the respondents disagreed with this statement. Thirty-
two percent (32%) were unsure whilst only fourteen percent (14%) agreed. The
results indicate a lack of interaction between NEHAWU'’s local and regional
offices, which is supposed to inform leadership on developments within the union

so that informed decisions are taken.

4.7 THEMATIC AREA FIVE: NEHAWU interacts with its constituency

The above statement is broad and the sub-questions will unpack the reasons for
the responses. Union representatives have the responsibility of continuously
engaging with their constituencies in order for them to be fully briefed about
issues that affect them and decisions taken on their behalf. The results indicate
that forty-five percent (45%) of the respondents were unsure whether this
interaction is taking place. Only forty percent (40%) agreed with the statement,
and fourteen percent (14%) disagreed. The reason that most respondents were
unsure is because the functioning of NEHAWU is not clearly stated and

communicated.
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4.7.1 NEHAWU's shop steward committee always consults its constituency

before inputting on any matter that affects them.

Half of the respondents (50%) agreed with this statement. Forty-one percent
(41%) were unsure, and only nine percent (9%) disagreed. The reason for
support of the statement is because of the realization that NEHAWU needs to
interact with its membership before any decision is taken on their behalf. Half of
the population is unaware that the shopsteward committee adequately informs its

constituency.

4.7.2 NEHAWU has mechanisms in place to ensure implementation and
monitoring of signed collective agreements with management.

In the team-building report it emerged that management fails to adhere to
collective agreements, and this is reflected too in the responses to the
guestionnaire. The establishment of monitoring mechanisms is critical to ensure
implementation of these agreements. Sixty-four percent (64%) of respondents
were unsure whether mechanisms are in place or not. Twenty-seven percent
(27%) disagreed, and only nine percent (9%) agreed with the statement. This is a

clear indication of the fact that mechanisms for monitoring are not in place.

4.7.3 NEHAWU has an identified committee that participates in the

recognised structure within the ECPL.

Fifty-five (55%) percent of the respondents agreed with the statement. Twenty

seven percent (27%) were unsure, and eighteen percent (18%) disagreed with
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the statement. The reason that more than half of the respondents supported this
statement is because NEHAWU has established a shop stewards committee that

is elected annually.

4.7.4 NEHAWU has shop stewards representative in each division of the
ECPL.

The representativity of the shop steward’s committee is critical in order to ensure
that the interests of all members are taken into consideration. Fifty percent (50%)
of the respondents agreed with the statement. Twenty-seven percent (27%) were

unsure whilst twenty-three percent (23%) disagreed with the statement.

4.7.5 The ECPL NEHAWU branch reports to and seeks mandate from the
regional NEHAWU structure.

Forty-six per cent (46%) of the respondents were unsure about this statement.
Forty-five (45%) percent of the respondents agreed, and only nine percent (9%)
disagreed with the statement. The results show that there is lack of
communication since certain members believe this to be so while others are

unsure.

4.8 CONCLUSION

The chapter has explained the reduction of collected data into manageable

themes. The data was interpreted and analysed. It can be concluded that the
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research methodology applied in this study was able to prove the truthfulness of
the hypothesis that a model to improve working relations between management
and NEHAWU is necessary. The next chapter will provide summary, findings,

recommendations and the conclusion of the study.
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CHAPTER FIVE

SUMMARY, FINDINGS, RECOMMENDATIONS AND
CONCLUSION

5.1 INTRODUCTION

In closing the treatise, the chapter seeks to provide the summary, findings,
recommendations and conclusion of the study. This study has moved from the
defining of research questions and of the methodology utilised to achieve
research objectives, through theoretical and conceptual grounding, to the actual
research fieldwork and analysis, and finally to the interpretation of findings and
recommendations. The findings have revealed weaknesses in the processes
established to facilitate working relations within the Eastern Cape Provincial

Legislature.

The model outlines the process that needs to be followed to ensure better
interaction between management and the union within the ECPL. The model
outlines the need for a systematic process of interaction, and highlights the
importance of establishing a team with a purpose. The team is composed of
managers, union representatives and the Presiding Officers of the ECPL. For this
team to function optimally, every stakeholder has to be empowered through
involvement in the decision-making processes of the Eastern Cape Provincial
Legislature. Chapter four the analysis of responses to these research questions
and from that it was established that some enablers, such as systems and

procedures, are in place but are not effectively utilized. Structures to facilitate

109



interaction between management and the union need to be strengthened in order
to ensure continuous interaction between them. Koehler (1997:54) argues that
leaders and associates in realignment organizations will be expected to improve

the process of interaction and will thus be empowered to make decisions.

5.2 SUMMARY OF THE FIRST FOUR CHAPTERS

Chapter One explains how the researcher came to decide on the topic, and
elucidates the importance of the study and its objectives. This chapter also
introduces the research plan and methodology to be followed in addressing the
problem of poor working relations between management of the ECPL and

NEHAWU. The structure to be followed in the treatise is also outlined here.

A theoretical framework on evolution of employment relations in South Africa is
presented in Chapter Two. The literature reviewed on the topic is presented in an
organized and coherent manner in order to inform the study. Various theoretical

perspectives are discussed and analysed.

Chapter Three of the study discusses the selection of a survey as the research
design utilised in collecting data for the study. This chapter also explains the
decision to employ qualitative research methodology in this study, as well as the
choice of the questionnaire as the instrument used to collect data and the

employment of stratified and random sampling methods.
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The results of the fieldwork are documented and discussed in Chapter Four.
Patterns identified in the results with reference to hypothesis are discussed and
analysed in this chapter. The interpretation of thematic areas is also discussed

here.

5.3 FINDINGS FROM OBJECTIVES OUTLINED IN CHAPTER ONE

5.3.1 To identify factors that can lead to an enabling environment for
improved working relations between ECPL management and
NEHAWU.

As mentiond above, there are certain enablers, such as systems and procedures
in place to facilitate interaction between management and union in the ECPL, but
these are not utilized effectively. Findings demonstrate the need to establish a
culture of continuous dialogue among Legislature stakeholders. The differences
in values and beliefs between organisational subgroups has resulted in conflict. If
one factor, such as organisational culture, is characterized by many power
struggles and conflicts or problems with the systems and processes, this impacts
on the performance and the image of the organisation as a whole (Bowman,

1987: 12).

Koehler (1997:156) argues that transforming government organisation to

empowerment systems requires leaders to inspire associates to shift their
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traditional beliefs and values to empowerment beliefs and values. He asserts that
to be successful, transformational leaders will have to go beyond the typical
approaches to change in organization. To successfully institute empowerment
systems, transformational leaders will have to rely more on their personal
influence and their ability to convince associates that their ideas work not only for
the benefit of the organisation but also to the benefit of the associates

(Koehler ,1997:156).

The findings established in this study show that in order to create an enabling
environment within the Eastern Cape Provincial Legislature, effective and user-
friendly systems and procedures should be put in place. Clearly defined
procedures and systems that facilitate working relations between management
and the NEHAWU will contribute towards improving the relationship between the

two parties.

5.3.2 To find ways of maximizing working relations between management

and union through improved interaction between the two.

The interpretation of responses that is presented in Chapter Four clearly
indicates that management’s interaction with the union takes place largely
around bargaining issues that need to be agreed upon. Consultation with the
union is not systematic but happens at a very minimal scale and when there is
crisis. The interaction between the two is ad hoc. Cooperative governance is not

properly implemented in the ECPL as relations between management and the
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union are poor and they do not trust each other. In addition, interaction with

politicians is not structured.

Structures to facilitate interaction between management and NEHAWU need to
be established and strengthened in order to ensure continuous and constructive
interaction between them. The structure currently available is fluid in nature, and
systems and procedures are not clearly defined. The findings of this study
demonstrate a critical need for change. Koehler (1997:54) argues that leaders
and associates in realignment organisations will be expected to improve the
process of interaction and thus will be empowered to make decisions. Based on
the findings it is clear that in order to fulfill the objective of maximizing working
relations between ECPL management and NEHAWU, the establishment of a
solid and coherent structure is imperative. The structure will ensure that there is
continuous interaction between different stakeholders and that NEHAWU has an
official platform to raise all issues of governance that affect its constituency. As a
consequence, decision-making will be much faster and communication will flow

across the organisation.

113



5.3.3 To develop a model that will help contribute to improving working
relations between management of the ECPL and NEHAWU through

established organisational culture, systems and structures.

The findings indicated strong support for the development of a model that will
improve relations between management and the union of the ECPL. Elements
outlined in the model are designed to foster a synergy and interdependency
between labour, management, and MPLs (teams); as well as to establish policies
or strategies, structure, systems, and culture (enablers) involved in employment
relations so as to ensure organisational efficiency. Stakeholders will be informed
and involved in the process of decision-making. Hill et al. (2007:27) argue that if
people perceive the decision-making process to be unjust, they are less likely to
be committed to any resulting decisions and to cooperate voluntarily in activities
designed to implement those decisions. They state further that the “ivory tower
concept of planning can lead to tensions between managers and other staff

members at lower levels” (ibid.).

5.4 RECOMMENDATIONS TO DEVELOP A MODEL TO IMPROVE
RELATIONS BETWEEN MANAGEMENT OF THE EASTERN CAPE
PROVINCIAL LEGISLATURE AND NEHAWU.

The management of the Eastern Cape Provincial Legislature has the
responsibility of ensuring that working relations between themselves and union of
the ECPL are improved. A constructive relationship will contribute towards a
more successful organisation. In order to achieve the above, the researcher is

proposing a guide, in the form of a model, that outlines the process that should
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be followed in order to build a successful Eastern Cape Provincial Legislature.
Development of this model is imperative again as models are useful to both
individuals and as a reference-point for professional development planning

(www.eurofound.europa.eu). According to Baker and Angelopulo (2006:368), a

model provides a workable framework for integrating a system into a broader

context.

The model that has been developed represents an effort to provide an integrated
approach to employment relations within the Eastern Cape Provincial
Legislature. It aims to build a working arrangement whereby each party’s goals,
as well as institutional goals, can be achieved simultaneously. In the proposed
model, one finds an explanation of the location of different elements and the
manner in which they depend upon each other for effective performance of the
employment relations system. The model will endeavour to achieve balanced
participation between management and the union in the Eastern Cape Provincial
Legislature, and beyond this, it highlights the interdependency of this team on

enablers such as provincial and national policies.

Swanepoel et al. (2007:205) states that internationally, teamwork is increasingly
viewed as a form of a working structure that can facilitate greater task flexibility,
cooperation, job satisfaction and eventually an improved work performance and
guality. Swanepoel et al. (2007:205) goes on to say: “improve the way team

members interact, and you improve the ability to solve problems. Better problem
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solving means better efficiency in general. Increased efficiency tends to boost
morale and productivity. It also helps to decrease stress, turnover and operating

costs. And all these improvements bolster the organisation’s public image”.

The Constitution of the Republic of South Africa, 1996, section 23 and its sub-
sections, guarantees a number of rights for both labour and employer and
suggests the need for established mechanisms for interaction between labour

and supervision. These rights are:

1. Everyone has the right to fair labour practices.
2. Every worker has the right
a. to form and join a trade union;
b. to participate in the activities and programmes of a trade
union; and
c. the right to strike.
3. Every employer has the right
a. to form and join an employers' organisation; and
b. to participate in the activities and programmes of an
employers' organisation.

4. Every trade union and every employers' organisation has the right

a. to determine its own administration, programmes and
activities;

b. to organise; and

c. to form and join a federation.

5. Every trade union, employers' organisation and employer has the
right to engage in collective bargaining. National legislation may be
enacted to regulate collective bargaining. To the extent that the
legislation may limit a right in this Chapter, the limitation must

comply with section 36(1).
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The elements outlined in the model fig.2 below represent the relationship
between policies ,structures, systems and culture of the ECPL. Followed to the
latter, this model would ensure that the individuals and teams of the ECPL will
function optimally to achieve institutional goals through improved working
relations.

The above mentioned elements should foster an effective work environment
that is characterised by an organisational system, strategies, structures and
culture that are aligned together with people who operate synergically

(Regenesys, 2007:8).

Koehler et al. (1997:24) assert that, rather than viewing the organisation as a
system, administrators frequently fall into the trap of viewing the organisation
from a functional perspective. They must think outside the box and influence
others to see their organisation, not from a single task perspective, but rather as
interconnected processes. When unified, these processes form a system that
delivers desirable outcomes. Whilst systems theory seems to be addressing
problems raised through the integrated approach of governance, Horwitz
(1991:230) is of the opinion that an effective management/worker relationship
tends to be based on a pluralistic approach which accepts that both conflict and
common goals are inherent to the relationship. He further argues that industrial
relations policies, in order to be viable, must accept the inherent conflict of

interest between managers and workers and that such conflict should not be
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considered as abnormal or induced by outsiders. Horwitz (1991:230) maintains
that one of the main benefits of sound industrial relations policies is their value in
institutionalising conflict, by preventing conflict from becoming disruptive through
regulating the employer/employee relationship by mutually negotiated rules and

procedures.

The model devised in this study to develop relations between management and
the union of ECPL is presented and discussed below (Figure 2). Elements
outlined in the model, when combined, form a system of employment relations.
Failure in one of the factors is detrimental to the success of the system on the
whole. A recognition of the interrelatedness and interaction of these factors by
different stakeholders is a crucial factor towards building a successful

organisation and fostering good corporate governance (Bowman,1987:10).

The relationship-building process between management and the union has the

following elements:

a. Team with a common purpose: the team is comprised of
management, labour union and Presiding Officers;

b. Enablers: Institutional strategy or policies, systems,
organizational culture, structures; and

c. Implementation of National Policies.
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Figure 2: Proposed Integrated model to improve relations between management
and NEHAWU of the ECPL.

INSTITUTION
Strategy/Policy

Members of
Legislature

Culture ( Management Team Lalse s Lrfem
Purpose

5.4.1 A team with acommon purpose

A consultative team that is driven by a common purpose is important for the
success of an organisation. In order to perform optimally, organisations need to
create synergy and work in an integrated manner with all their stakeholders. Hill
(2007:374) argues that stakeholders are individuals or groups with an interest or

claim or stake in the organisation in which they work and perform. Meyer (2002:
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79), on the other hand, asserts that teams and individuals participating
individually and collectively as members are the most important units of the
learning organisation. He further argues that real learning takes place in teams
when team members learn from each other, learn from their achievements and
mistakes, and continuously learn how they can optimise their contribution in
achieving the goals of the business at large. The staff of the ECPL form an
integral part of the Legislature but have different behaviour patterns. Tshikwataba
(2004:599) states that in order to understand the challenges of managing a
diverse workforce, it is necessary to understand the true character of
bureaucracies and human nature. Individual employees have different sets of
values, beliefs, thoughts and feelings. These need to be managed in such a way

that they do not bring disruptive conflict into the organisation.

The human relations view in human resource management contends that conflict
is a natural occurrence among employees. Tshikwataba (2004:599) maintains
that conflict is perceived or experienced as incompatible differences or
unresolved problems within an individual employee. The phrase “within an
individual employee” suggests that an employee may experience conflict within
himself or herself that may lead to discomfort and other forms of self-opposition.
As Tshikwataba (2004: 598) explains, these should be viewed as nothing more
than weeds that need to be removed, and that these inevitable and even

beneficial to the workforce. Since such circumstances are unavoidable, human
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resource management advocates for their acceptance and the creation of

mechanisms to manage them effectively.

Stakeholders can be divided into internal and external groupings. The above
model focuses on internal stakeholder groups which comprise the union, MPLs
and management . Tshikwataba (2004:599) further states that an organisation
cannot always satisfy the claims of all its stakeholders. The goals of different
groups may conflict with one another, and in practice, few organisations have
resources to manage all stakeholders. Hill (2007:377) further states that
stakeholder analysis must be done in order to satisfy an organisation’s priority
stakeholders. Lipton (1994:2) maintains that a team works best when everyone
understands its purpose and goals. Horwitz (1991:207) argues that developing
societies in the Southern African context should place greater emphasis on
cultivating interdependent relationships between employers and trade union
federations. The establishment of regular dialogue between employer
organizations and union federations may enhance the quality and pace of social
development, improve industrial relations stability and generate opportunities for
greater mutual understanding and co-operation (ibid.). This view is further
supported by Koehler (1997:59), who states that for an organisation to be
effective, associates must be trusted and respected. Therefore it should not be
the role of upper management to tell associates what they need to know, but
rather to share the information at all levels. Koehler (1997:60) asserts that in an

empowered organisation, everyone is treated with respect and everyone receives
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management training since it is everyone’s responsibility to work together in
managing the process. According to Swanepoel (1999:84), in modern capitalist
societies, the employment relationship is an extremely complex one since labour
is sold as a commodity by workers to people who manage the production
process. A number of specialised fields developed over time to make sense of
this reciprocal relationship between those who sell their labour and those who
are given the task of seeing that the process runs smoothly. Swanepoel further
states that in terms of the collective processes, the study of industrial relations
can be mentioned. It is crucial for workers and managers to understand that

industry is embedded in social relations.

The interaction proposed by this model will be practicalised by the formation of a
consultative structure that is composed of management and union
representatives. The structure will facilitate continuous interaction between
management and the union. Swanepoel et al. (2007:709) argue that it is not
really necessary for organisation to establish statutory workplace forums in order
to facilitate ongoing interaction between the two parties. Instead, “management
and unions may decide not to opt for the establishment of a statutory workplace
forum. Statutory workplace forums are merely one form of employee participation
available to majority trade unions and employers. The parties may collectively
agree on the shape of their relationship” (ibid.). Swanepoel et al. (2007:710)
provide the example of Telkom which decided to take the route of establishing a

non-statutory co-operative structure. He states that Management from Telkom
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saw a need for a top-level forum where management and union leadership could
share their perspectives on the organisation’s strategic direction. A strategic
consultative forum, comprised of members of the executive management
committee and a recognised union’s national executives, was established for this
purpose in 1996. Through this forum management and union leadership were
able to exchange information and identify key issues needing urgent joint

attention, including issues such as role clarification and training.

One of the respondents taking part in this study indicated that the NEHAWU
branch of the Eastern Cape Provincial Legislature elected not to agree on the
establishment of the workplace forum, and hence this respondent felt that there
is no business for them in the running of the institution. Swanepoel et al. (2007:
711) argue that such fears among unions are common and that there are various
reasons for them. He maintains that in South Africa, the general trend regarding
the establishment of statutory working forums is rather disappointing because
few companies have registered workplace forums which, ideally, are meant to
enhance democracy and worker participation and involvement in the decision-
making process, leading to greater cooperation, and improved productivity.
Swanepoel et al. (2007:710 ) attribute this lack of progress to various reasons,
including trade union fears or lack of trust (due to historical reasons), the other
fear might be the erosion of their power base and the fact that unions have

structures in place already such as shop stewards’ committees.
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The Eastern Cape Provincial Legislature might have been confronted with a
similar case. With the proposal of the new consultative forum, it is imperative for
management to actively work towards alleviating such fears and establish the
trust that has been lost between themselves and the union representatives. Nel
(2006:139) argues that it is not so much the contractual nature of the relationship
with the union that matters, but rather the development of an atmosphere of trust
and cooperation between the parties and the establishment of working

arrangements which accommodate both parties’ needs.

Within the ECPL, the team established in a model has another component that
reflects MPLs . The MPLs highlighted in this component refer to the Presiding
Officers because they are political administrators that directly interact with
management on issues of governance. The model developed recognises that it is
imperative that they are seen as part of the team that needs to work together with
management in fulfilling institutional goals. McGee (2002:36) states that “in
recent decades there have been demands to know more about performance and
results, rather than mere accountability for legality and propriety in the public
expenditure. Parliaments should fully use their watchdog role and their positions
as legislators for good governance”. Based on the research findings, it may be
deduced that there is no formalised structure available for politicians to deal with
deadlocks before they actually go to the Commission for Conciliation Mediation
and Arbitration (CCMA). The Members of the Provincial Legislature are

entrusted by the Constitution of the Republic of South Africa to exercise an
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oversight role over the executive and other organs of state. This is to ensure that
the legislation passed is effectively implemented by officials. It is imperative for
politicians to find a way to ensure that those policies are put in place. Swanepoel
(1994:131) states that the ANC has planted the seeds of accountability and
transparency in the new political culture. Therefore there is nothing prohibiting
politicians from requesting continuous briefings and the establishment of a
committee to deal with labour disputes before they move outside of an

organisation.

Lipton, in his paper “Leadership competencies for the new organisation”
(1994:7), argues that “leaders know they cannot do it alone. It takes partners to
get extraordinary things done in an organisation. Leaders create an atmosphere
of mutual trust and respect. They build teams that feel like family and make

people feel like owners, not like hired hands”.

5.4.2 Enablers: institutional strategy/policies, systems and structures

For teams to perform optimally and effectively, systems, policies and structures
must be developed in such a way that they facilitate good working relations
among team members. The systems, policies and structures that need to be put
in place for the employment relations of the ECPL must create an environment
whereby team members are able to work towards the achievement of a common
purpose. Hill (2007:382) states that despite the existence of government

mechanisms, a degree of information asymmetry will always remain between
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principals and agents and there is always an element of mistrust involved in the
relationship. Botes (1994:108) is of the view that human behaviour is the result of
the interaction between the individual and his/her environment, it follows that the
manager cannot change a person’s behaviour per se, but can change the
individual’'s environment in such a way that the interpretation of the environment
will change his/her behaviour. This therefore means that it is imperative for
management, in situations of conflict amongst employees by employees, to
change the environment through, for example, the introduction of code of
conduct for the institution. He further maintains that if a manager suddenly shows
a particular and continuous interest in the work of a subordinate, the subordinate

will become aware of this and change his/her behaviour accordingly.

Koehler (1997:50) states that strategic planning is the organisation’s way of
achieving its desired outcomes. An effective strategy clearly outlines what
organisational leaders believe is the most effective use of resources and how
these resources should be utilized to achieve the desired outcomes. The model
outlined above has similarities with other models like that created by Silbiger
(1999:293), which articulates the “Seven S’s” model that provides a structure with
which to consider a company as a whole, so that the organisation’s problems
may be diagnosed and the strategy may be developed and implemented. The
seven S’s are:
e “Structure. An organisation’s structure affects and reflects its strategic

planning goals and its focus. Its internal structure may be hierarchical
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or flat, or a matrix structure may operate with fluid teams forming and
dispersing as projects come and go.

e Systems: are the procedures by which an organisation operates,
including the collection and disbursement of money, material and
information.

e Skills: These are the combined knowledge, skills and abilities of the
staff.

e Style: Style or culture refers to the behaviours, ways of doing things,
the ethos and values that characterise a particular organization.
Changing the culture of an organisation is a slow process.

e Staff: This includes both people who do the work and the human
resources systems that allow and encourage work to be done,
including performance appraisals, motivation and morale.

e Superordinate goals (shared values): These are the core of the
organisation — the guiding principles, the fundamental ideas around
which the organisation is built.

e Strategy: This refers to the actions that an organisation plans in
response to, or anticipation of changes in its external environment”

(Silbiger, 1999:293).

The above enablers are critical in building employment relations within the

institution. Horwitz (1991:208,229) argues that “the responsibility for creating an

effective labour relations system through developing appropriate legislation
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should be a joint one, combining the resources, knowledge and experience of the
different parties. The policies are designed to be relatively simple, clearly worded
and easily communicable. Worker relationship tends to be based on a pluralistic
approach which accepts that both conflict and common goals are inherent to the
relationship”. The view is that the benefits of sound industrial relations policies
are their value in minimizing institutionalised conflict by preventing conflict from
becoming disruptive through regulating the employer/employee relationship by

mutually negotiated rules and procedures (ibid.).

Much of the legislation may be formulated through formally established, joint
structures. From the research findings in Chapter Four it has become clear that a
joint structure to deal with issues of common interest is necessary for improving
working relations between management and NEHAWU. Hill (1991:210) is of the
opinion that coalitions or alliances (between employers and unions) will prove
effective only if they are broad enough to obtain viable mandates which represent
powerful interests, even if aspects of these interests differ. Alliances should
“acknowledge conflict of interest before attempting to obtain consensus on
specific issues. It may also be viable for interest groups seeking to form
alliances to identify issues on which concerted action can be taken than to try
and achieve congruent values” (Hill, 1991: 210). Hill further states that a pluralist
society reflects various conflict and power interests (ibid.). Swanepoel (1999:85)
points out that practitioners can no longer treat the communities in which their

organisation operates as an “add on” in their understanding of organisational
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dynamics. He further maintains that numerous theories point to the fact that the
interaction between organisation and environment should be central to any

proper analysis of labour and employment relations.

Swanepoel (1999:85) argues that an organised employer should enter into
regular dialogue and dynamic interaction with interest groups such as political
parties and organised labour and endeavour to formulate joint or bilateral
strategies. He goes further to say employers and organised labour could sustain
and extend meaningful dialogue beyond ‘traditional’ items on the collective
bargaining agenda to include socio-economic and legislative issues that may

have emerged in recent labour legislation.

The model proposed for the ECPL is informed by the above scenario. From
Chapter Four findings it is evident that some structures within the institution are
not effectively utilized, such as the Skills Development Forum and the
Employment Equity Forum. The Skills Development Forum was established by
the ECPL in terms of the Skills Development Act of 1998, with the responsibility
of ensuring that a skills plan has been developed and implemented, not only
within the ECPL, but with other stakeholders. The forum further ensures that the
institution is in compliance with the Skills Development Act of 1998 and the Skills
Levies Act of 1999. The findings discussed in Chapter Four have indicated the
ineffective utilisation of this forum by the Eastern Cape Provincial Legislature.

Maximum utilisation of this forum will contribute towards organisational efficiency
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since the forum will be there to monitor capacity-building for staff members and
managers. Skilled employees will make informed decisions. The Employment
Equity Forum is there to ensure that the institution drafts an employment equity

plan, as well as to monitor its implementation.

In the Eastern Cape Provincial Legislature, this forum will assist in ensuring that
the institution, as the law-making body, does not find its image dented by a
failure to comply with national legislation. The effective implementation of the
Acts again encourages maximum performance, thereby improving organisational
efficiency. Furthermore, maximum utilisation of these forums promotes a culture
of dialogue in all spheres within the ECPL. The interaction that takes place
presently is not meaningful or constructive, hence the need for a structure or
forum that will provide a platform for continuous interaction between
management and the union. A separate political structure, called the Committee
of Presiding Officers, is proposed to deal with issues of deadlock. The political
structure should be separate so as to ensure that the politician’s role of oversight

IS not compromised.

5.4.3 National policies

The ECPL employment relations is regulated and informed by national policies.
Poole (1986:99) defines Industrial Relations as a discipline concerned with the
systematic study of all aspects of the employment relationship. Poole (1986:99)

acknowledges that conflict between interacting groups is inevitable, but that there
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are generally mechanisms to institutionalise conflict resolution. Poole (1986:99)
states that the notion of Industrial Relations when applied to employment
relations establishes a focus on human resources policies associated with
patterns and styles of interaction beyond the basic inequality of the contractual
relationship between an individual and an employer. In South Africa, the Labour
Relations Act (Act 66 of 1995) regulates working relationships between
management and the union in the form of establishing bargaining councils and
workplace fora. The LRA ensures the right to fair labour practices; to join trade
unions and employer organizations; to organize and bargain collectively and the
right to strike. It further promotes conciliation and negotiation as the way of

settling labour disputes through conciliation before they move to arbitration.

In terms of what is stipulated in the Labour Relations Act, 1995, the Eastern
Cape Provincial Legislature complies with most of its requirements. Staff
members in the ECPL have the right to join trade unions; to organize and bargain
and to strike. A recognition agreement has been signed between management
and NEHAWU within the Eastern Cape Provincial Legislature. What was not
established as per LRA requirements is the workplace forum. The model that has
been developed in this study attempts to address the challenge of lacking a
structure that promotes continuous interaction between management and the

union.
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The Skills Development Act of 1998 and Skills Levies Act of 1999 require the
facilitation of skills development in order to ensure that the country’s economy is
competitive. These laws set out to develop the skills of the South African
workforce. To facilitate training of employees in the workplace, employers are
required to pay a skills levy to the Department of Labour of which they are
reimbursed when training has been conducted. According to the Act, the
employer is also required to develop a skills plan in which the training
programme for the institution is outlined. The Employment Relations Act of 1998
promotes and ensures equal opportunities in the workplace by eliminating unfair
discrimination. Affirmative action, which encourages employment of previously
disadvantaged Black, Coloured and Indian people, as well as people with
disabilities, in senior positions. Poole (1986:100) argues that the process of
negotiating rights and procedures for institutionalising conflict has important
elements of power, collectively mobilised through the principles of freedom of

labour association, and the rights to organize, bargain and take industrial action.

Informed by the national policies mentioned above, managers together with
stakeholders have the responsibility of localising these policies. Policies
developed by the Legislature have to be informed by national policies, hence it is
critical to have the outer circle in the model because policies, procedures,

structures and systems developed are based on national legislation.
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According to Horwitz (1991:8), when the value of freedom of association is
adopted by a society, it needs to be translated into structures, procedures and

processes for the realisation to be put into practice.

Carel (1997:15) argues that HR policies help management achieve its
organisational objectives. Policies also help define acceptable and unacceptable
behaviour and establish an organisation’s position on an issue. Top HR officials,
the deputy general manager or the HR department heads are responsible for
policy making. He further maintains that in critical HR matters, such as equal
employment or management development, the policies may be drafted by an HR
committee for approval by the General Manager. HR committees generally
include members from both line and staff departments. A line function, Carel

explains, is one that is directly related to the achievement of organisational goals.

From the national policies the ECPL must be in a position to develop customised

policies and procedure manuals to make implementation easy.
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5.5 THE MODEL: A PRACTICAL TOOL TO IMPROVE RELATIONS
BETWEEN MANAGEMENT AND THE UNION IN THE EASTERN CAPE
PROVINCIAL LEGISLATURE.

5.5.1 Individual Employee and Personal Goals

The model begins with the element of an individual and his/her personal goals.
The system of employment relations deals with employers, employees and
employee organisations. For the system of employment relations to function
effectively it is imperative for management to acknowledge the fact that members
of the labour union and other employees are human beings who have individual
sets of values, behaviours and beliefs. The different set of behaviours that exist
within an institution may influence the organisation negatively or positively and
hence it is in the interest of management to ensure that inner self of employees

are fused in within the system.

Koehler (1997:106) states that motives for behaviours stem primarily from two
sources: internal and external. He maintains that individual behaviours in
organisations result from primary motives, i.e motives that one is born with such
as physiological and safety needs, and secondary needs, such as the need for
power, influence, achievement and so forth. Koehler states that understanding
the individual motives that inform a specific behaviour is extremely difficult and

complex. Being able to pinpoint the beliefs that drive particular behaviours within
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team members is not easy since these are not visible or tangible phenomena,
and as a result, we often use our judgement.

Amongst team members — comprising managers and union representatives - in
the Eastern Cape Legislature, the situation is no different in that different
individual behaviours have an impact on the relationship between management
and the union. Behaviours that impact negatively or delay the process of
interaction are the result of the social diversity that exists within the team.
Tshikwataba (2004:602) states that conflict is perceived or experienced as
incompatible differences or unresolved problems within an individual employee or
between employees. Koehler (1997:107) argues that rather than dwelling on
personal motives, organisations should pay little attention to analysing individual
motives and direct their energy towards understanding and developing systems

that encourage desirable behaviour in the workplace.

Tshikwataba (2004:602) supports this view by saying that the human relations
view in human resource management contends that conflict is a natural
occurrence among employees. It is inevitable and beneficial to the workforce.
Since conflict is unavoidable, human resource management advocates for its
acceptance and the creation of mechanisms to manage it effectively. Koehler
(1997:107) further argues that organisational leaders who want to maximise the
human potential of their workplace must be willing to share power and control in

the work environment.
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Whilst the function of the wellness section within the Eastern Cape Legislature is
appreciated and commended, it does however need to be strengthened. Based
on the above discussions it is recommended that the wellness section in the
ECPL, in order to function optimally, requires:

e The development of a policy to provide guidance on the effective
utilisation of the wellness section. Tshikwataba (2004:601) states that the
wellness and well being of workforce is made possible through
appropriate human resource policies.

e The establishment of a wellness committee that is composed of all
stakeholders, to ensure that the programme developed by the section is
informed about the needs and requirements of the users.

The Regenesys (2007:9) states that the degree of synergy and alignment
between organisational, team and individual goals and objectives determines the
success of the organisation. Koehler (2007:106), on the other hand, states that
transformational leaders create an empowerment environment where information
and power is shared, and where employees are recognised, reinforced and

rewarded for the use of skills and abilities to improve the organisation.

5.5.2 Establish team driven institution

Team members within the organisation are part of the processes and functioning
of the institution. The success of the organisation stems from the successful
team that has as its common purpose the achieving of institutional goals. Louw

(2006:31) states that a team needs to understand the organisation’s strategic
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intent and purpose. She further asserts that strategic intent and purpose normally
signify the beginning of direction-setting in the strategic management process, by
posing the question “what do we really want to become”. Bowman (1987:14)
states that a conflicts develop as a result of differences in organisational sub-
groups, values, beliefs, often incompatible goals, and through lack of
organisational interdependence. For team members to clearly understand their
purpose, it is imperative that all stakeholders are meaningfully involved in the
strategic management process of the institution. In terms of the Treasury
Regulations, planners are required to involve all stakeholders in the process of
strategic planning. Failure to do so becomes an audit query when it comes to

performance auditing.

Hill et al. (2007:26) state that a serious mistake that some organisations have
made in constructing their strategic planning process has been to treat planning
as an exclusively top-level management responsibility. He further says that the
ivory tower approach can result in strategic plans formulated in a vacuum by top-
level managers who have little understanding or appreciation of current operating
realities. Management has the responsibility of ensuring that the organisation
functions as a team. The Regenysis module for Strategic Planning and Change
Management states that it is imperative that each organisation ensures that team

and individual goals and objectives are aligned with the organisation’s strategies.
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For a team to function effectively, formal and continuous interaction among team
members needs to be encouraged. For team members to do so, an enabling
environment has to be created by management. The development of a code of
conduct for a branch, which will clearly stipulate expected behaviour among
union members in the Eastern Cape Provincial Legislature, is critical. Lipton
(Paper on Recipe for successful team, 1994: 4) says that groups invariably
establish ground rules or norms for what will and will not be tolerated in the
group.

The cultivation of mistrust between the two parties is a result in some instances
of uncalled for behaviour practiced by leaders of the organisation. Baskin
(1991:243) maintains that every organisation needs to exercise control over the

actions of its members by means of rules, norms and so forth.

5.5.3 Enablers for a conducive environment.

5.5.3.1 Organisational culture.

The integrated model developed in this study demonstrates the
interconnectedness of many subsystems within an organisation. If one of the
factors, such as organisational culture, is characterised by many power struggles
and conflicts, or the subsystems and processes reinforce certain ways of doing
things or of interacting, this will impact on the organisation as a whole. The
success of an organisation is influenced by its particular organisational culture.
The manner in which things are handled, and the behaviour of team members in

that particular organisation depict, its organisational culture. Hill (2007:425)
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describes organisational culture as the specific collection of values and norms
shared by people and groups in an organisation. He further states that
organisational values are beliefs and ideas about what kinds of goals members
of an organisation should pursue and about the appropriate kinds of standards or
behaviour organisational members should use to achieve these goals. The
Legislature needs to instill a culture of dialogue among its stakeholders, as
continuous interaction will minimise conflicts that might arise. Horwitz (1991:141)
argues in favour of an internalised culture of employee participation as opposed
to ad hoc interventions which may conflict with an unreceptive internal climate

and conservative attitudes.

It is recommended that the ECPL embark on a policy review so as to ensure
proper implementation and monitoring of policies. This review should seek to
demonstrate the interrelatedness of policies and procedures fitting in the overall
organisation. For these policies to be effective, they will have to be formulated by
a team of managers, union representatives and politicians. This will give the
politicians a better understanding of these policies and procedures so that they
are able to perform their oversight role in an effective way. Union members play
an important role in implementing such policies and procedures and therefore
require a good understanding and buy in. New structures are proposed below

that will facilitate this continuous process among all stakeholders.
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Structures for continuous interaction with
the Eastern Cape Provincial Legisiature

Meets monthly

R ]

+ | Employment Meets bi-
Relations Forum monthly

Committee of Meets quarterly

Presiding Officers
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5.5.3.2 Structure for continuous interaction in the Eastern Cape Provincial

Legislature.

Responses interpreted in Chapter Four clearly indicate that management’s
interaction with the union takes place mostly when there are bargaining issues
that need to be agreed upon. Consultation with the union is not systematic, it
happens at a very minimal scale except when there is crisis. The
recommendation that is put forward by the researcher is that there is a need for
establishment of institutionalized structure developed on the basis of policy. The
recognition of the interrelatedness and interaction of these factors by different
stakeholders is a crucial element in building a successful organisation and

facilitating good cooperative governance (Bowman,1987:10).

The model devised in this study supports an appreciation for fostering good
working relations between two different parties working together, supporting each
other and informing or consulting each other on matters of common interest. This
research has therefore used the Constitution of the Republic of South Africa, the
Labour Relations Act and the White Paper on the transformation of the public
service as foundations upon which to build the proposed model. In addition,
theories and best practices employed internationally have been used as a source
of reference from which most of the recommendations and conclusions are

derived.
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The recommended structure endeavours to promote a more constructive
dialogue between management and NEHAWU. Horwitz (1991:141) states that
conflicting interests need to be acknowledged and the power dynamic of
collective labour relations institutionalised in mutually satisfactory procedures
based on a relationship built on trust. He further argues that the current reactive
emphasis on industrial relations hostilities and the associated legalistic
strategies, inhibits a longer term strategic emphasis on developing resources and

on consciously planned organisational change.

Working in an integrated way with all stakeholders makes an organisation
perform optimally. Continuous engagement between management and
employees and an effort to foster appreciation of diversity in the work force has
emerged as a conflict resolution instrument utilised in the South African labour
market. Its success has been proven through the establishment of NEDLAC at
the macro level, which is the platform utilised for dialogue between labour,

business and civil society to tackle issues affecting the labour market.

The recommended structure proposes the establishing of a new consultative
committee that is composed of union and management representatives. The
committee will meet monthly, and is aimed at promoting continuous interaction
between management and the union. Issues that affect both parties will be
discussed. It will again act as an information-sharing platform between the two

parties. This will assist shop stewards to keep abreast of important planned
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projects or policies. Input from the union is critical at the planning stage because

it creates a sense of ownership over decisions taken.

The second level of the structure addresses the interaction between the union
and its constituency. This structure will serve as the report-back platform, and will
meet bi-monthly. Issues that are discussed within the consultative forum will be
filtered down to the members of the union, which will allow members to be

informed of the developments that are taking place.

The final forum proposed is the committee of Presiding Officers, which will allow
both management and union representatives to present their cases whenever
there is dispute between the two parties. This committee will meet quarterly, and
will be responsible for updating the Presiding Officers on progress in terms of

policy implementation.

Shaw ( 2001:16 ) states that the miracles that have been achieved through the
reliance on the peaceful settlement of disputes has left an incredible imprint on
the South African psyche. The determining role which dialogue plays in the

settlement of differences is now part of the South African vocabulary.
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5.6. GENERAL RECOMMENDATIONS TO IMPROVE WORKING RELATIONS

BETWEEN MANAGEMENT AND NEHAWU WITHIN THE
EASTERN CAPE PROVINCIAL LEGISLATURE.

The general recommendations outlined below are based on the research findings

that have been presented at the beginning of this chapter. Based on these

findings, the researcher has identified certain action steps that may be

undertaken by the institution to improve the relationship between management

and NEHAWU. The following action steps have been identified:

Continuous interaction between management and NEHAWU is necessary
so as to avoid unnecessary conflict that might have been avoided had
consensus been reached through interaction. Continuous interaction will
allow both parties to raise issues and discuss them before they become
cause for concern. This will also strengthen team-work between the two
parties. NEHAWU has a different mandate, but this will enable it to be
articulated appropriately rather than the parties seeing each other as
enemies.

There is a need for a planning session that will deal with labour-related
matters and should be included in the institution’s strategy plan.

A capacity building programme for both management and NEHAWU
should be devised. This should be coupled with attendance at labour-
relations seminars to allow management and union to acquaint

themselves with developments within the labour market.
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e Enhance communication within the institution to raise the awareness of all
internal stakeholders on issues affecting management and the union.

e Review and implementation of policies, systems and structures.

5.7. RECOMMENDED AREAS FOR FUTURE RESEARCH.

The findings of this research have portrayed minimal involvement or interest by
politicians in ensuring compliance with the national legislative framework when it
comes to staff issues. The widespread uncertainty about compliance with acts
such as the Skills Development Act and Employment Equity Act, by all different
categories of the Legislature community, is a cause for concern. The minimal
oversight role played by politicians in monitoring compliance and localising
national legislations may result in staff matters being given less attention. Future
studies addressing the above mentioned issues could make important headway
in improving the working environment within such organization, and thus

contribute to improving service delivery on the whole

5.8. DIFFICULTIES EXPERIENCED BY THE RESEARCHER DURING THE
RESEARCH PROCESS.
e Scheduling time for data collection was awkward as committees and some
members of staff within the Legislature were busy with Annual Reports.
e The level of understanding of certain issues by respondents posed a

challenge as the researcher had to spend time explaining statements.
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e The negative attitudes of certain management and union representatives
resulted in delays. It was difficult to get some union members to agree to
complete the questionnaires and some managers queried the need for this
study as they felt that things were improving on their own.

e Level of education of respondents contributed to the lack of understanding

of the purpose and the potential value of studies such as this.

5.9. CONCLUSION

From the findings uncovered by this study it can be deduced that the facilitation
of good working relations within an organization is informed by different
legislative frameworks and by various theoretical perspectives, as highlighted in
Chapter Two of this study. An awareness of these processes by those
responsible for facilitating them is critical. What has become apparent is the
issue of the lack of any systematic interaction between management and the
union of the Eastern Cape Provincial Legislature as well as the lack of capacity-
building between the two parties to ensure a common understanding of issues.
The model developed in this study attempts to indicate the manner in which each
organisation is supposed to operate, taking into consideration internal and
external factors. It shows the interrelatedness of the various spheres within the
organisational environment. The study has further provided recommendations for

improving working relations and for further studies within this field.
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