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Synopsis

Within the framework of any institution, human beings constitute
the most essential element that largely determines whether or not
an  institution will accomplish the goals it has set for itself.
Human labour provides this dynamic mechanism which enables
institutions to pursue their ob jectives. This essential device,
through which institutions harness human labour, manifests itself

as personnel administration.

This study conducts an in-depth analysis of  personnel
administration within the context of Black local authorities 1in
Natal and. Transvaal. An examination of the historical
development of personnel administration within urban local
government institutions catering for the African in the wurban

areas reveals that this process has been inextricably interwoven

with developments in the political arena.

Black local authorities are at present actively engaged in

designing, developing and implementing a personnel system that

has the potential to facilitate accomplishment of task goals,

maintenance goals and eventually social responsibility. These

institutions must discern clearly the internal and external

constraints affecting their operation and contribute toward the

great debate for the resolution of the challenges.
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The established categories of Black local authorities have been
identified as city councils, town councils, town committees and
local authority committees. The personnel department has been
identified as the focal point for the examination of the actual
personnel processes within Black local authorities. A vgriety of
processes such as policy-making and organizational planning for
personnel provision and utilization; personnel planning,
recruitment, selection and placement; training and development;
labour relations and collective bargaining as well as

compensation administration are presented and analysed.

A conclusion 1is drawn on the basis of the findings. Some
recommendations are advanced with the hope that their adoption
and  implementation might contribute significantly in  the

elimination of the perceived institutional dysfunctioning.
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CHAPTER 1
Introduction

1.1 Nature and scope of personnel administration

Within the framework of any institution people are the most
essential ingredient, in contrast to the material or financial
resources, that largely determines whether or not an institution
will accomplish 1its objectives. Human labour provides the
dynamic mechanism through which institutional goals can be
pursued. The instrument through which institutions harness human
labour manifests itself as personnel administration. Personnel
administration is an inherent component of the system designated
as administfétion. There is a geheral consensus among authors in
this field of study that administration comprises a variety of
sub-systems  which have been identified as policy-making,
financing, organizing, personnel provision and utilization or

1
staffing, procedures and methods and controlling.

1. Though there 1is a general consensus that administration
consists of sub-systems, the actual listing of these
elements varies with the writers: for example, Dale, E:
Management Theory and Practice, McGraw-Hill, New York,
1978, pp. 4-7 lists planning, organizing, staffing,
direction, control, innovation and representation. One of
the early writers in administration, Gulick, L in "Notes
on the theory of organization" in Gulick, L and Urwick, L
(eds): Papers aon the Science of Administration, Institute
of Public Administration, New York, 1937, p. 13 coined the
acronym POSDCORB which represented administrative functions
of planning, organizing, staffing, directing, coordinating
reporting and budgeting. Cloete, J J N: Personnel
Administration, J L van Schaik, Pretoria, 1985, p. 5

identifies these sub-systems as, policy-making, financing,
organizing, staffing, determining and rationalizing work
procedures and controlling. There 1is, therefore, a sub-
stantial agreement upon the general content of the
process, only the listing of the sub-processes varies.




Though personnel administration cannot be completely divorced
from its sister sub-processes, 1t may, however, be conveniently
isolated for purposes of examining its 1intrinsic nature.
Personnel administration possesses, like the main generic process
of administration, a totality of properties that are also
generic: the elements, concepts, theoretical considerations and
practical 1implications must be perceived as, on the whole,
operative 1in any institution, private or public. What obtains in
a state department, ought, therefore, to hold true for any other
type of institution, though it must be conceded that, naturally,
there will be particular phenomena that will be unique to a

2
specific institution or categories of institutions.

It may be appropriate and helpful to advance, at this stage, the
nature of this totality of properties which constitute the
subject of personnel administration. This exercise should
provide an outline of almost the entire text of this study. It
must be observéd, however, that it would be impossible to
undertake a fruitful study of personnel administration unless the
effect of the interrelationship that exists between personnel

administration and the other five sub-processes of administration

2. Public and  private institutions usually differ
fundamentally on the reason for their existence, i.e.
public institutions are established to cater for the
general  welfare whereas private bodies are  created
primarily to generate increased profits.



is fully appreciated. Cloete succinctly illustrates this inter-
relationship as follows: "The six categories of generic
administrative functions are never exercised individually and as
ends in themselves. All the administrative functions classified
into each of the six categories must be carried out to make a
public institution operative. To start with, policy-making must
be wundertaken so that goals can be set and that all activities
can be directed towards the achievement of goals, money must be
provided in order that work can commence, organizing must be
undertaken by demarcating fields of activities and to obtain
institutions with their branches, divisions, sections, and
offices. Work procedures must be determined in order that the
officials may work together expeditiously in an orderly manner
using standardized procedures. Control must be exercised to
ascertain that all operations are directed at pursuing the goals
established by the policy.”3 A successful operation of each
generic administrative function demands, therefore, recognition

- 4
of the effect of such function on the other functions.

In outline form the definition of personnel administration

should, in the first place, recognize the existence and effect of

the other generic administrative elements, and secondly, identify

the personnel functional aspects: wviz.

3. Cloete, op. cit.
4. Ibid., p. 6.



(a) Generic administrative elements
(i) policy-making
(11) organizing

(ii1) financing

(iv) procedures and methods, and
(v) controlling.
5
(b) Personnel functional elements.
(1) procurement: recruitment, selection and placement
(ii) training and development

(iii)  integration: labour relations

(1v) compensation, maintenance, service and separation.

According to Flippo, "it is possible to summarize this entire
text 1into one sentence: Personnel (administration) 1is the
planning, organizing, directing and controlling of the
procurement, development, compensation, integration, maintenance,
and separation of human resources to the end that individual,

6
(institutiomal), and societal objectives are accomplished."

Personnel functional elements are adapted from Flippo, €
B: Personnel Management, McGraw-Hill, Tokyo, 1980, p. 5.

6. Ibid.




Though Flippo's definition is not exhaustive, it does identify
7

the main personnel functions.

This definition would be enriched by a brief explanation of 1its
constituent elements. Policy-making: effective administrators
recognize that a greater portion of their work 1is dévoted to
policy-formulation. Policy-formulation involves, for the
personnel administrator, the "determination in advance of
a personnel (policy and) program that will contribute to goals
established for the (institution)."  Presumably, this process of
goal determination will involve the active and enlightened
participation of the personnel administrator, especially with his
expert knowledge and understanding of personnel administration.
Organizing: as soon as a policy and a course of action have been
determined, an organizational structure must be established and
the demarcation of the diverse fields of activity occurs. A
personnel administrator contributes significantly in  designing
or re—designing‘ a structure of relationships among positions,
tasks, personnel and physical factors. As a consequence of his

specialized knowledge in this field, a personnel administrator

7. Refer to a comprehensive classification of

_ _ staffing
functions compiled by Cloete, op. cit., p. 8.

8. Flippo, op. cit.



may be relied upon by the chief executive officer or a policy-
making organ of an institution to provide expert advice and
guidance 1in the general organization or re-structuring of an
institution. Policy-making and organizatioal planning for
personnel provision and utilization are presented in Chapter 4 of

this study.

Financing: money must be provided so that the diverse tasks and
activities of an institution can commence and continue.
Personnel must also be appropriately compensated and it has been
established that the "biggest portion of the current expenditure
of (most) public institutions is usually taken up by salaries and
other  personnel matters.”9 A direct relationship between
financing and personnel becomes quite pronounced at the stage
when a budget is prepared.lo Work procedures and methods: work
procedures and methods of task execution must be determined and
adopted to ensure that personnel work in a proper manner and the
established performance levels are maintained. Controlling:
according to Flippo, "it is logical that (the function of top
leadership) should be that of control, that is, the observation
of action and its comparison with plans and the correction of any
deviations. Control

is the (administrative) function concerned

with regulating activities in accordance with the personnel plan,

9. Cloete, op. cit., p. 5.
10. Ibid.




which 1in turn was formulated on the basis of an analysis of
11

fundamental organization goals." Control is, therefore,

designed to ensure that personnel members act and behave

12
according to the policy guidelines.

According to Flippo, there is a skill in administration that can
be transferred to various operative areas, "but no one will deny
that an effective (administrator) must know what it is that he 1s
administering.”13 The rest of the brief explanation of the
constituent elements of personnel administration is devoted to
personnel functional elements. Procurement: this is the first
operative function of personnel administration. It is directed
at attracting and obtaining the proper quality and quantity of
candidates for selection and appointment to positions within an
institution. It deals specifically with issues such as
personnel  planning, l.e. the determination of  personnel
requirements and their recruitment, selection and placement.
Selection and pl;cement cover a multitude of activities designed
to screen and hire candidates, such as reviewing application

forms, conducting interviews, appointment and placement. These

activities are presented and analyzed in Chapter 5.

11. Flippo, op. cit., p. 6.
12. Cloete, op. cit., p. 6

13. Flippo, op. cit.



Personnel training and development: after appointment and
placement, personnel must, to some degree, be trained and
developed. Training and development have to do with the
acqulsition or increase of skill or knowledge that is essential
for proper task performance. This activity will increase in
importance and volume because of the continual changes in
technology, the modification of tasks and enhanced complexity of
the administrative function. Training and development are

examined in Chapter 6.

Integration: with the employee procured, trained and developed,

there intervenes one of the most frustrating challenges to the

administrator. The definition designates this problem area as
integration. "It is concerned with the attempt to effect a
reasonable reconciliation of individual, societal, and
organizational interests.”la Labour relations has a direct

influence on the development and utilization of workers, on the
institutional climate, administrative policy, personnel policy,
working conditions and on inter-group and intra-group relations.
Externally, labour relations is also influenced, directly, by the

national manpower policy and the general economic conditions

-

14. Ibid., p. 7.
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prevailing 1in a country. This personnel function is examined
in Chapter 7.
Personnel compensation, benefits and services: Flippo defines

this personnel element as the provision of "adequate and
equitable remuneration of personnel for their contribution to
(institutional) objecti\/es.”16 The level of rewards an
institution offers its employees plays a crucial role 1in
determining their level of motivation. In addition, compensation
is instrumental in the determination of the quality and quantity
of personnel that the 1institution 1is able to attract and
17

retain. The main elements of a compensation programme are

presented in Chapter 8.

The purpose of all the elements outlined above, both
administrative and operative, is to contribute toward the
accomplishment of institutional goals. Consequently, the
starting point ) of personnel administration, as of all

administration, must be a specification of those ob jectives and

the determination of the sub-objectives of the personnel

15. Gerber, P D, Nel, P S and van Dyk, P S: Human Resources
ganagement, Southern Book Publishers, Pretoria, 1987, Pp.
14-315.

l6. Flippo, op. cit.

17. Byars, L L and Rue, L W: Personnel Mana ement: Concepts

and Applications, W B Saunders Compan Phi :
1979, p. 254. pany, iladelphia,
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function. The expenditure of funds in the personnel field can be

justified only if there is a net contribution towards these

goals.

The text of this thesis i1s to conduct an in-depth analysis of
personnel administration within a particular context, 1i.e. urban
local government institutions for Africans which are designated,
officially, as Black local authorities established since 1983 in

terms of the Black Local Authorities Act, 1982 (Act 102 of 1982).

This study is confined to the Black local authorities established
in Natal and Transvaal, though these institutions possess
features and other characteristics which are generic to all Black

local authogpities in the Republic of South Africa.

An examination of the historical development of personnel
administration  within urban local government institutions

established to cater for the urban African is essential in

providing a proper perspective of personnel dynamics in the
present-day Black local authorities. This perspective 1s
presented in Chapter 2 which examines the origin and development

of  personnel administration within urban local government

institutions for Africans. It is also considered essential to

construct a model of an efficient and effective personnel system

to provide a theoretical perspective against which the actual

personnel dynamics of these local government institutions can be
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mirrored. This device is presented and analyzed in Chapter 3.
The final chapter is devoted to a conclusion and consideration of
some recommendations. Such then is the nature and scope of

personnel administration and the design of this thesis.
1.2 Motivation and aims of the study

The advent of urban local government institutions for Africans as
full-fledged local authorities has brought with it the need to
know and understand the underlying system of 1deas, structures
and dynamics of these bodies. As personnel is one of the
valuable resources, if not an institution's most precious asset,
in the accomplishment of institutional objectives, it is
essentlal to develop an insight into, and cultivate understanding
of personnel administration and its intended contributions toward

the attainment of local authority goals.

A detailed anal;sis of the divergent personnel functions and
constraints that are brought to bear upon their performance
should be of benefit primarily to the urban local government
officials, councillors as well as the leadership of civic
associations and students of local government and administration.
Familiarity with personnel administration of a local authority
should generate an atmosphere of close and informed cooperation

among employees of a local authority and between councillors and
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officials. This degree of cooperation would facilitate full
utilization of the assistance and services that are provided by

officials.

Although personnel administrators have the primary responsibility
for coordinating and implementing policies relating to personnel
functions, all supervisors are, to a degree, 1involved in the
performance of these functions in their everyday relations with
subordinates. [t is in such positions of authority that urban
local govermment officials or employees are located. This study
intends to establish and explain the full range of personnel
policies and functions and also examine the nature and effect of
devices that have been designed to resolve issues of conflict

that may, arise, from time-to-time, between local authorities and

their employees.

1.3 Research methodology

-

The research of this study comprises both literature and
fieldwork. The literature study involved a close examination of

sources relating to the evolution and operation of personnel

administration in local govermment institutions that were

established, during the various phases of development, to cater

for Africans in the urban areas of Natal and Transvaal from about

the middle of the 19th century up to the present time. These
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sources are, inter alia, Statutes, Bills, records of debates of
policy-making organs, reports of commissions of enquiry or
committees, regulations, books, articles as well as material

appearing in the news media.

Structured interviews were conducted with a variety of people,
inter alia, chief executive officers and personnel practitioners
of selected urban local authorities and personnel practitioners

and training officers of the Community Services Offices of the

Natal Provincial Administration and the Transvaal Provincial Ad-

ministration. Written enquiries were directed to the officials

of the Transvaal Provincial Administration and the Trade Union

for Employees of Black Local Authorities (TUEBLA). Telephonic

enquiries were also resorted to in certain circumstances to
elicit information or confirm with official sources, the accuracy

of information carried by the news media.

-

1.4 Analysis of some key concepts

The author has endeavoured to apply, as much as possible, the

current terminology. It will be observed, however, that there

are exceptions to this use of current official terminology.

These exceptions have been aimed at facilitating the reader's

understanding in an analysis which is often burdened with the

ambiguity of the South African bureaucratic jargon. Although
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most of the key concepts used in this text are best clarified 1in
their particular contexts, some may be conveniently isolated for
explanation, beforehand, in order to eliminate any possible

semantic confusion.

1.4.1 Black or African

The concept "Black" is employed by the South African Government
as an official designation of a racial category of persons

contemplated in the Population Registration Act, 1950 (Act 30 of
1950).18 This concept is also used by some political groups and
persons19 to refer, in a collective sense, to persons of
African, Indian and Coloured20 origin. The concept "African™

18. Refer to section 1 of the Population Registration Act,
1950 (Act 30 of 1950). See also the Second Black Laws
Amendment Act, 1978 (Act 102 of 1978).

19, Ihe public statements and literature of the United
Democratic Front and also the literature of the now banned
South African Students Organisation (SASO) and the Black
Peoples Convention (BPC) reflects this collective meaning.
One of the tenets of the Black Consciousness philosophy is
that the concept "Black" represents all those persons who
are oppressed by the White Government of south Africa,
refer to McDonald, S F: "The Black Community™ appearing
in  Bissell, R . E and Crocker, C A (eds):
South Africa into the 1980s, Westview Press/Boulder,
Colorado, 1979, p. 121.

20. The  concepts Indian and Coloured refer to  racial
categories of persons contemplated in section 1 of the

Population Registration Act, 1950 (Act 30 of 1950).
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refers to a native or indigenous person or people of Africa.
This distinguishes him from European or Asiatic settlers or
their descendants.21 The South African Governm;;t employs the
term '"Black" to refer exclusively to Africans. The Central
Government avoids the use of the term "African" to refer to the
native people of South Africa for the reason that a particular
segment of European settlers, des;ended from the Dutch, has
3

adopted the designation "Afrikaner." The concepts African and

Black are used interchangeably in this study.

1.4.2 Urban

The term urban refers to an area falling under the jurisdiction

of a local authority as contemplated in the Blacks (Urban areas)

Consolidation Act, 1945 (Act 25 of 1945). Black  local

authorities instituted in terms of the Black Local Authorities

Act, 1982 (Act 102 of 1982) have been established and exercise
Jurisdiction in respect of such urban areas. These urban local

government 1institutions should be clearly distinguished from any

structures established in respect of townships falling under the

21. Refer to The Reader's Digest Great Encyclopaedic

Dictionary, The Reader's Digest Association, Volume 1 A-L,
Oxford University Press, London, 1974, p. 32.

22. Refer to section 1 of the Population Re istration Act,
1950 (Act 30 of 1950).

23, Agcording to The Reader's Digest Great Encyclopaedic Dic-
tionary, op. cit., an Afrikaner means g "person born in

South Africa of European stock (now usually one descended
from Dutch, not British, settlers)."
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jurisdiction of a self-governing territory, viz., KwaZulu
Government. Such township councils are created in terms of the

Requlations for the Administration and Control of Townships in

Black Areas, Proclamation R153, 14 October 1983. Black local
authorities should also be distinguished from advisory structures
created for the released areas, viz., Clermont near Pinetown and
Edendale near Pietermaritzburg, which are controlled according to

the Better Administration of Designated Areas Act, 1963 (Act 51

of 1963).

1.4.3 South African political system

The Republic of South Africa is a unitary state comprising a

three  tier govermmental structure. There is a central

government which is vested with the highest authority in and over

24 25
the whole State, four provincial authorities and a large
24. Refer to section 30 of the Republic of South Africa

Constitution Act, 1983 (Act 110 of 1983)

25. Refer to section 1 of the Republic of South Africa

Constitution Act, 1983 (Act 110 of 1983) which identifies

these provinces as Cape of Good Hope, Natal, Orange Free
State and Transvaal.
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26

number of a variety of local authorities within each province.
27

The Central Government's policy of apartheid has resulted 1in

the mushrooming of several self-governing territories for the
28
various African ethnic groups. Some of these self-governing

units have been granted some sort of separation from the Republic
of South Africa and are, indeed, regarded by South Africa as

29
having been accorded political independence. The independence

26. Local authorities for the race groups designated as Whites
in terms of the Population Registration Act, 1950 (Act 30
of 1950) are created by a provincial authority according
to the provisions of the Provincial Government Act, 1961
(Act 32 of 1961). Local authorities for the race groups
designated Coloureds and Indians are established
according to the Group Areas Act, 1966 (Act 36 of 1966).
Local” authorities for Africans in the designated urban
areas, the so-called White areas, are established
according to the Black Local Authorities Act, 1982 (Act
102 of 1982). A series of quasi-metropolitan bodies
designated regional services councils  have been
established in terms of the Regional Services Councils Act,
1985 (Act 109 of 1985) and these councils have been lumped
together with the local authorities to constitute the
third tier of government.

27. Refer to sub-heading 1.4.4 below for an explanation of
the meaning of the concept apartheid.

28. The Promotion of Black Self-Government Act, 1959 (Act 46 of
1959) provides for the creation of these ethnic units.

29. Political separation has been accomplished through the
following Acts:
(i? Status of Transkei Act 1976 (Act 100 of 1976).
(1i) Status of Bophuthatswana Act, 1977  (Act 89 of

1977).

(iii) Status of Venda Act, 1979 (Act 107 of 1979).
(1v) Status of Ciskei Act, 198] (Act 110 of 1981).
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of these political entities is recognized only by its creator and
no other state has extended recognition to any of them. The
self-governing territories, such as KwaZulu, (Qwalwa, Kangwane and
the rest, fall under the direct control of the Central
Government30 and they are, for all practical purposes, virtually
equivalent to the second tier authorities though they are endowed

with authority which exceeds that normally exercised by the

provincial authorities.

1.4.4 Apartheid

According to The Reader's Digest Great Encyclopaedic Dic-
31

tionary, .apartheid is an Afrikaans term which refers to a

"policy of racial segregation in South Africa." Apartheid has

subsequently been variously labelled "separate development,"

"multi-national development," or "plural or (parallel)
32

democracy." Apartheid has manifested itself in the conception,

30. Refer to the National States Constitution Act, 1971 (Act
21 of 1971).

31. The Reader's Digest Great Encyclopaedic Dictionary, op.
cit., p. SI.

32. Refer to Schrire, R (ed): South Africa: Public Policy
Perspectives, Juta and Company Limited, Cape Town, 1982,
p. 113. Refer also to IDEANEWAEEEEEET§D£7 issued by the

Department of Foreign Affairs, Perskor, Pretoria, 1984, p.

3 and Cooperative Co-Fxistence: The Road to Peace, Safetx2
Development, issued by the then Ministry of Cooperation,
Development and Education, Pretoria, January 1985.
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formulation and imposition of  constitutional arrangements which
are patently objectionable to the majority of South Africans.
Despite the subsequent inclusion of Coloureds and Indians in the
national political system, albeit at the first tier of government
only, the political power still rests virtually in the hands of

33
the White race.

1.4.5 Scalar structure

A scalar or line organization structure exhibits certain pivotal
structural characteristics which may be reduced to hierarchy and
differentiation or specialization. Hierarchy involves levels of
graded authority that ensure a firmly ordered system of
superordination and subordination in which higher offices
supervise lower ones. This construction results in a formal

scheme of interlocking superior - subordinate relationships which

assumes a pyramidal form. Differentiation relates to the
specialized allocation of tasks into roles. The structure
34

provides for a functional relationship.

33. Refer to the provisions of the Republic of South Africa
Constitution Act 1983 (Act 110 of 1983) particularly
sections 7, 30 and 70 and the present composition of the

Cabimet still indicates clearly which race group wields
effective power.

34, Refer to Chruden, H J and Sherman Jr A W M ‘
, . : anaging
Humag Resources, South-Western Publishing Company, Cinci-
nnati, 1984, p. 55; and Heady, F: Public Administration:

A Comparative Perspective, Prentice-Hall Inc. Englewood

Cliffs, New Jersey, 1966, p. 20.
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CHAPTER 2

Origin and development of personnel administration 1in urban

African local government institutions in Natal and Transvaal

2.1 Introduction

In this chapter the main features of the historical development
of urban local government institutions for Africans in Natal and
Transvaal will be examined as a necessary prelude to the proper
appreciation of the nature and operation of  personnel
administration in the contemporary municipal institutions which
constitutes‘Athe subject of the later chapters. This brief
historical perspective will be developed from the humble origins
of the locations, villages and townships of the colonial era, the
early years of the Union Government and it shall extend to the
local government=-institutions that have gradually unfolded over
the decades from rudimentary advisory structures to relatively

more sophisticated policy-making and executive institutions.

2.2 Colonial period: 1843-1910

2.2.1 Early origin and development of urban policy relating

to Africans

The colonial period witnessed the drift by some Africans from the
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\

rural areas to the budding industrial and commercial growth
1
points which soon developed into towns. The consequence of this

drift by Africans was that rudimentary settlements soon sprang
2
up- Each town had a corresponding African settlement designated
3

a "Native village,”" "location" or "township." These settlements
were not located within the towns, but grew, according to
official policy, on the outskirts of these towns.a As an
increasing number of Africans began to live in close proximity to
the towns, an official policy was evolved to regulate these
African settlements. This official policy was characterized by a
considerable diversity in the laws and in the practice from one

>
colony to another.

1. Davenport, T R H: The Beginnings of Urban Segregation in
south Africa, The Natives (Urban Areas) Act of 1923 and its
Background; Occassional Paper No. 15, Institute of Social

and Economic Research, Rhodes University, Grahamstown,
1971, p. 1.

2. Ibid. See also Godlo, R H: "Urban Native Conditions"
Somg Aspects of the Native Question,Selected Addresses
Delivered at the Fifth National European Bantu Conference,

July 5-7, 1933, South African Institute of Race Relations,
Johannesburg,p. 101.

3. Davenport, op. cit.
4, Ibid.

5. Ibid.
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In thé Natal colony the urban location had no legal existence
until the 20th century, but in the Transvaal, as in the Cape
colony, it had an earlier origin.6 in the Transvaal, however,
urban locations were at first conceived as places for Asiatic
rather than African residence;7 "Thus the Republican Act of 1885
(Act 4 of 1885) which gave the Government power 'for purposes of
sanitation, to assign to them certain streets, wards and
locations' was directed at the native races of Asia, 1including
the socalled Coolies, Arabs, Malays and Mohamedan subjects of the
Turkish Empire.“8 The existence of the mine compound system was
perceived as eliminating the need for any special provision for
Africans in the early Transvaal municipal laws.9 At all events,

the legal recognition of urban African locations in the Transvaal

was a gradual process. The Town Regulations of 18 September 1899

made no reference to them at all, but merely laid down that
"Coloured persons (a term taken to include Africans) may not
reside in places abutting on the public streets in a town or a

village, but 1t shall be permitted to every householder or owner

of an erf to keep 1n his backyard the servants he requires for

6. Ibid. p. 4.
7. Ibid.
8. Ibid.

9. Ibid.
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10
A A : f : .
domestic service." Town councils were authorized to lay ou

locations in the Crown Colony Government's Municipal Corporations

Ordinance No. 58 of 1903, which also alloTTd them to requlate
"the housing of Natives by their employers." The right of town
councils to control both locations established under the 1903
Ordinance and those which were already in existence before the

12
Ordinance was not clearly laid down until 1905.

The presence of Africans in the towns of the Natél colony, where
the urban centres were close to the African reserves, soon became
a central issue. A memorandum by Theophilus Shepstone, Secretary
for Native Affairs, put the influx of Africans in search of work
as the major problem.13 Natal towns in general, and Durban in
particular, sought protection from an inrush of "disorientated
peasants," and Shepstone's memorandum contained the germ of the
regulations which were promulgated in the name of Sir Benjamin
Pine, Lieutenant-Governor and Supreme Chief of Natal, in March

14 -
1874, "No casual workseeker was to stay for more than five

10. Requlations for Towns in the South African Republic, 18
September 1899, printed in Statutes of the South African
Republic, 1837 - 99, pp. 429-433,

11. Sections 37-4? of the Crown Colon Government's Municipal
Corporations Ordinance No. 58 of 1903, Transvaal.

12. Davenport, op. cit., p. 5.

13. Swanson, M W: "Urban Origins of Separate Development, "

Race, X (1968-69), pp. 31-40.

14, Natal Government Gazette, 31 March 1874.
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days in Pietermaritzburg or Durban without becoming enrolled as a
'togt' or daily paid labourer, which meant having his name placed
on a register, wearing a badge 'in some conspicuous part of his
person' paying 2s 6d (a rough equivalent of twenty-five cents) a
month, and offering his services to any householder who required
them at a rate of pay determined by the magistrate. In due
course these 'togt' requlations promulgated by the Supreme Chief
would be superseded by an enabling Act of 1902 which removed the
supervision of 'togt' labour from the office of the Governor and
placed it in the hands of the municipal authorities, which were
empowered to administer the system in their own way, and could
require 'togt' labourers to live in Compounds."15 The necessity
for providing special accommodation was also underlined by
Alexander, Superintendent of the Durban Police, when he gave

16
evidence to the Lagden Commission in 1904.

Alexander's concern about accommodation was shared by the Natal
legislature which had in fact taken action to deal with the
accommodation problem of urban Africans by enabling town councils

to establish locations on lines similar to the Cape Act of
17

1902, save that the initiative was left with the town council

-
15. Davenport, op. cit., p. 4.

16. Report of the South African Native Affairs Commission,
1903-1905, Vol. IIT, pp. 640-641.

17. Cape, Act No. 40 of 1902.
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18
and not given to the central government. "By 1910, Natal had
worked out the main lines of 1its labour policy and its
19
accommodation policy." Thus, in both Natal and Transvaal

similar problems had led White governments to propose similar,
but by no means identical, solutions. Regulations for the
control of Africans, Indians and Coloureds were drafted and
enforced to control and canalize their labour, check ill-health
and prevent its contagion. The most characteristic development
in both colonies was the location.20 The administration of the
location was vested in the White local authorities who exercised
their functions through regulations framed under statutory powers
and subject, before promulgation, to the approval of the central

21
governments of the respective colonies.

2.2.2 Early municipal personnel policy

In the Transvaal there was an absclute exclusion from the

franchise and also from every public office of every person who

18. Natal, Act No. 2 of 1904.

19. Davenport, op. cit.

20. Ibid., p. 6.
21. Hellmann,.E: "Urban Areas," Handbook on Race Relations in
South Africa. edited by Hellmann, E, Oxford Unversity

Press? (published for the South African Institute of Race
Relations) Cape Town, 1949, p. 230.
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was not a European.zz This exclusion was a matter, 2;ot of
custom, but a deliberate act enshrined in written law. The
tendency in Natal was to approximate more close%z to the
Transvaal and the Orange Free State than to the Cape. In both
Natal and the Transvaal the African did not play any role in

municipal government. He was rather the object of local

administration than a participant.

The administrative, clerical, professional and technical offices
of the central government public service comprising practical;é
all the higher posts were specially reserved for the Europeans.

This practice was extended to the personnel policies of the local
authorities. Urban administrative officials for the wvarious
municipal départments were recruited only among members of the

European community. FEach local authority established a municipal

department designated a "Department of Non-European Affairs" to

26
deal with matters pertaining to the wurban African. These
22. Brooks, E: "Government and Administration," Hellmann, E
(ed):  Handbook on Race Relations in South Africa, Oxford

Univgrsity Press (published for the South  African
Institute of Race Relations) Cape Town, 1949, p. 27.

23, Ibid.

24 In the Cape Colony, whatever the practice was, the theory
of government was based on the refusal to recognize race
or colour as a qualification to participate in the
political process. In the Orange Free State racial

prejudice was as intense as it was in the Transvaal.

25. Brookes, op. cit., p. 33.

26. Vosloo, W B et. al.: Local Government in Southern Africa,

Academica, Pretoria,1974, p. 40. -
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municipal officials administered laws which placed restrictions

on the African people - service contract registration, location
27
regulations and the like.

The superintendent, an official attached to the "Department of

Non-European Affairs," was responsible for location
28 29
administration. Suzman and Kahn  later strongly advised that

the greatest care should have been taken in the recruitment and
training of these and other officials since so much of local
administration 1is connected with regulations causing untold
inconvenience to the African, that it is essential that those
officials should be sympathetically disposed toward the Africans
and aim to improve relations, . between the African and the
official, which are so often unharmonious.30 They suggested
further that these officials should be recruited from amongst
that small but valuable group of Furopeans which desires to work

51
amongst the Africans. "Such persons should be assured that

their position would be secure, and that they will not be

' . 32
arbitrarily moved to some other municipal  department."

27. Suzman, H and Kahn, E: New Lines in Native Policy, South
African Institute of Race Relations, Vol. XIV, No. 2,
Johannesburg, 1974, p. 21.

28.  Ibid.
29.  Ibid.
30.  Ibid.
31 Ibid.

52. Ibid.
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Suzman and Kahn warned very strongly against the appointment of
location superintendents who were too often unqualified for the
posts.33 "Retired policemen and army officials are not
necessarily, by virtue of their past experience and present
genteel poverty, suited to the post of location superintendent.
Nor are ex-farmers and rural sub—clerks,”34 with a knowledge of

the vernacular and tribal organization, as suitable as trained

administrators with a sociological approach.

2.3 The Union Government and later the Government of the

Republic of South Africa: 1910 to the present

2.3.1 Establishment of a mechanism to control urban African
affairs
According to Hellmann, "with the passage of the Act of Union in

1909, a contradiction immediately became apparent. Section 85 of
the  Act vested‘ the control of municipal legislation  and
administration in the provincial councils, while Section 147
reservgq to the Governor-General-in-Council the control and

administration of Native Affairs. Fimally the view of the Native

Affairs Department prevailed that it must be recognised as the

——

33. Ibid.

34, Ibid., pp. 21-22.
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controlling authority in order to ensure uniformity 0§5policy and
be 1in a position to exerclise supervising authority.™ Hellmann
submits further that the view adopted by the Native Affairs
Department was, subsequently, confirmed by the courts, which
held that all regulations affecting Natives required for validity

36
the approval of the central govermment.

Davenport observes that the governments of Botha37 and Smut838
hungered for a uniform policy for the solution of South Africa's
racial problems, '"but they advanced into the minefield of race
relations with their eyes focused neither on a distant star nor
on the ground immediately below their feet.”39 Though the Union
Govermment provided itself with powers, the mere provision of
powers 1in 1itself did not ensure that such powers would be
exercised. After Union had been established, the stage was set

for the more "effective" administration of urban African

communities, but many years had yet to pass before any steps were

- 40

taken toward the resolution of this issue. According to
35. Hellmann, op. cit., p. 232.

36. Ibid.

37. General lLouis Botha served as the first Prime Minister of

the Union of South Africa.

38. General Jan Smuts became the

. second Prime Minister of the
Union of South Africa.

39. Davenport, op. cit., p. 8.

40. Hellmann, op. cit., p. 232,
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Hellmann, during this period the central government lacked the
41

authority to insist that its recommendations be carried out.

2.3.2 Early proposals for a policy relating to urban Africans

In 1918 the Department of Native Affairs released its proposals
42
for the urban areas for the first time. This Bill proposed to

let local authorities set aside for African use "any areas ... as
43
at the commencement of this Act are occupied by Natives" and if

necessary to add to them. It allowed the Governor-General to

compel the Africans to live in locations, but took over the
44
exemptions allowed in the laws of the various provinces. The

Bill introduced several new ideas which would eventually become
part of the South African location system, such as the separate

African revenue account and some semblance of representative
45
local government in the form of advisory boards, but made no
46
attempt to define them.

41. Ibid.

42. Davenport, op. cit., p. 8.

4. Ibid.

44. The exemptions reléted to the operation of Native laws as

well as curfew restrictions imposed on Africans.

45. See the Union Gazette Extraordinar 19 J
anuar 1918 f
the text of the Bill. , ” o

46. Davenport, op. cit., p. 9.
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A .severe influenza epidemic that hit South Africa in 1918
afforded to the general public a startling revelation of the
distressing conditions under which the Africans lived in the
urban centres and also to what extent these conditions were a
standing menace to the health of the whole population, African
and FEuropean alike.a7 This apprehension served as an incentive
to press ahead with the wurban areas legislation. In the
execution of this task the Department of Native Affairs received

the assistance of two new bodies, i.e. the statutory Native

Affairs Commission set up under the Natives Affairs Act 1920 (Act

23 of 1920) and the Transvaal Local Government Commission under
< 48
the chairmanship of Colonel C F Stallard. In its report 1ssued

in"l922, the Department of Native Affairs announced a revised
49 )

Bill. This Bill contained most of the clauses of the 1918

Bill, had a pronounced welfare focus, and aimed to give local
authorities necessary powers to provide adequate housing and
services, if  necessary by borrowing money and recouping

- 50
themselves through trading ventures in the locations.

47. Ibid., p. 13.
48. Ibid.
49. Ibid.

50. Ibid.
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As in the Bill of 1918, the new Bill still intended to give
Africans some measure of security of tenure in the urban centres;
"Encouragement 1is given to the Native himself to improve his
surroundings by providing for the establishment of Native
villages where fixity of tenure can be secured and the Native may
build his own house subject to the health and sanitary
requirements of the local authority."51 Davenport asserts that
it was not the intention of the Transvaal Local Government
Commission to give any such security, for that Commission was
wedded to the dogma that the Native should only be allowed to
enter urban areas, which are essentially the White man's

creation, when he 1is willing to enter and to minister to the

needs of the White man, and should depart therefrom when he
52
ceases so to minister.

After the second reading the Bill was referred to the Select
53

Commitee on Native Affairs. The Select Committee 'not only

rejected the principle of individual tenure, but threw out the
ameliorative proposals in the Registration and Protection Bill

with regard to passes, and then incorporated the control

-_

51. Union Government, 34, 1922, p. 14.
52. Davenport, op. cit., p. 13. See also Transvaal Province,
I, 1922, paragraph 42.

53. Davenport, op. cit., p. 17.
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54
provisions of that measure in the Urban Areas Bill." The Bill

was eventually passed in this latter form into the Natives (Urban

Areas) Act, 1923 (Act 21 of 1923). Smuts had reversed, to the
great disappointment of the Africans, an important principle of
the Bill at a late stage, considering the ernomous amount of
preparatory work which lay behind it, without consulting the
"Native Conference" which he had set up for just this purpose,
having obtained its consent to the original version.55 Davenport
concludes that the Act was not "in all respects bad law. The
1923 Act, by contrast, did not create conditions of hardship.”56

Its worst flaw was the damage it did to the African's confidence

in the word of the White legislator.

Although the Natives (Urban Areas) Act, 1923 (Act 21 of 1923)

gave local authorities extenéive powers, 'they were very slow to
accept the responsibilities given them. The Native Affairs
Commission, reviewing the position in 1937-38, refers to the
"twilight of purpose' in which Native wurban administration
proceeded even after the passage of the Act and considers that
little else could have been expected 'when Native policy itself

57
was still undecided." Subsequent amendments to the Act,

-_—
54. Ibid. '
55. Ibid., p. 23,

56. Ibid.

57. Hellmann, op. cit., p. 233.
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particularly those embodied in the Native Laws Amendment Act,

1937 (Act 46 of 1937), introduced new powers to control and
restrict the entry of Africans into towns, and brought the urban

land policy into line with the Native Land Act, 1913 (Act 27 of

1913) by prohibiting the acquisition of land by an African fromsg
“non-Native" except with the Governor-General's consent.

Hellmann observes that in general, these stringent conditions
reflected a hardening of European opinion and the view that the
urban area 1s to be regarded as an enclave where the European
interest is paramount and within which the Native may only be

59
permitted more or less on sufferance.

2.3.3 Establishment of advisory boards: 1923

The Natives (Urban Areas) Act, 1923 (Act 21 of 1923) made the

establishment of an advisory board for every location

60
obligatory. This provision was retained by the
. _ 61
Natives (Urban Areas) Consolidation Act, 1945 (Act 25 of 1945),
58. Ibid. Refer also to section 6 of the Natives (Urban
Areas) Consolidation Act, 1945 (Act 25 of 1945) .
59. Race Relations, Vol. VII, No. 4, p. 59.
60. Section 21 of the Natives (Urban Areas) Act 1923 (Act 21
of 1923). -

61. Section 21 of the Natives

(Urban Areas) Consolidat ]
1945 (Act 25 of 1945. reeraen Act,
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62
which repealed the 1923 Act. Beyond laying down that the board
must consist of not less than three Africans resident within the
board's area of jurisdiction and that the chairman may be a
European, the Act did not prescribe to the local authorities in
regard to procedure.63 "1t appears that the majority of local
authorities (had) followed the model regulations formulated by
the Native Affairs Department which provided for a board of six

members, three elected annually by registered occupiers in the

location and three nominated by the local authority with the

64
superintendent of the location as ex officio chairman." The
functions of the advisory boards were purely consultative. They

65
had no executive or legislative functions. Any requlations

proposed by the local authority in connection with the
administration of locations or 'Native villages" had to be
referred to the advisory board for report, and such requlations
would be approved by the Administrator or Minister only after the

66
consideration of such report by the local authority.

-

62. See schedule of laws of the Natives (Urban Areas)
Consolidation Act, 1945 (Act 25 of 1945).

63. Section 10 of the Natives (Urban Areas) Act, 1923 (Act 21
of 1923); see also section 21 and 38(3)(d) of the Natives
(Urban Areas) Consolidation Act, 1945, (Act 25 of 1945).
See also Hellmann, op. cit., p. 265.

64, Hellmann, op. cit., p. 265,

65. section 10 of the Natives (Urban Areas) Act, 1923 (Act 21

~datlves \Urban Areas) Act

of 1923) and section 21 of the Natives (Urban Areas)
Consolidation Act, 1945 (Act 25 of 1945)

66. Section 21 of the

vect Natives (Urban Areas) Consolidaion Act,
.
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2.3.4 Establishment of urban Black councils: 1961

Hellmann observes that there were '"from time to time numerous
suggestions for strengthening and reconstituting the advisory
boards.”67 These suggestions stemmed from "a rising volume of
criticism  proceeding from official and wunofficial  sources
directed against the advisory board system."68 It was suggested,
for instance, that the system of advisory boards should be
replaced by "urban Native Council(s) which would have executive
functions and control a certain proportion of the Native Revenue
Account.”69 These- suggestions were adopted by the Central

Government and they found expression in the establishment of

urban Black,councils in terms of . the Urban Black Councils Act,

1961 (Act 79 of 1961). The object of the Act was to provide for
the establishment of urban Black councils, the conferring of
administrative, executive, judicial and police powers on certain

Blacks and the establishment of community guards in certain
70 -

areas.

In terms of the Act, a White local authority could establish an

urban Black council for an urban Black residential area within

67. Hellmann, op. cit., p. 266.
68. Ibid.
69. Ibid.

70. See the long title of the Act.
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its area of jurisdiction. This step could be taken only after
due consultation with the existing advisory boards or where there
was no advisory board in existence, if the urban Black residents
SO desired.72 Vosloo remarks that "by 1971, a total of 23 such
councils had been established at most of the larger urban
centres. Apparently there is still a large measure of hesitatigg
on the part of most local authorities to take the next step."

Fven where such urban councils had been established, the extent
to which specific powers and functions, contemplated in the Act,

74
were actually assigned to these councils varied considerably.

"In most cases few executive functions have been conferred on
these urban“councils.”75 During this phase there seemed to be
considerable ambivalance in the official policy regarding the
role the urban Black councils were destined to play. According
to Vosloo, this ambivalence was due to the position that there
was a large measure of uncertainty as to whether the wurban

African "would be recognised as a permanent member of the (urban)

population and therefore entitled to the establishment of full

71. Section 2(1).

72. Section 2(2).

73. Vosloo, W B: "South Africa: Local Government in White

Areas," Vosloo, W B et. al.: Local Govermment in
southern Africa, Academica, Pretoria, 1974, p. 44,

74. Ibid., p. 45.

75. Ibid.
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76 .
scale municipalities,” or whether he would continue to be
regarded as a temporary sojourner who would be linked to a self-
governing  political entity for purposes of exercising his

77
political rights.

2.3.5 Personnel provision: the role of the Department of
Native Affairs and urban White local authorities: 1923

to 1971

The central direction and control of urban African policy vested
with the Department of Native Affairs. The field activities were
performed by the urban White local authorities.78 These local
authorities operated on an agency basis for the Central

. 79
Government in regard to urban African administration. The

administrative wunit of a local authority responsible for urban

African administration was designated the Department of Black

Administration wunder the control of a municipal yadministrative

-

76. Ibid.

77. Ndlovu, A M: Local Government and Administration for
Blacks in the Urban Areas of the Republic of South Africa,
with special reference to the areas under the jurisdiction
of the Natalia Development Board, (unpublished Disserta-
tion) University of Durban-Westville, Durban, 1985, p. 38.
Refer also to sections 2 and 3 of the National States
Citizenship Act, 1970 (Act 26 of 1970).

78. Vosloo, op. cit., p. 40.

79.  Ibid., p. 41.
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80
official designated a director. According to the Blacks

(Urban Areas) Consolidation Act, 1945 (Act 25 of 1945) every

urban local authority had to appoint one or more officers or
assign one or more of its officers for the administration of the
local labour bureau established within its area and for the
administration of any location, Black village or Black hostel
within 1its area or for any portion of any such location, Black
village or Black hostel, and could, subject to the approval of
the Minister, appoint one of the officers so appointed or so
assigned or any other officer for the administration of its
department of Black administration and could likewise appoint a
deputy and an assistant to such officer.Bl "No officer so
appointed or, assigned (could) assume the duty of such management
until he (had) been licensed as prescribed.”82 The Act also
provides for the 1issue of a temporary authority by the
Commissioner to an officer for a period not exceeding twelve
months to ag;ume such management or to deputize or act for such

an officer. "Such a temporary authority may at any time on

good cause shown be withdrawn by the Commissioner, after

consultation with the urban local authority concerned.”8Q In

80. Section 22(1)(a) of the Natives (Urban Areas) Consolida-
tion Act, 1945 (Act 25 of 1945).  ~  — — ——

81. Ibid.

82. Section 22(1)(b).

83. Section 22(1)(c)

84. Ibid.
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terms of section 22(1)(d) the Minister could, at any time on good
cause shown, after reference to the urban local authority
concerned, withdraw any such licence whereupon the officer
concerned should cease to perform the duties to which he was so

appointed or assigned.

"Any officer referred to in subsection (1) or other officer of
the department of Black administration of any wurban local
authority shall act in accordance with such lawful 1instructions
as he may from time to time receive from the officer appointed or
assigned for the management of such department or his deputy or
assistant, and an officer so appointed or assigned, his deputy or
assistant, .shall be vested with and may exercise the powers
vested 1in or exercised by any such officer as is referred to in
subsection (1) or any such other officer of the department of
85

Black administration of that urban local authority." Any

officer appointed or assigned in terms of the Blacks (Urban

Areas) Consolidation Act, 1945 (Act 25 of 1945) could not be

removed from his office without his consent or have his salary or

other emoluments reduced, unless the Minister had notified to the

86

urban local authority his approval. Urban local authorities

could, however, suspend any such officer from the duties of his

-_—
85. Section 22(1) ter.

86. Section 22(2).
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office for incapacity, neglect or misconduct, pending the
notification by the Minister of his approval of the removal from
office of that officer and in the event of such approval being
notified the officer could be deemed to have been removed from

87
office from the date of the suspension.

The Minister could appoint one or more officers "who shall at all
reasonable times have the power after consultation with the urban
local authority concerned or with the officer appointed for the
management of its department of Black administration, to inspect
any location, Black village or Black hostel.”88 It was the duty
of such officers to confer with the urban local authority and in
consultation, with the urban local authority to enquire into any
matter affecting the well being and welfare of Blacks which could
come to their notice.89 "Every Commissioner shall be deemed to
have been appointed under this subsection as an officer for the
area of his jurisdiction.”gg These officers could, after

consultation with the urban local authority or with the officer

appointed for the administration of its department of Black

87. Ibid.

88. Section 22(3)(a).
89. Ibid.

90. Ibid.
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administration, convene or address any meeting of the Black
91
advisory board or of the urban Black council. The Director of
the Department of Black Administration had a duty to report to
the urban local authority any irregularity which could occur in
his department which came to his notice or any occurrance which
he considered it advisable to bring to the notice of the wurban
local authority.92 The urban local authority was obliged to
transmit, within seven days after receipt of such report a copy

93
thereof to the Secretary for Native Affairs.

2.3.6 Powers of urban White local authorities relating to the
formulation of requlations to control townships and

hostels for African occupation

An urban local authority could, by resolution passed after at
least seven days' notice thereof at a meeting at which not less
than two-thirds of its members were present, make

not inconsistent with the Blacks (Urban Areas) Consolidation Act,

regulations,

1945, relating to, inter alia, the following matters:

(a) the terms and conditions of residence in locations,

Black villages and Black hostels;

-
91. Section 22(3)(b).
92. Section 22(6).

3. Ibid.



(b)

(c)

94.

43

the management and control of locations, Black villages

and Black hostels;

the employment of officers and other persons for the
management and control of locations, Black villages and
Black hostels and for the carrying out of any services
required by this Act or the requlations thereunder to be
performed by the urban local authority and the
definition of the powers, duties and functions of such
officers and other persons, including the supervision by
such officers and other persons of the housing of Blacks

residing on private premises outside locations; (and)

the mode of election or selection of members of Black
advisory boards, the procedure of such boards, the
period and conditions of office, the definition of the

duties and functions of members of such boards and the

convening and conduct of meetings of members of such
94

boards.

Section 38(3)
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2.3.7 Establishment of administration boards: 1971

2.3.7.1 Object of administration boards

In 1971 local administrative arrangements for Africans in urban
areas took a new dimension. This significant rethink over urban
African administration manisfested itself in the enactment of the

Black Affairs Administration Act, 1971 (Act 45 of 1971). The

object of this Act was the establishment of administration boards
to exercise powers and execute duties and functions, within their
areas of jurisdiction, fulfilled, since the establishment of the

Union, by wurban White local authorities in regard to wurban

African administration; to bring about a more effective and
uniform administration of Africans over larger areas; to
achieve greater mobility of African labour; and to involve

experts together with the bodies having a direct interest in

African labour more actively in the administration of African
96

Affairs.

95. Administration boards were created in terms of the Black
Affairs_Administration Act, 1971 (Act 45 of 1971). The
administration boards were subsequently  redesignated
development boards in terms of the Black Communities
Development Act, 1984 (Act 4 of 1984) which repealed the

whole  of the Black Affairs Administration Act, 1971
except section 26. ,

96. See the long title to this Act and the
Development Act, 1984.

Black Communities
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2.%3.7.2 The role of administration boards

Within

its

administrative area, an administration board was

vested and charged with, inter alia:

”(i)

all the rights, POWETS, functions, duties and

obligations-

(a) of an urban local authority in terms of the Black
(Urban Areas) Consolidation Act, 1945 (Act 25 of
1945), the Black Services Levy Act, 1952 (Act 64
of 1952), the Urban Black Councils Act, 1961 (Act
79 of 1961) and Black Labour Act, 1964 (Act 67 of
1964)

(b) of a local authority in terms of the Sorghum Beer
Act, 1962 (Act 63 of 1962) and in so far as they
relate to the housing of Blacks in terms of the
Housing Act, 1966 (Act 4 of 1966);

(cy of an wurban local authority in terms of section
100 bis of the Liquor Act, 1928 (Act 30 of 1928);
and

(d)

in so far as they relate to Blacks only, of an

urban local authority or a local government body
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or commissioner in terms of such laws as may from
time to time be specified by the Minister by
notice in the Government Gazette, but subject tao
such conditions, modifications or expectations or

exceptions as may be specified.

(ii) Such rights, powers, functions, duties and obligations,
in so far as they relate to Blacks only, of an wurban
local authority or a local government body in terms of
the relevant ordinance establishing local authorities or
in terms of any other ordinance as the Minister may from
time to time after caonsultation with the Administrator
specify by notice in the Government Gazette, but subject
to such conditions, modifications or exceptions as may

97
be specified in the notice."

Riekert observed that the establishment of administration boards

"brought about a completely new dispensation in regard to the

administration of Blacks in White areas. The functions formerly

performed by the more than 420 local authorities and the more

than 300 district labour offices of the Commissioners in the

-_—

97. Section 11(1)(e) of the Black Affairs Administration Act,
1971 (Act 45 of 1971) and section 29 of the Black

Communities Development Act, 1984 (Act 4 of 1984).
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area are now dealt with by the administration boards
98

through 394 local and 304 district labour bureaux."

2.3.7.3 Personnel provision under administration boards

According to the Black Affairs Administration Act, 1971 (Act 45

99

of 1971) an administration board carried out 1its functions

through:

(a) persons in the service of a local authority who were
seconded, with their consent, to the service of the
administration board, by arrangement with such local

100
authority;

(b) other persons as were appointed by the board on such
conditions and at such remuneration as the board deemed

101
fit.
98. Riekert, P J (Chairman): Report of the Commission of

99.

100.

101.

Enquiry into legislation affecting the Utilisation of Man-
power (Excluding the legislation administered by the

Department of Labour and Mines), Government Printer,
Pretoria, 1976, p. 66.

Section 10.
Section 10(1)(a).

Section 10(1)(b).
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The Act also provided that whenever the area under the
jurisdiction of any local authority was incorporated into the
administration area of a board, such local authority was obliged
to second every person employed in the department or section of
such local authority administering African affairs to the service
of such board, with effect from the date on which such 1local
authority area was incorporated.102 The wvalidity of such
secondment extended over a period of six months only.103 It was
arranged that any person seconded to the service of a board would
remain subject to the terms and conditions of his employment
under the local authority concerned during the subsistence of the

104
secondment .

It was provided that an administration board to whose service any
person employed by an urban local authority was seconded would
offer employment in any post established under the board to any
such person on terms and conditions and at such remuneration as
the administrat;on board would decide.105 These terms,

conditions and remuneration would not be less favourable than

those applicable to him as an employee of the urban local
106

authority.

102. Section 10(5).

103. Ibid.

104. Section 10(2).
105. Section 10(s6).

106. Ibid.
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Any person to whom employment had been offered in terms of
subsection (6) and who elected not to accept such employment
would be dealt with by the local authority concerned in terms of
the provisions governing his conditions of service; provided
that if the Minister, after consultation with the local
authority, was of the opinion that any such person's eléction not
to accept such employment or appropriate alternative employment
without reduction in remuneration offered to him by such local
authority was unreasonable, such person would be deemed to have
resigned from the service of the local authority.107 Any

108
decision by the Minister in this regard was final.

Each administration board appointed one person as the Chief
109

Director. The Chief Director served as the chief executive
110
officer of the administration board. No administration board

could appoint any person to the position of Chief Director or his
deputy or assistant, or to any other post under an administration
board the minister could designate, wunless the Minister had

111
approved the appointment in writing.

107. Section 10(10)(a).
108. Section 10(10)(b).
109. Section 10(15)(a).

110. Ibid.

111. Section 10(15)(b); see also section 11(1)(a).
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2.3.8 Establishment of community councils: 1977

2.3.8.1 Object of community councils

As a result of the lack of popularity and effectiveness of the
system of advisory boards and the urban Black councils the

Central Government modified its urban African policy by granting
112
some measure of local autonomy to African urban communities.

This semblance of local self-government manifested itself in the
creation of a system of community councils. The Community

Councils Act, 1977 (Act 125 of 1977) provided for the institution

113
of local bodies with some measure of executive authority.
114
According to the Act, the Minister of Plural Relations and

Development , could establish a community council for any area in
an urban residential area after consultation with the
administration board concerned and every urban Black council and
every Black advisory board established for the area for which

such community council was proposed.

112. Riekert, P J: "Black Local Government in the Republic of

South Africa," Van Vuuren, D J et. al.: Ch i
. . .t ange in
South Africa, Butterworths, Durban, 1983, p. 147.

113. Sections 2 and 5 of the Communitx Councils Act
9
125 of 1977). = 77 (et

114. Section 2.
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2.3.8.2 Role of community councils

The community councils would, as it were, function alongside the
existing administration boards. They assumed, in some instances,
certain powers and duties of the existing administration boards,
for example, a community council '"shall have, with regard to any
power or duty which, immediately before the date on which such
power vested 1in it or it was charged with such duty that was
exercised or performed by an administration board, all the
rights, powers, functions, duties and obligations of an urban
local authority in terms of the laws mentioned in section 11

115
(i)(e) of the Black Affairs Administration Act, 1971." It

must also be, observed that the "rights, powers, functions, duties
and obligations vested in a community council or with which it
may be charged by virtue of the provisions of subsection (1) (m)
shall, subject to the provisions of this Act, devolve upon such

council to the exclusion of the administration board or any other
- 116
urban local authority."

Though Riekert believed that community councils constituted the

first proper form of local self-government for the African

117
communities in the Republic of South Africa, Cloete,

urban

on the

-_—

115. Section 5(1)(m).

116. Section 5(2).

117. Riekert, op. cit. p. 147.
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contrary, observed, rightly, that when these structures were
introduéed in 1977 it was intimated that such bodies would OTié
be the forerunners of full-fledged urban Jocal authorities.

Indeed, in 1982 a bill was introduced in Parliament for the
creation of the envisaged urban local authorities for the African

119
urban residents.

2.3.8.3 Personnel provision and community councils

The Community Councils Act, 1977 (Act 125 of 1977) provided that

a community council could appoint such staff as it deemed

necessary for the exercise of its powers and the performance of
120
its duties., This power could be exercised by a community

council subject to the concurrence of the édminiétration board
concerned and also any conditions the Minister of  Plural
Relations and Development could lay down.121 The Act also
provided that the Minister could approve the performance of

duties for and on behalf of a community council by an officer or

employee of the public service if he deemed it necessary for the

118. Cloete, J J N: Central, Provincial and Municipal
[nstitutions of South Africa, J L Van Schaik, Pretoria,
1982, p. 289.

119. This Bill resulted in the enactment of the Black Local
Authorities Act, 1982 (Act 102 of 1982).

120. Section 5(1)(i).

121. Ibid.
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122
effective performance of the functions of a community council.
An administration board could place some members of its staff at
the disposal of a community council for the performance of 1its
duties.123 An administration board could also transfer, with the
concurrence of the community council, an African member of 1ts

124
staff to the service of a community council.

The Ningizimu and Hambanati community councils, falling under
the area of jurisdiction of the then Port Natal Administration
Board,125 appointed their own full-time council secretaries. All
the community councils in Natal and Transvaal were not served by
staff they had appointed themselves, but were served by personnel
of the adm}nistration boards except in the few cases where
community councils appointed only the incumbents of the office

of secretary, but the rest of the staff was appointed by the

administration board for the performance of the other various

126
duties and functions of a community council. "This state of
122.  Section 6(1)(a)
1253. Section 6(1)(b).
124. Section 6(1A)(a)
125. The area of this board was incorporated into the enlarged

area of the Natalia Development Board established under

section 3 of the Black Communities Development Act, 1984
(Act 4 of 1984).

126. Du Plessis, H A: "Administrative Requirements for the
Development of Towns and Cities for Blacks in Natal," in
Coetzee, W A J (ed): The Administrative future of the
Natal Region, (Proceedings of a symposium held at the

University of Durban-Westville on 7-9 July 1982), pp. 199-
200.
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affairs resulted in the situation where (administration boards)
determine(d) staff requirements and (saw) to it that staff (was)

127
recruited, trained and provided" for community councils.

2.3.9 Creation of Black urban local authorities: 1982

2.3.9.1 Object of the Black Local Authorities Act, 1982 (Act

102 of 1982)

In 1982 a Bill was passed in Parliament for the establishment of
urban local authorities for the African urban residents. The

object of the Act, i.e. the Black Local Authorities Act, 1982

(Act 102 of 1982) was originally to provide for the establishment
of local cemmittees, village councils and town councils for

Africans in certain urban areas; for the appointment of a

128
Director of Local Government; and for incidental matters.

The Act provided originally for only two categories of local

129
authorities, namely wvillage councils and town councils. The

127.  Ibid., p. 200.

128. See the long title of the original 1982 Act. This Act has
been amended by the Black Local Authorities Amendment Act,
1986 (Act 58 of 1986). The Act now provides for the

establishment  of local authority committees, town
councils, city councils and town committees for Black
persons 1n certain areas; for the appointment of a

Director of Local Government; and for incidental matters.

129. Ssection 4 of the Black Local Authorities Act, 1982 (Act
102 of 1982). The definitions of local committee and
village councils have been deleted and the local authority
has been redefined to mean a city council, a town council,
a town committee and a local authority committee. Refer

to section 1 of the Black Local Authorities Amendment Act,
1986 (Act 58 of 1986). -
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local committees were mere nominated advisory bodies which did
130
not qualify as local authorities. All the advisory boards

established under section 21 of the Blacks (Urban Areas) Consoli-

dation Act, 1945 (Act 25 of 1945), and which continued to exist

by virtue of section 14(2) of the Community Councils Act, 1977

(Act 125 of 1977), and still existed immediately prior to the

commencement of the Black Local Authorities Act, 1982 (Act 102 of

1982) were deemed to be local committees established under
131
section 5(1) of the Black Local Authorities Act, 1982.

The Minister may by notice in the Government Gazette, after

consultation with the Administrator of the province in which, and
with the dewvelopment board in the administration area of which,
the area in question 1is situated, establish under a name
mentioned 1in the notice a city council, a town council, a town
committee or a local authority committee for an area defined by

an Administrator in the notice in the Provincial Gazette

consisting of one or more townships or a portion or portions of a
132

township or townships. The Minister may dissolve any town

130. Section 5 of the original Act.
131.  Section 5(4) of the original Act.

132. Section 2 of the amended Act.



56

council or two or more town councils and establish under a name
mentioned in the notice a town council or city council for the

area for which that town council was or those town councils were
133
established.

The Minister may also dissolve any town committee or local
authority committee or two or more town committees or local
authority committees and establish under a name mentioned in the
notice a town council for the area for which that town committee
or local authority committee was or those town committees or
local authority committees, as the case may be, were
134 135
established. He may alter the name of a local authority.
He may disgolve a local authority at the request of or after
consultation with that local authority if in his opinion the need

136
no longer exists.

When a local authority is established under the Act for an area

for which a community council had been created under section 2(1)

of the Community Councils Act, 1977 (Act 125 of 1977) and which

stills exists immediately prior to the commencement of this

133.  Section 2(1)(b).
134, Section 2(1)(c).
135.  Section 2(1)(d).

136. Section 2(1)(e).
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paragraph as substituted by the Black Local Authorities Amendment
Act, 1986 (Act 58 of 1986) the community council shall from such
commencement be deemed to be a town committee and the area of
such community council shall be deemed to be the area of such
town committee, and any reference in any law or document to a
community council shall be construed as a reference to a town

137
committee.

2.3.9.2 Personnel provision and Black local authorities

An urban Black local authority may cause its work to be
performed by persons employed by it on the prescribed conditions
or with whom,6it has entered into contracts for the performance of

138
any particular work.

2.3.9.2.1 Chief executive officer

Parliament makes it imperative that certain categories of
officers be appointed by the local authorities to direct their
activities, e.q. a local authority shall appoint a person, in
the case of a local authority which is a city council, as the

town clerk of that city council or in the case of a local

-—

137. Section 2(3)(a).

138. Section 23(1)(a).
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authority which is a touwn council as the town secretary of a town
council, or in the case of a local authority which is a town
committee or a local authority committee, as the secretary of

139
that town committee or local authority committee.

The town clerk of a city council shall be the chief executive
officer of the city council and the town secretary of a town
council shall be the chief executive officer of the town council,
and the secretary of a town committee or a local authority
committee shall be the chief executive officer of the town
committee or local authority committee.lao The chief executive
officer 1is responsible faor the execution of the resolutions and
general administration of the affairs of the local authority.lal
The chief executive officer shall not be removed from office or
dismissed from the service of the local authority and his
emoluments or allowances shall not be reduced, except under the
authority of a resolution adopteg by the majority of all the

members of the local authority at a meeting specially convened

for that purpose, and unless the Minister has approved the
142
removal, dismissal or reduction.

139. Section 30(1).
140. Section 30(2).
141. Section 30(3).

142. Section 30(4).



59

2.3.9.2.2 Chief officers

An urban Black local authority may establish "two or more

departments and charge each department with such functions and
143
duties as 1t may determine.’ For every department established

the local authority shall appoint a person as a head of that
144
department. A head of department is responsible for the
145
administration of his department. He performs his functions

subject to the direction and control of the chief executive
146

officer. Heads of departments shall not be removed from

office or dismissed from the service of the local authority

147
unless the prescribed procedure has been adopted.

A head of department is usually identified by the nature of the
main activities executed by the department and also by the
profession on which the department is based, e.g. town treasurer,
medical officer of health, town engineer, and other heads of

departments have a general designation such as director, e.g.

143. Section 31(1).
144, Section 31(2).
145. Section 31(3).

l46. Ibid.

147. Heads of departments enjoy the same degree of protection

accorded to the chief executive officer in terms of
section 30(4).
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Director: Department of Protective Services and Director:

Department of Housing and Community Development.
2.3.9.2.3 Law enfaorcement officers

An  urban Black local authority may appoint, subject to the
approval of the Minister, persons to serve as law enforcemezg
officers in the area of jurisdiction of the local authority.l

The duties of these officers comprise "the preservation of the
safety of the residents of the area under its jurisdiction; the
maintenance of law and order therein; the prevention of crime
therein; the investigation of any offence or alleged offence
therein; the enforcement of by-laws made by it and by-laws and
regulations made by the Minister under this Act; (and) the
performance of the functions of messengers according to customary
law among Black persons in respect of the exercising of the
judicial power of any person on whom such power has been

- 149

conferred wunder a provision of any law." The Minister shall

not grant his approval wunder section 34(1) except after

150
consultation with the Minister of Law and Order.

148. Section 34.
149, Section 34(1).

150. Section 34(2).
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Some Black wurban local authorities have already commenced
recruitment of candidates to wundergo training programmes
supervised by the then development boards in the areas concerned.
Passing-out parades have already been held for the firsgl intake
of  trainees 1in some of these local authorities.l The
appointment of the law enforcement officers does not in any way
supersede the role of the South African Police for the Act
provides that "Nothing in this section contained shall be
construed as derogating from the powers, functions and duties of
the South African Police or a peace officer within the meaning of

152
the Criminal Procedure Act, 1977 (Act 51 of 1977)"

2.3.9.3 Placing of staff at .the disposal of Black local

authorities

If the Minister deems it fit, bhe may approve, subject to the

recommendation of the Commission for Administration or with the

approval of any other relevant body, the performance of work for

or on behalf of a local authority by an officer or employee of

the State or such other body, with the consent of the officer or
153

employee concerned. A development board may also second, at

151. Passing out parades have been held in local

' authorities
such as Soweto in the Transvaal, and Ibhayi.

152. Section 34(3).

1553. Section 35(1).
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the request of a local authority and for such period and on such
conditions as may be agreed upon between the board and the local
authority, any person in the board's service, with the consent of
such person, to the local authority for full-time service 1in the

154
Jocal authority's administration.

2.3.9.4 Transfer of employees of a development board or body of

persons established under any law to local authorities

A development board or body of persons established under any law
may transfer a person in its service to the service of a lacal
authority. This occurs with the concurrence of the local
authority cgncerned and the approval of the Minister must be
obtained.155 Any person transferred under such conditions shall
be appointed, as from the date of his transfer, to a post
established wunder the laocal authority on such conditions as may
be prescribed for such a posgéand at such remureration as may be
- 1

determined for such post. The new set of conditions and

remuneration package shall not be less favourable than the

conditions and remuneration applicable to him as a person

employed by the development board or body established by or under

154. Section 35(2).
155.  Section 36(1).

156. Section 36(2).
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any law. The Act also provides that any sick or vacation
leave which stood to the credit of such person immediately prior
to his transfer to the local authority shall be deemed to 122
leave earned by him in the service of the local authority.

Persons who are contributors to the Associated Institutions
Pension Fund remain, without a break in service, members of such
pension fund and are not entitled to the payment of any benefit
from such pension fund by virtue of the transfer in so far as the
transfer involves the termination of their service with the

159
development board or body established by or under any law.

2.4 Summary

The foundations of the present local government institutions for
Africans in the urban areas of Natal and Transvaal were laid in
the 19th century when the colonial government of Natal and the
South African Republic (Transvaal) adopted strategies to meet the
increasing flow ‘of Africans into the rudimentary settlements
which gradually developed into towns. A striking feature of this

early period was that the administration of Africans in urban

areas was left almost entirely, by the central authorities, in

157. Section 36(2)(a).
158. Section 36(2)(b).

159. Section 36(3).
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the hands of the White urban local authorities. This period
witnessed the formation and development of an urban local
government policy along racial lines. The greatest test of
segregation, accepted by the European settlers as the principle
of urban African policy, originated, therefore, with the towns
and colonial governments. The European settlers had insisted
right from the beginning that their interests in every aspect of

life should be supreme.

Against this colonial background, the development of urban local
administration along racial lines was a logical consequence which
was inherited by the new political order established in 1910.
The Union [overnment adopted the doctrine of segregation and
disqualification on the basis of race and colour. Urban White
local government institutions in Natal and Transvaal continued,

therefore, with the policies of racial discrimination against

Africans.

The first decade of the Union Government showed increasing signs
of inappropriateness of the urban African policy and anomalies
revealed by the outbreak of the severe influenza in 1918 forcibly
jerked the Union Government to attend to the formulation of a new
policy regarding African residence. The pressure for reform led
to the publication of proposals by the Department of Native

Affairs relating to the urban areas in 1918. Some of these
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proposals were later incorporated into the Bill which was enacted

into the Natives (Urban Areas) Act, 1925 (Act 21 of 1923).

Since 1923 the evolution of a system of local administration and
the eventual emergence of some measure of local self-government
for Africans in urban areas has extended over a number of
decades. The main factor that has determined the nature and
momentum of this process has been the policy of apartheid adopted
by the Central Government. The imperatives of this policy
dictated the nature of the institutions to be established for
local administration and eventually local self-government; the
geographic location of wurban areas for Africans; the
restrictions, imposed on ingress into such areas and also the race
or colour of the appointees to the classified personnel

establishment of urban local authorities.

When the Central Government eventually accepted that Africans are

-

not mere temporary residents in urban areas, but are a permanent
feature of urban development, there emerged a variation of the

pattern of local government institutions. The rudimentary

advisory structures were gradually transformed into executive

bodies and ultimately we saw the emergence of full-fledged urban

local authorities. The advent of each phase brought about, more

or less, a shift in the personnel policy adopted by the Central

Government for urban local government structures for Africans.
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CHAPTER 3

Requirements for an efficient and effective personnel system:

a theoretical perspective

3.1 Introduction

In this chapter a theoretical analysis of the requirements for an
efficient and effective personnel system will be undertaken with
a view to identify the processes that are responsible for, or at
least contribute to, the development of a personnel system that
approximates the ideal. The strengths or shortcomings of the
personnel policies adopted and pursued during the various phases
of developmént Jjust examined ih the previous chapter and the
personnel functions which constitute the subject matter for the
later chapters could then be clearly discerned and properly
evaluated in the 1light of the insights afforded by such a
theoretical analysis. It will also provide a valuable base for
the formulation of recommendatios in the last chapter, that could
contribute toward the improvement of the personnel policies and
practices of the urban local authorities for Africans.

This theoretical perspective comprises the following areas:

goals of  personnel administration, such as task goals,
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maintenance goals and social responsibility; efficacy of a
systems model for a personnel system and this involves a proper
appreciation of role prescriptions, role behaviour and the input-
output mediators, and also a clear and informed recognition of
the interrelatedness of the personnel functiong and the other

administrative activities.

5.2 The goals of personnel administration

People are the essential ingredient in all institutions, whether
such institutions are private or public. The personnel system
according to which people are attraeted, engaged and utilized by
the leadersﬁip of an institution.largely determines whether or
not the institution will be efficient and effective in the
pursuit and attainment of its objectives. It follows, therefore,
that institutions will constantly be engaged in the development
and wutilization of their human resources through the formulation
of 'a sound personnel policy. All the other administrative
functions, though equally significant in their own right, are in
some way dependent on the effective performance of the personnel
system. These other administrative Functions, namely policy-
making, organizing, Finahcing, work procedures and methods and
control, rely heavily on the personnel system to provide

competent employees to furnish the critical data and perform the
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various types of tasks. The personnel function 1is responsible
for motivating employees and ensuring that they make a productive

contribution to the mission of the institution.

According to Hays and Reeves, the personnel function has no
boundaries, "All people who engage 1n (administration) are
automatically involved in the personnel process. Similarly, all
other (administrative) functions are in some way dependent on the
effective performance of the personnel system."l This expansive
definition reflects the breadth and centrality of the personnel
function to all administrative activities. Miner and Miner, on
the other hand, define the personnel function 1in a rather
restrictive fashion. They view it as the '"process of developing,
applying and evaluating policies, procedures, methods, and
programs relating to the 1individual 1in the organization.”2

French would appear even more narrow in his identification of

the goals of personnel administration. He sees them as the

recruitment, selection, development, utilization of, and
3

accommodation to human resources by institutions.

1. Hays, S W and Reeves, T Z: Personnel Management in the

Public Sector, Allyn and Bacon, Inc., Boston, 1984, p. 73.

2. Miner, J B and Miner, M G: Personnel and Industrial Re-

lations, A Managerial Approach, MacMillan Publishing
Company, New York, 1985, p. 3.

3. F?ench, W L: The Personnel Management Processes, Houghtaon
Mifflin Company, Boston, 1974, p. 3.
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Although these definitions may be deceptively simple, they do
capture the complexity of the contemporary perceptions of
personnel administration. Implicit in them is the wview that
personnel  administration 1s  responsible for attracting,
developing and motivating employees and ensuring that they make a
productive contribution to the mission of the institution. An
efficient and effective personnel system will lead to the
development and maintenance of an increased capacity in the
employees to accomplish the objectives of the institution. The
level of efficiency and effectiveness of such a personnel system
will be determined by its capability to identify, pursue and

attain the institutional aobjectives.

"Objectives ‘are designed to give an (institution) and its members

direction and purpose and should be stated in terms of expected

results." Objectives constitute the focus for administrative

action. They provide a foundation for plans and strategies

governing the _administration of each functional terrain,
5

including personnel administration. Only after the

institutional objectives have been set can the total personnel

4. Byars, L L and Rue L W: Personnel Management: Concepts
and Applications, W B Saunders Company, Philadelphia,
1979, p. 39. ‘

5. Chruden, J H and Sherman, Jr. A W

Managing Human Resources, South-Western Publishiné

Company, Cincinnati, 1984, p. 49.
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requirements be forecasted and translated into specific courses

of action for personnel administration.6 "The responsibility of

translating (institutional) objectives into precise personnel

requirements 1s delegated to a personnel or human resources
7

department.” These personnel requirements then form the basis

for developing objectives of a personnel system.

Although  personnel administrators execute a unique set of
activities relating to the utilization of human resources, this
function 1is carried out with a view to accomplish exactly the
same major objective that is pursued by the other functional
specialists or administrators through the various tasks of the
institution.8 The implications of institutional objectives for

a personnel system may be reduced into the following categories:

task  or productivity goals, maintenance goals and social

responsibility.

3.2.1 Task goals

The task or productivity goals refer to the "whole gamut of

procedures and activities that (administrators) carry out to

6. Byars, op. cit., p. 42.
7. Ibid.

8. Miner, op. cit., p. 3.
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maximize the attainment of the stated purpose of the
institution.”9 This purpose relates to the reason for the
existence of the institution. In all instances an institution is
devoted to producing or providing something that is presumably
necessary or has value for other people. "In this sense, there
always 1is a task objective.”lO In the private business world,
productivity 1is considered in relation to earnings, i.e. net
profits, whereas in the public or non-profit sector other
considerations prevail. Political and social pressures, rather
than purely financial considerations, determine the achievement
of the task goals. Miner and Miner furnish a very apt
1llustration of this factor: "A city police department may end
the fiscal year with a big budget. surplus, but if the crime rate
and number of unsolved murders have gone up 20 percent during

11
that year," the productivity objective is not being realized.

Since the main goal of personnel administration is identical
with that of t;e rest of the institution, the issue of
productivity is also a primary concern of the personnel
administrator. He must develop and implement policies and

procedures that will lead to the realization of this ob jective.

9. Ibid., p. 4.
10. Ibid.

11. Ibid.
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"Selection techniques can be devised that will result 1in the
placement of people in jobs they can perform most effectively.
Personnel managers also are frequently called upon to develop
methods for measuring individual job performance, making it
possible to obtain indexes of the contributions made by ;Tgecific
members to the productivity of the total (institution)." If a
need has been identified that performance must be improved, the
personnel administrator may design training programmes to provide
employees with the required skills to operate effectively. A

personnel system should, therefore, be so designed, developed and

operated to facilitate the accomplishment of task goals.
3.2.2 Maintgnance goals

Maintenance goals are aimed at the survival of the institution

13
in the face of internal and external pressures and stress.

Administrative leadership realizes that "to maintain a loyal work

force, an active effort would have to be made to establish

working conditions that would contribute to job satisfaction and

12. Ibid.
13. Internal stress derives from intergroup conflict, low
morale and widespead dissatisfaction. Under extreme

circumstances this may result in a total disintegration of
the institution as members leave and departments or
sections split off. External stress derives from the
pressures imposed by external forces such as public
oplnion, governments and other bodies.
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14
thus facilitate talent retention."” Personnel administration

has an extremely important role to play in creating conditions
that will contribute to the stability of the institution. It 1s,
therefore, the responsibility of personnel administrators, more
than any other group, "to recommend policies, procedures, and
programs that will make the (institution) an attractive place to
work, that will create an environment conducive to assimilating
new types of employees,”15 and that at the same time will serve

to minimize the internal conflict that could threaten the

institution's very existence.
3.2.3 Social responsibilty

Employees éﬁd the public at lafge increasingly are demanding
that employers demonstrate greater social responsibility in
administering their human resources.16 This is a consequence
of complaints that many jobs are debilitating the lives and
injuring the health of employees. Charges of discrimination

against the disadvantaged, women, the physically handicapped and

the aged with respect to hiring, training, advancement and

17

compensation are being levelled against some employers.

14. Miner, op. cit., p. 5.
15. Ibid.
16. Chruden, op. cit., p. 3.

17. Ibid.
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"Increasingly employers are being expected to demonstrate a
greater sense of social responsibility toward society and toward
employees.”18 As a result of this pressure, ”personnfé
objectives are reflecting more social responsibilities.”

Creating employment opportunities for the categories of people
mentioned above and providing a favourable work environment and

greater financial security represent but a few ways in which

employers can exercise greater social responsibility.

It has been observed that in the United States of America "areas
of social responsibility that formerly were optional, such as
equal opportunity and safety, now are part of the legal framework
within which (institutions) must operate.”ZD However, whether or
not social ﬁfessures have become formalized into law, if they are
strong enough, an institution will have to be responsive to them
in order to survive. Chief executives of institutions will
increasingly depend upon the contributions of their personnel
executives to organizational planning and strategy formulation

which are discussed in the next chapter.

18. Ibid., p. 25.

19.  1Ibid., p. 66.

20. Miner, op. cit., p. S.
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3.3 Efficacy of a systems model for a personnel system

Personnel administration's earlier low status was due to its
21

rather obsessive preoccupation with operational techniques

which made it evolve into "an introspective and somewhat isolated
(administrative) function that often failed to integrate with the
main-stream of administrative life. Personnel's inability to
look beyond its narrow collection of techniques led to its

tendency to be cast in the role of an obstacle that other
22
(administrative executives) sought to avoid." Instead of

providing assistance and guidance in the accomplishment  of

institutional objectives, personnel administration was frequently

23
perceived as, an impediment to effective administration.

Despite  the continued presence of some of these earlier
problems, the 1image of public personnel administration has

undergone so rapid a transformation that today it is recognized
as the nerve-centre of public institutions and the "linking pin"

24

between other administrative functions. This is a consequence

of a fundamental rethinking of the role of personnel

21. Ibid., p. 48.
22. Hays, op. cit., p. 79.
23. Ibid.

Refer also to Miner, op. cit., pp. 49-50.

24, Hays,op. cit.
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administration. "It starts with recognition that personnel
(administration) is closely tied in its operation and effects to
other (administrative) functions.  This, 1in turn, requires that
the personnel (department) be integrated more intimately into the
(administrative) infrastructure.”25 Instead of focusing
primarily on the basic personnel activities, the personnel
functionaries should perceive themselves and act as an integral
part of the larger administrative system. Thus, personnel
administration's primary role is to assist line administrators in

26
understanding and utilizing human resources more effectively.

A conceptual device that is often used to illustrate an efficient
and effective personnel system's expanded institutional role is
the syste%s model. (See Figure 1) When applied to an
institution's personnel function, this model potrays personnel
administrators as components of a vast network of institutional
influences that affect the administration of personnel. The
influences of the-institution's external environment dictate many

27

of the conditions under which the employees are administered.

Among the external environmental factors that are most relevant

25. Ibid., pp. 80-81.
26. Ibid., p. 81.

27. Refer to figure 1.
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to the personnel function are social or cultural norms, labour
pool, technological developments, economic variables,zglabour
relations laws and regulations, and the political system which
is instrumental in establishing the goals of public institutions
and 1in regulating their personnel systems. The major internall
factors that influence the personnel decisions  are the
characteristics of the labour force, 1i.e. role behaviour such as
worker skills, motivations and attitudes, and the existing
structure of organizational roles, 1i.e role prescriptions as may
be reflected in regulations.29 The internal and external factors
operate on an institution and Miner & Mirer view this process as "an
’ 30

open behavioural system," performing in accordance with the the

systems model of the personnel function as depicted in figure 1.

The input into an institution relates, as far as the personnel

function 1is concerned, primarily to people, '"although for other

purposes financial resources, materials, facilities, and
- 31
technology may also be treated as inputs." Candidates enter

the institution, through the employment process, with individual

traits, 1i.e. abilities, skills, personality characteristics, and

28. Refer to the Black lLocal Authorities Act, 1982 (Act 102 of
1982) for the role of the Central Government

determining the goals of these authorities and their
personnel.

in
key

29. Hays, op. cit., p. 83 and Miner, op. cit., p. S1.

30. Miner, op. cit., p. 53.
31. Ibid.
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cultural values that affect personnel decisions. These
individual trailts "are the raw materials, 1n a human resources
sense, through which productivity and maintenance goals are
achieved."32 The output of an institution, in a personnel sense,
relates to the behaviour and operation of the employees as

members of the institution. Miner and Miner classify behaviour

into the following categories:

(a)  the things that people say and do;
(b) the things that people are expected to say and do, and
(c) the relationships be tween expectations and what members

33
actually say and dao.

It is essegtial, therefore, thét the behaviour of employees
should be moulded through training and development, so that their
output approximates that desired by the institution. Effective-
ness and efficiency generatéd through employee competence would

enable the institation to accomplish its objectives in a direct

manner.
3.3.1 Role prescriptions

The role prescriptions are the expectations an institution

32. Ibid.
33, lbid.

34. Ibid.
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develops in order to guide its workforce in the pursuit of its
objectives. Role prescriptions should be so designed that they
serve as effective supports of productivity, maintenance and
social responsibility goals. The personnel function occupies a

strategic position in the institution's efforts to respond to

34 :
this challenge, especially through its role in the process of
35
organizational planning, human resources  or personnel
36 37

planning and a formal job analysis programme which establish
role prescriptions. Role prescriptions should be legitimate,
clearly stated, and reflective of clear-cut jurisdictions in
order to eliminate internal conflict and maximize institutional

goal accomplishment.

3.3.2 Role behaviour

Role behaviour reflects the actual behaviour of employees within

the institution. "To the extent these role behaviours

34. Hays, op. cit., p. 81.

35. This concept is explained in chapter four infra.
36. Personnel planning is examined in chapter five infra.
37. Job analysis is a process of collecting, usually through

observation and study,

pertinent information about a Jjob
or task.
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approximate a perfect match with the appropriate role
prescriptions, individuals are said to be ;;fective or
Successful.”38 Appraisal or performance evaluation 1s aimed at
assessing the degree of this matching. What is really important,
in so far as an institution 1is concerned, is not how much an

individual does, but how much of what is done is organizationally

relevant as determined by an established role.

3.3.3 Input - output mediators

These are personnel techniques designed to sustain or improve
upon the original input so that the output approximates to
expectations. These techniques or mediators affect the whole
spectrum ofhbasic personnel activities. These mediators may be

reduced into the following categories: (See figure 2)

3.3.3.1 Structural and functional mediators

Structural mediators are procedures for grouping institutional
tasks and establishing role requirements to guide employees in

the pursuit of institutional objectives. "This is accomplished

through human resource and organizational planning, as well as

38. Miner, op. cit., pp. 53-54.

39. Appraisal or performance evaluation is a process that
1nvolve§ communicating to a person how he or she ijs
performing the task; 1t also involves establishing a

strategy of improvement.
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40
job  analysis." Functional mediators influence  employees
through procedures that affect the individual employee directly,
l.e. through  training and development, wage and  salary
administration, counselling, labour relations, fringe benefits,
discipline, medical treatment and employee communication

41
procedures.

3.3.3.2 Productivity-oriented and maintenance-oriented

mediators

Structural mediators serve both productivity and maintenance
objectives of an institution. "They segment work, permitting
specialization and thus more efficient productiﬁity, while
establishing  jurisdictions that serve to 1limit internal
conflict."42 Functional mediators could also be focused on

elther kind of objective, though some aspects of these mediators,

such as labour _relations, would be essentially maintenance

43
oriented.
40. Miner, op. cit., p. 55.
41. Ibid., pp. 55-56.
42. Ibid., p. 56.

43. Ibid.
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5.3.3.3 Input-improving -sustaining and.-controlling mediators

The systems model of a personnel function comprises input-
improving, input-sustaining and input-controlling mediators. The
1nput-improving mediators are directed at the improvement of
employees so that their behaviour within the inétitution
ultimately "exceeds the level that could have been anticipated
merely from a knowledge of the original input."44 The input-
improving mediators would manifest themselves in administrative
development and training programmes. These programmes would be
designed to transform the individual employee into a more
competent person capable of operating at an effective level.
Employee QPtivation may also be mobilized through payment

incentives. *

Input-sustaining mediators serve to retain the  behaviour
potential of the employee. "They attempt to keep the situation

. 45
from getting worse, rather than to make it much better."

Labour relations, employee benefit schemes, work environment and
communications efforts focus on the maintenance or survival goals

of the institutions. The objective is tg maintain the

44. Ibid., pp. 56-57.

45. Ibid., p. 57
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individual in the same state, insofar as performance potential is
46

concerned, as existed at the time of hiring.

The systems model also comprises feedback or control mediators.
When the system or part of it experiences a dysfunctipn, 1.e.
productivity falls below a prescribed level or there 1is a
deviation from a predetermined standard, '"corrective forces are
activated, much as a thermostat serves to activate a heating
system when the temperature falls below a preset level.”a7 The
causes of the dysfunction are identified and an appropriate
corrective process is set in motion. "Medical treatment,
discipline, much reassignment and employee counseling”48 operate
to eliminate dysfunctions. An efficient and effective personnel
system will aim at adopting and maintaining a balanced emphasis
on input-improving, input-sustaining and input-controlling

mediators.

3.3.4 Implications of the systems model for a personnel system

The systems model that has been presented constitutes a unified

whole which comprises a network of interrelated subsystems that

46.  Ibid.
47.  Ibid., p. 56.

48.  Ibid., p. 57.
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interact within a specific environment to accomplish
institutional objectives. [t determines the primary uses of the
activities 1identified as input processes, mediators and output
processes of a personnel system to enable it to make an effective
contribution toward institutional success. Miner and Miner
identify three problem areas where the utility of the systems

model must be emphasized:

"1. The 1input problem - How can recruitment and selection

procedures be wused to maximize goal attainment most

effectively?
2. The mediator problem - What techniques can be used to
improve, sustain and control an (institution's) human

resources in order to maximize goal attainment? (and)

3. The output problem - How can role prescriptions be
established and role behaviours evaluated in order to

49
maximize goal attainment?"

This model provides a mechanism "for truly creative thinking

about basic personnel problems and for the development of

-—

49. Ibid., p. 58.
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50 '
original approaches to their solution."” The systems model 1is

also significant for personnel strategies.

The model provides a tool for designing and developing specific
strategies tailored to the needs of different institutions, 1i.e.
whether or not to put emphasis on 1nput processes or médiators,
for instance, a major emphasis on input processes would be most
appropriate for professionals, scientists or any other
specialist group of employees who are the best products of
universities and other tertiary institutions. An emphasis on
mediators, for example heavy investment on further training, for
this category of employees would yield very 1little or no
increments in performance. Miner & Mirer suggest that "where an input-
maximizing strategy is employed, input-improving mediators should
be de-emphasized. Those of the sustaining and control type
should be entirely adequate.”51 It is important, therefore, that
personnel strategies be developed to address identified causes of
conflict and discontent and that such strategies should relate to

the specific group of employees concerned.

3.4 Recognition of the interrelatedness of the personnel

function and other administrative activities

It is essential to recognise that personnel administration is

50. Ibid., p. 59.

51. Ibid.
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closely intertwined in 1its operation and effects to other
administrative functions of an institution. This, 1in turn, would
require that the personnel section or department be integrated
more intimately into the administrative infra-structure. Instead
of focusing on distinct sub-activities such as "recruitment and
testing, the personnel function should be part of a large
administrative system 1n which human resources are processed
through the institution.”52 The primary role of personnel
administration 1s, therefore, to aid and quide line officials in
understanding and utilizing personnel effectively. This
objective may  be accomplished only through a clear
conceptualization of the inter-relatedness of the personnel
function and other administrative activities. The main elements

of  the personnel system and their effect on the  other

administrative functions may be briefly summarized as follows:

3.4.1 Recruitment, selection and placement

This subsystem is responsible for the recruitment, selection and
placement of candidates. I't matches them with the requirements

of the institution concerned by focusing upon the qualifications

and interests of the individual applicants, the requirements of

line  officials and the perceived future needs of the

-

52. Hays, op. cit., p. 8l.
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53 . o
institution. The primary consideration in reaching a decision
relating to this subsystem is whether or not candidates are
likely to achieve success in the institution, that is, whether
they can be expected to make a sizable contribution to the

attainment of institutional objectives.

3.4.2 Training and development

This subsystem ensures that there is a continuing improvement of
personnel from entrance into, up to the point of exit from the
institution. An efficient and effective personnel system will
engage in the development and implementation of training
programmes for its new employees, upgrade the skills and levels
of performance of its existing workforce and also raise the level
of  performance of its top-level administrators  through
development programmes. This element also provides assistance to
top officials in adjusting to technological changes, identifying

potentially promotable personnel, and in singling out problems

that might be addressed through  training and
54

career

development.

53. Ibid.

54, Hays, op. cit., p. 82.
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3.4.3 Compensation and benefits

This element provides for rewarding initiative and generates
motivation and this leads to improved levels of employee
satisfaction and performance. This subsystem 'designs ;ncentive
and employee recognition mechanisms which are consistent with
task requirements and resource constraints."55 The primary
intent of monetary payment programmes for employees is to provide
an input - output mediator which serves to enhance motivation to
contribute to institutional objectives. "Whereas training is
directed toward changing people to make them more effective,
payment programs should be designed to provide inducements sothat
individuals . will try to make the best use of their exlsting
capabilities.”56 Wage and salary administration also serves a
significant dual purpose, that is, talent attraction and talent
retention. If the commencing levels of a rewards system are
attractive, candidates with the desired characteristics will be

induced to join. Attractive pay levels will also 1nduce

employees to remain with the institution.
3.4.4 Labour relations

Labour relations is a subsystem with the greatest potential for

-_

55. Ibid.

56. Miner, op. cit., p. 432.
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stress and conflict within  an institution. Personnel
administration has the continuing responsibility to develop
policies and procedures calculated to minimize or ideally
eliminate conflict and stress situations. The primary objective
of this element is to attain the least internal conf}ict and

stress possible while at the same time maintaining maximum

control  over all aspects of personnel utilization  and
57

productivity.

3.4.5 Performance evaluation

Employees may tend to perform_well below the level of their
initial undertaking, even to the point where a glaring disparity
between role behaviour and role prescriptions becomes noticeable.
Performance evaluation focuses on the process of performance

control and on mediators that may serve a corrective function.

3.4.6 Communication

This subsystem focuses  on  procedures that personnel

administration can utilize directly to foster accomplishment of

the institutional objectives. It "ensures lateral, upward, and

downward communication between managers, employees, and the other

57. Ibid.
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personnel subsystems," ensures timely feedback throughout the
system regarding manpower flow, training needs, recruitment and
staffing requirements, evaluation programmes, incentive programmes,

59
and employee development efforts.

3.5 Summary

The requirements for an efficient and effective personnel system
will always be determined by the nature of the institutional
objectives. The goals of the personnel system constitute an
integral part of these institutional objectives. A personnel
system must be designed, developed and implemented to facilitate
the attainm?nt of task goals, maintenance goals and social
responsibility. Productivity levels reflect the success or
failure of a personnel system in its pursuit of institutional
goals. The maintenance goals enable the institution to survive
any constraints or stress emanating from the external or internal
environment. Internal stress may derive from intergroup
conflict, low morale and general dissatisfaction with the work
environment. External stress, on the other hand, may be caused

by public opinion, economic vested interests and government.

58. Hays, op. cit., p. 82.
59. Ibid.
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A systems model is essential in reaching a comprehensive
understanding of the increased role of personnel administration
in the realization of institutional goals. The 1input-output
device facilitates conceptualization of role prescriptions, role
behaviours and mediators. It facilitates the organization of the
personnel function by emphasizing broad problem areas, such as
the 1input problem, the mediator problem and the output problem.
This device 1s instrumental in the formulation of specific

personnel strategies suitable for individual institutions.

Recognition of the interrelatedness of the personnel function and
wpther administrative functions 1is also essential for the
development 9f an efficient and effective personnel system. This
aspect necessitates that the personnel unit should be intimately

integrated into the whole administrative infrastructure.
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CHAPTER 4

Policy-making and organizational planning for personnel provision

and utilization

4.1 Introduction

In this chapter attention will be given to the essence of the
policy of the Central Government and its effect on organizational
planning of the different types of Black urban local government
institutions. It is essential to examine the policy that
outlines the ground rules and defines the boundaries within which
institutional objectives, organizational planning and personnel
administratidn must be formulated and operated. This exercise
will lead to a clearer discernment of the objectives that are
designed to give municipal institutions and their members
direction and purpose. It 1is also desirable to cultivate a
proper appreciation of organizational planning as a process of
designing and establishing structures that are instrumental in

the pursuit and realization of the objectives that bhave been

identified.

Thus, policies, organizational concepts and structures,
characteristics and forms developed for the administration of
personnel will be the subject of this chapter.

Particular

attention will be devoted to the integration of official policy,
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municipal institutional objectives and organizational planning;
formal organization structures; authority, responsibility and
chain of command within organization structures as well as the
position, structure and role of a personnel department. The aim
of this chapter is, therefore, to establish the nature of the
policies, organization structures and formal arrangements for the
issue of directions and the exercise of controls affecting

personnel administration in Black urban local authorities.

4.2 Integrating official policy, municipal institutional

objectives and organizational planning

Organizational planning within Black wurban local government

institutions occurs in the light of institutional objectives

1
determined according to the operating official policy. The

Black Local Authorities Act, 1982 (Act 102 of 1982), as amended,
lays down broad policy quidelines which relate, inter alia, to
the establishmen{, organizational planning and provision of
personnel of Black urban local authorities.2 The institutional

objectives derive from the policy guidelines of the Act and are

pursued through the executive units created in terms of the

1. See the long title of the Black Local Authorities Act,
1982 (Act 102 of 1982) as amended; refer also to section

g;(lgg )this Act and the schedule which relates to section
1

2. Sgcﬁions 2, 20, 21, 30, 31 and 34 of the Black Local Autho-
rities Act, 1982 (Act 10?2 of 1982) as amended.
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provisions of the Act. Besides functioning as a policy
guideline, the Act also serves as a golden thread that sews
together the official  policy, institutional  objectives,
organizational planning as well as the operation of personnel

administration.

4.2.1 Nature and utility of policies involved in  the

formulation of municipal institutional objectives

The Black wurban local authorities which have emerged 1in the

Republic  of South Africa are a product of the political
4
developments which span a number of decades. The race policies

of the White race governments of the South African political
5 _
system resllted in the creation of wurban local government

institutions designed to cater specifically for separate race
6

groups.  The Black Local Authorities Act, 1982 (Act 102 of 1982)

as amended, provides, inter alia, "for the establishment of local

authority committees, town councils, city councils and town

7
committees for Black persons in certain areas." According to
3. Section 31 of the Black Local Authorities Act, 1982 (Act

102 of 1982).

4. These developments have been examined in Chapter 2 supra.

5. The concept "political system" is defined in Chapter 1
supra.

6. See the provisions of the Group Areas Act, 1966 (Act 36 of
1966) and the Black Local Authorities Act, 1982 (Act 102
of 1982).

7. Refer to the long title of the Act.
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Cloete, these 'certain areas'" are the "White urban areas" wherg

special provision has been made for the residence of Africans.

He explains that this is done "in conformity with the
9
government's  group areas policy". This special provision

applies "only (to) Blacks employed in White municipalities.
Blacks who are not needed to satisfy the labour needs as well as

undesirable Blacks may be removed from the White municipalities
10
and sent to national states of the Blacks". This practice

occurs in terms of the government's policy of  separate
11
development or apartheid. There have been variations of this
12
policy and also a change of emphasis from time to time.

Local government and administration for Africans in urban areas
occurs within the limits laid down by the provisions of Acts of
13

Parliament. These local authorities are empowered to exercise

the rights and also obliged to perform the functions and duties

8. Cloete, J J-N: Central, Provincial and Municipal Institu-
tions of South Africa, J L van Schaik, Pretoria, 1982 p.
286.
9. Ibid.
10. Ibid., p. 287. Refer also to the provisions of the Black
(Urban Areas) Consolidation Act, 1945 (Act 25 of 1945).
11. Refer to the analysis aof concepts j
pts in Chapter 1 supra. f
the meaning of these terms. b o
12. These variations have been examined in Chapter 2 above.
13. A series of these Acts has been identified and discussed

in Chapter 2 supra.
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that are prescribed to them by Parliament. Local authorities
in these areas derive, therefore, their institutional objectives
from the Statutes. These objectives are designed to give a local

15
authority, its members and officials, direction and purpose.

The traditional Jjustification for the establishment of local
government structures is to give the citizens or residents the
opportunity to provide for those matters which are of a local
nature.16 To ensure that each urban local community is governed
with proper recognition of its local interests it is normally

expected that the citizens or residents should be actively

involved in the determination of policies for the provision of

17
services and goods. Policy-making takes place at many
18 ,
different lévels. Local authorities are established in terms
19
of the policy imperatives of the Central Government. Policy-

making also occurs at the various levels of the local authority

14. sections 23, 24 and 27 of the Black Local Authorities Act,
1982 (Act 102 of 1982).

15. Byars, L L and Rue, L W: Personnel Management: Concepts
and Applications, W B Saunders Company, Philadelphia,
1979, p. 37.

16. Cloete, op. cit., p. 241.
17. Ibid.

18. Hangkgm, 5> X and Thornhill, C: The Functions of the Public
Administrator, Butterworths, Durban, 1986 p. 17.

19. Refer to the Group Areas Act, 1966 (Act 36 of 1966) and

the Black Local Authorities Act, 1982 (Act 102 of 1982).
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20
itself. Naturally the different levels of policy-making within

a local authority should be effectively co-ordinated to eliminate
2]

institutional dysfunctioning. The local authority, in turn, 1s
22

expected to adhere strictly to the national policy.

Policies are established to assist in the accomplishment of

23
institutional objectives. Policies are broad general guides to
24
action that should help in the pursuit and attainment of
25
objectives. Policies bhave a profound utility in that they

facilitate decision-making processes by providing definite
guidelines to follow. They also ensure a certain degree of

26
consistency among decisions adopted.

Although pélicies are established to requlate action toward

20. These levels may be identified as the council, executive
committee, chief executive officer, heads of departments

and  other  supervisory segments of  the personnel
establishment.

21. This is the responsibility of a chief executive officer
of a local authority; refer to section 30(3) of the Black
Local Authorities Act, 1982.

22. sections 3, 29, 29A and 56 of the Black Local Authorities

Act, 1982.
23. Byars, op. cit., p. 40.
24. Refer to The Reader's Digest Great Encyclopaedic Dic-

tionary, Vol. 2 M-Z, The Reader's Digest Association, C
Town, 1974, p. 683. "o e

25. Byars, op. cit., p. 40.
26. Ibid.
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institutional goals, they may also exhibit a tendency 53
gradually become divorced from the intended ob jectives.

According to Byars, '"policies are readily established and
implemented, but seldom updated and almost never eliminated. In
time the (institution) accumulates many policies that not ogly do
not facilitate but may hamper the attaimment of goals".2 It
stands to reason, therefore, that if there is a variation of
perception aof the objectives of an institution, this should also

be manifested in the modification of policy directives to provide

guidelines for the circumstances that have changed.
4.2.2 Institutional objectives and organizational planning

Objectiv;g ‘are designed to give an institution direction and

purpose. They provide, therefore, the reason for the existence

of an institution. The objectives are pursued according to the

policies which outline the ground rules and define the

boundaries. Historical factors have influenced the establishment
30

of the objectives of the Black urban local authorities. Local

government and administration in South Africa, like all spheres

27. Ibid.

28. Ibid.

29. Ibid., p. 37.

30. Refer to Chapter 2 supra. for an examination of these

historical factors.
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of social 1life, has been, and still 1s strongly dominated by
considerations of race.31 Urban local authorities for Africans
have as their primary objective, the provision of goods and
services to members of the African race who qualify for residence

32
in prescribed areas.

Objectives are always accomplished through structures designed
for the institution in terms of policy directives or through
additional structures established by the existing body itself,
subject to policy guidelines.33 The creation of a structure of
an institution 1is realized through the organizational planning
process. Organizational planning involves, therefore, the
preparation of policy gquides as.to the establishment of the
components or divisions of the institution. This also involves
the creation and location of positions within the various
departments, divisions and units. These aspects are usually
reflected in policy manuals and organization charts.

It is always assumed that the primary consideration in designing
and developing an organizational plan and structure of an
institution is that the organizational pattern selected should be

the one that will contribute maximally to the attainment of the

31. These considerations are also discussed in Chapter 2
supra.
32. Section 8 of the Black Local Authorities Act, 1987 (Act
—===f T4’ AULhorities Act

102 of 1982).

33. Sgctions 20, 21, 30, 31 and 34 of the Black Local Authori-
ties Act, 1982 (Act 102 of 1982).



102

institutional objectives, that 1is, '"one that will facilitate
coping with the uncertainties of the environment, within existing
(and anticipated) constraints”.34 Miner & Mirer state further that
"ideally, the structure in effect at any given time will be the
one that can make a maximal contribution. The difficulty is that
no one knows exactly what this ideal is”.35 Inspite of this
professed ignorance on the part of the organizational planner,
there are, however, some considerations that can provide guidance
and thus permit an organizational design at least approximating
the ideal.36 What probably confounds the organizational planning
specialist, 1s the qgreat diversity of organizational patterns
found in different institutions, private or public, reflecting
the diversity of the problems experienced by such institutions.37
But even more, it does reflect the diversity of opinion among

those responsible for organizational planning. It would appear

to be primarily because of these opinion differences that some

institutions might  undergo major reorganization quite
38 -

frequently.

34. Miner, J B and Miner M G: Personnel and Industrial Rela-
tions, A Managerial Approach, MacMillan Publishing
Company, New York, 1985 p. 137.

35. Ibid., pp. 137-138.

36. Ibid., p. 138.

37. Ibid.

38. Ibid.
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One of these considerations that can provide some approximation
of the 1ideal would be the role played by the organizational
plans, structures and policy guides in reducing conflic§9and thus
fostering the maintenance objective of an institution. These
plans, structures and guides facilitate the formulation of role
prescriptions for the entire position framework of  the
institution.ao When role prescriptions are not clear, or have an
element of ambiguity, considerable stress can be generated within
the institution as heads of departments, divisions or units fight
to gain control over activities, especially new activities, and
thus build their empires.al This kind of conflict can be
minimized, if not eliminated altogether, if it is possible to
establish Elear role prescriptions that are accepted as
legitimate by the members of the institution.[\lZ The important
factor 1in organizational planning is, therefore, to gain
acceptance for areas of jurisdiction or realms of authority in
order to eliminate conflict. An organizational planning unit has
to devote special attention to spheres  of overlapping
43

Jurisdiction and work inter-dependence. Every effort should be

made to bhave as clear a statement as possible regarding which

39. Ibid.
40. Ibid.
41. Ibid.
42. Ibid.

43, Ibid.
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department, division, unit or office has which set  of

responsibilities.

Organizational plans and policy manuals represent, therefore, "a

44
complex amalgam of what is and what should be". Their
essential purpose 1s to identify the location of the decision-
making authority as well as facilitate the implementation of such
decisions. The organizational planning unit may devote its
attention to the restructuring of an existing institution.45 If
the institution '"is large and the types of work performed are
varied, the organization planning process would become extremely
complex".46 There would be the need to spell out the "task or
productivity objective of the (institution) in detail”47 then a

clear picture of role prescriptions must be designed and

developed.

Organizational planning is, therefore, concerned with the process
of designing and adopting a structure with a set of role

prescriptions that will guide the workforce in the pursuit and

attainment of its institutional objectives.

4.3 Formal  organization structures of Black urban local

authorities

Black urban local authorities, like all institutions, have

-

44, Ibid., p. 136.
45. Ibid.

46. Ibid.

47, Ibid.
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specific objectives which they strive to attain. Their ability
to direct their efforts in a concerted or co-ordinated manner 1is
greatly improved by the adoption of a formal organization
structure.49 The formal organization structure 1is always
intended to reflect the specific requirements of the institution
as determined by the objectives it is seeking to achieve.50 This
formal organization structure establishes the formal relationship
among the various units of a local authority and provides the
basis for grouping the activities to be performed into jobs and
also for determining the inter-personal relations that are to
exist formally among the wvarious categories of personnel
performing the divergent tasks of the local authority.51 An
examination of this aspect Wwi1l reveal that formal organization

structures “have been established in the Black wurban local

authorities in terms of the provisions of the Black Local Autho-
52

rities Act, 1982 (Act 102 of 1982).

48. Section 23 of the Black Local Authorities Act, 1982 (Act
102 of 1982) as amended.

49. Byars, op. cit., p. 12.

50. Chruden, H J and Sherman, Jr A W: Managing Human Resources
iguth—Western Publishing Co. Cincinnati, Ohio, 1984, p.
51. Ibid.

52. Sections 2, 20, 21, 23, 30, 31 and 34.
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53
4.3.1 An organization structure viewed as a system

Black urban local authorities, like all public institutions, are
obliged to establish formal organization structures. The nature
of these structures can be perceived in terms of the systems
theory.54 An organization structure, according to this view, may
be likened to a network of interrelated components or bounded
regions associated in functional relationships and interacting
within a specific institutional environment to attain specific

55
objectives.

These bounded regions or components of a network are, 1in the case
of a Black urban local authority, the major policy-making organs,
that is, City or town council or town committee, executive
committee, executive wunits, that is, municipal departments,
divisions or units into which a local authority may be arranged,

including the individual positions and Job activities within

these components;56 The day-to-day operations of a local
authority are  accomplished  through the administrative
53. ?i;e;eggi?S?lYSis of this concept in Chapter 3 Supra. for
54. Ibid.

55. Chruden, loc. cit.

56. See an illustration of an organization chart of g city

council in Annexure (A).
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57 58 o .
functionaries. The top echelons of the administrative

segment provide the framework for directing, co-ordinating and

monitoring employee performance towards the realization of the

institution's goals.

4.3.2 Types and utility of formal organization structures

The basic types of formal organization structures have been

identified as the line structure and the line-and-staff

59
structure. Additional networks, for example, committees such
60 61
as executive committees, special committees, departmental
62

committees or inter-departmental committees  may be constructed
to augment the basic structures and thus facilitate the
achievement Jof institutional objectives. The organization
structures of the Black urban local authorities provide for the
existence of the elements of the line-and-staff structure though
the organization charts reflect only the 1line organization

structure, whereas these institutions have staff specialist units

57. The  administrative hierarchy starts from the chief
executive officer and extends downward to the lowest rank
in the organization structure.

58. Sections }O and 31 of the Black Local Authorities Act,
1982 provide for -the creation of positions of chief
executive officer and heads of departments, respectively.

59. Chruden, op. cit., p. 53.
60. Section 20 of the Black Local Authorities Act, 1982.
61. section 21 of the Black lLocal Authorities Act, 1982.

62. Chruden, op. cit., p. 57
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whose advisory or supporting role deserves to be properly
63
exhibited in such organization charts. The appointment of

committees mentioned above, brings in the dimension of additional

networks which must be accommodated 1in the  organization

64
structure. These committees may be established if a peed has
65
been identified and their existence may be ad hoc or of a long-
66
term duration.
4.3.2.1 Line organization structure
67
Also referred to as a scalar structure, the line organization
68
structure 1is the oldest and simplest form. This organization

structure permits a clear line of authority to be established and

maintained from the highest to the lowest levels within the
69

structure. The organization chart representing this type of

structure illustrates the lines of authority and the various

63. Refer to the organization chart appearing in Annexures B
and C.
64, Section 20 of the Black Local Authorities Act, 1982 makes

it @mperative for a city council to appoint an executive
Commlttee, whereas the other types of local authorities
may, 1n terms of section 21, establish special committees.

65. Ibid.
66. The pgriod would depend on the needs of the local
authority. The Act does not prescribe the duration of

such special committees.

67. Refer to the analysis of concepts in Chapter 1 supra.
68. Chruden, 0p. cit., p. 55. See also the figure appearing

in Annexure (A)

69. Ibid.
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70 _ _
levels with solid lines. In this type of organization
structure, each member of the establishment is held directly

71
responsible to only one supervisor, his immediate superior.

The line organization structure has been found to be best suited
to the requirements of a small institution.72 In such an
institution the organization structure would represent only a few
departments, say three, all directed and éontrolled by line
administrative heads, subject to the chief executive officer.73
These heads would exercise extensive authority and responsibility
over all the activities and personnel within their departments.7a
Such a structure would, however, assume possession by such heads
of departments of broad and diversified qualifications in order

to be able to cope with a variety of challenges without relying

upon the assistance or support of the staff specialist units or

departments.
70. Ibid.
7]. Ibid.

72. Chruden, loc. cit.

73. Ibid.

74, Ibid. Refer also to section 31(3) of the
Black Local Authorities Act, 1982 (Act 102 of 1982)




110

75
4.3.2.2 LLine-and-staff organization structure

As the activities of the line departments grow in number, scope
and complexity, the heads and the supervisors become less and
less able to remain adequately prepared and fully knowledgeable
with respect to all the specialized activities of  their
departments.76 Consequently, the appointment of  staff
specialists eventually becomes imperative for the creation of a
line-and-staff  organization structure. The line-and-staff
structure provides for the exercise of both line authority and
staff authority.78 The staff authority is usually represented by
broken lines of the organization chart whereas the line
authority, as observed above, is represented by solid lines.79

The line  departments are concerned directly with the
accomplishment of the institution's objectives, that 1is, the
provision of goods and services, while the staff departments or

units provide professional or expert assistance and guidance to

line heads and supervisors, in specialized areas over which they

75. Refer to the figure appearing in Annexure (D) for an
illustration of this structure.

76. Chruden, loc. cit.

77. Ibid.

78. Ibid.

79. Refer to footnote number 75 supra.
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have staff authority. This expert assistance or guidance
enables line heads to concentrate on the primary activities and
tasks of their departments. The primary goal of staff units 1is,
therefore, to assist and provide support to line departments in
achieving optimal institutional performance. Research  and
development, public relations, personnel administration and
industrial relations are typical examples of departments or units

81
that function in a staff capacity.

4.3.2.3 Utility of an organization structure

An essential and, indeed, inherent feature of any institution is

the structure through which its activities may be directed toward
82
desired goals. This structure helps to determine and identify

the nature and scope of activities of each of the Jjobs
83
comprising the total structure. These activities become the

actual duties of the officers and employees assigned to each
84

position or job.

80. Chruden, loc. cit

81. Byars, loc. cit.

82. Chruden, op. cit., p. 53
83. Ibid.

84. Ibid.
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A formal organization structure has a profound utility in that it
establishes the location of the authority and the channels
through which such authority is formally delegated and algg
determines the corresponding responsibility and accountability.

It 1s through these channels that formal relations among the
major policy-making organs, executive  levels agg the
administrative segments occur within an institution. The
formal  organization structure determines an  organizational
hierarchy, the chain of command and the prescribed lines of

87
communication within an institution.

4.3.3 Organization structures of the various types of Black

urban local authorities

The creation of the organization structures of Black urban local
authorities occurs within the guidelines laid down by the

provisions of the Black Local Authorities Act, 1982 (Act 102 of

88 -
1982). These organization structures differ from one type of
local authority to another. The nature of the organization

structure is determined by the designation of a local authority.

85. Ibid., p. 54.

86. Ibid.

87. Ibid.

88. Sections 2(1)(a), 20, 21, 30 and 31 of the Black Local

Authorities Act, 1982 (Act 102 of 1982).
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The Minister of Constitutional Development and Planning may

establish a local authority and designate it as a city council,Bg

town council, a town committee or a local authority committee.

The individual features of each form will be examined below.

4.3.3.1 City council

The council of a city council is the major policy-making organ of
90
this type of local authority. It occupies the highest point or

level of the pyramid representing the organization structure of
91
the local authority. A city council is presided over by a

mayor, or in his absence or incapacity, a deputy mayor, both
92
officers are elected by the city council from among its number.

"A city council shall appoint from among its members a committee,

to be known as the executive committee, to deal with matters

relating to the administration of the city council's affairs”.93

The executive committee constitutes, therefore, the second
94

“highest level of this pyramidal structure. An executive

committee is presided over by a member of the executive committee

89. Section 2(1)(a) of the Black Local Authorities Act, 1982
- (Act 102 of 1982).

90. Section 23 of the Black Local Authorities Act, 1982.

91. Refer to figure in Annexure A.

92. i;ggions 10, 11 and 12 of the Black Local Authorities Act

93. Section 20 of the Black Local Authorities Act, 1982.

94. Refer to the figure in Amnexure A.
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designated by the city council as chairman, or in his absence or

incapacity, by a vice-chairman also designated as such by the
95

city council from the members of the executive committee.

A town clerk, the chief executive officer of a local authority
96 :
which is designated as a city council is placed in the next
97
highest level of this hierarchical organization structure. This

officer is entrusted with the most comprehensive authority and
also charged with the full responsibility and accountability for
the execution of the local authority's resolutions and the
general administration of the local authority's affairs, sub ject
to the directions and control of the city council.98 In the
execution of his task, the town clerk directs, coordinates and
controls the activities of the heads of the various departments a
city council may create.99 The Act stipulates that a local
authority may create two or more departments for the effective
execution of 1ts activities and charge such departments with

100
functions and duties as it may deem fit.

95. Section 20 of the Black Local Authorities Act, 1982.
96. Section 30(1) of the Black Local Authorities Act, 1982.
97. Refer to the figure in Annexure A.

98. Section 30(3) of the Black Local Aughorities Act, 1982.
99. Section 31 of the Black Local Authorities Act, 1982.

100. Ibid.
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There are no Black wurban local authorities which have been
designated as city councils in Natal.101 Transvaal has seen the
mushrooming of a number of Black urban local authorities
designated as city councils, inter alia, the Atteridgeville City
Council; Daveyton City Council; Lekoa City Council; Mamelodi
City Council and Soweto City Council. Though the Act prescribes
the minimum number of two departments that may be established by
a local authority to carry out its activities, it does not lay
down the maximum number of such departments.102 The interesting
feature of the city councils that have been established so far is
that all have created five departments. These departments bear

similar or almost similar designations in all the city councils;

namely,

(1) Department of the Town Treasurer;

(ii)  Department of the Town Secretary;

(iii) Department of the City Engineer or Town Engineer;

(iv)  Department of Community Services or Housing and
Community Development; and

(v) Department of Emergency and Protection Services or

101. This information was obtained from Messrs Walter Dladla
and Herbert Masemola, both are officials of the Community
Services O0ffice of the Natal Provincial Administration.

The interview occurred on 17 March 1988 at the Community
Services Office in Durban.

102. Section 31(1) of the Black Local Authorities Act, 1982.
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lO}
Protective Services.

Some of the heads of departments bear designations that have

become almost tradition in local government and

104
administration. The other heads of departments carry a

designation, 1i.e. Director, that 1is relatively new in local

government parlance.

4.3.3.2 Town councils

The town council is the main policy-making body for such a local
105
authority. It is located at the apex of the pyramidal
106 '
organization structure of the local authority. A town council

has as its chairman, a mayor or in his absence or incapacity a
107
deputy-mayor. Both these officers are elected by the town
108
council from among its number. Unlike a city council a town

council is not obliged to appoint an executive committee to deal

-

103. Compare the designations of departments of the Atteridge-
ville and Lekoa City Councils. Refer to the figures
appearing in Annexure E and Annexure F.

104. Cloete, J J N: Towns and Cities: Their Government and
Administration, J L van Schaik, Pretoria 1986 pp. 76-77.
See in particular figures 8 and 9.

105. Section 2 of the Black Local Athorities Act, 1982.

106. Refer to the figure in Annexure G.

107. Sections 10, 11 and 12 of the Black Local Authorities Act,
1982 o

108. Sections 10 and 11 of the Black Local Authoriies Act, 1982.
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with matters relating to the administration of the town

109 .
council. A town council may, however, appoint from among its

members one or more speclal committees and charge any such
110

committee with such functions and duties as it may determine.

The creation of such a special committee or committees is subject
111

to the approval of the Director of Local Government.

The chief executive officer of a local authority which is a town
council 1is designated a town secretary.112 The town secretary,
as the chief executive officer of the town council, is entrusted
with authority and charged with responsibility and accountability
equivalent to that of the town clerk of a local authority which

113
is designated a city council.

Again there are no Black urban local authorities which have been
114
designated, at this stage, as town councils in Natal. In the

Transvaal the former community councils have been designated town

councils and though some of these town councils were initially

109. Section 20 of the Black Local Authorities Act, 1982.

110. Section 21(1)(a) of the Black Local Authoities Act, 1982.

111. Section 21(1). The Director of Local Government is
appointed by the ‘Minister of Constitutional Development

and Planning in terms of section 3 of the Black Local
Authorities Act, 1982.

112, section 30 of the Black Local Authorities Act, 1982.

113. Section 30(3) of the Black Local Authorities Act, 1987.

114. Refer to footnote number 101 supra.
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designated as such, they were subsequently upgraded to the status

of city councils after the Act had been amended to provide for a
115
city status.

In the performance of his functions and duties, the town

secretary directs, coordinates and controls the activitieilzf the

heads of various departments a town council may create. In

terms of the Act, a town council may create two or more

departments for the effective performance of its activities and

charge s;ch departments with functions and duties as it may
11

decide. Town councils have established the following

departments:

1. Department of the Town Treasurer;
2. Department of the Town Engineer;
5. Department  of  Housing and Community

Development;
4. Department of Management Services; and

118
5. Department of Protection Services.

115. Section 1 of the Black Local Authorities Amendment Act
1986 (Act 58 of 1986). =

116.  Sections 30 and 31 of the Black Local Authorit
rit
1982 (Act 102 of 1982). ==8x% Local Authorities Act,

117. Section 31(1).

118. Refer to the figure appearing in Annexure
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4.3.3.3 Town committees

A town committee is the highest policy-making body within a local
119

authority  designated as a town committee. 1t rests,

therefore, at the apex of the institution's organizational
120
hierarchy. In all types of Black urban local authorities the

mayor, or in his absence or incapacity, a deputy-mayor, presides

at  the meetings of the council or committee of a local
121
authority. The chief executive officer of a local authority

which is a town committee is designated secretary of the town
122
committee. The secretary of a town committee has the same

authority and bears the same responsibility as the chief

_ 123
executive officer of a city council or town council. He

would, therefore, direct, coordinate and control the activities

of the heads of the various departments created by the town
124

committee. In Natal the former community councils are being

125
re-constituted and designated town committees.

119.  Section 2(1)(a) of the Black Local Authorities Act, 1982.

120. See figure in Annexure H.

121. ?ggtions 10, 11 and 12 of the Black Local Authorities Act,
2.

122. Section 30(1) and (2) of the

Black Local Authoriti
1983 al Authorities Act,

123. Section 30(3).

124, Section 31(3).

125. Refer to footnote number 101 supra.
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A striking feature of the structure of such town committees

established in Natal so far is that the 0Organization and Work

Study Division of the Community Services Office, Natal Provincial

Administration, has elected to designate the organization units
as divisions rather than departments inspite of the clear
designation stipulated in the Act.126 These organization units
are designated as follows:

1. Estates and Treasury Divisions;

2. Town Engineer's Division;

3. Management Services Division;

4. Community Services, Health and Welfare Division;

and
127
5. Protection Services Division.

The heads of these organization wunits are referred to as

"divisional heads" and in fact bear various designations as

-

follows:
1. Assistant Administrative Officer - divisional head
for Estates and Treasury Division;
2. Community Development Organizer - divisional head

for Community Services, Health and Welfare Division

— -_— =

126. Refer to Grobler, R: Organizaton Study:

Bhekuzulu Town

Committee (Vryheid), Organization and Work Study Division,

Natal Provincial Administration, Durban, 1986.

127. Ibid.
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3. Senior Sergeant - divisional head for  the

Protection Services Division;

4. Town Foreman - divisional head for the Town

Engineer's Division; and

5. Senior Administration Clerk - divisional head for
the Management Services Divislon. This officer
controls only one section of the Management
Services Division, that 1s, the Secretariat
Section. The services in other sections, for
example, the Personnel Section, the Management
Advice Section and the Audit Section of this

Division is provided by what Grobler refers to as

an ‘"appropriate agent", which happens to be the

Community Services Office of the Natal Provincial
128

Administration.

The great bulk of functions allocated to these divisions has been
set aside for performance by this "appropriate agent" because, it

1s Cl?imed, the work volume and the lack of funds warrant such a
29

step.

128. Ibid.

129 Ibid.
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4.3.3.4 Local authority committees

There has been no formal establishment of local authority
130
committees in Natal up to this point. It shall be recalled

that local authority committees would be the reconstituted former
131 .
Black advisory boards which were subsequently re-designated

local committees in terms of the original provisions of the Black
132
Local Authorities Act, 1982. In terms of section 1 of the

Black Local Authorities Amendment Act, 1986 (Act 58 of 1986)

local committee has been deleted and substituted by local

authority committee.

The  organization structure of a local authority committee

follows a pattern similar to that of other types of local

133
authorities in the light of the provisions of the Act. The
local authority committee 1is the highest policy-making body

134
within the local authority. The local authority committee

must elect a méyor and deputy-mayor among the members of the

130. Refer to footnote number 101 supra.

131. Black advisory boards had been established in terms of

section 21 of the Black (Urban Areas) Consolidation Act,
1945 (Act 25 of 1945).

132. Section 5.

133. Sections 2, 21, 23, 30 and 31 of the Black Local Authori-
ties Act, 1982. Refer also to Annexure 1.

134, section 2 of the Black Local Authorities Act, 1982.
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135
Jocal authority committee. The mayor or, in his absence oOT

incapacity, the deputy-mayor presides at the meetings of the
136
Jocal authority committee. The local authority committee

shall appoint a person as the secretary of the local authority
137
committee. The secretary shall be the chief executive officer
138 ‘
of the local authority committee. The chief executive officer

shall be responsible for the execution of the resolutions and the

administration of the affairs of the local authority
139
committee.

The local authority committee is empowered to create departments
140
for the effective execution of 1its activities. Each

department shall be headed by a suifably qualified person
appointed by the local authority committee.141 A head of
department shall be responsible for the administration of his
department and shall perform his functions and duties subject to
the directions and control by the secretary of the local

. 142
authority committee.

135, Section 10 and 11 of the Black Local Authorities Act, 1982.

136. Section 12.

137. Section 30.

138.  Section 30(1) & (2).
139.  Section 30(3).

140. Section 31.

141, Section 31(2)

142. (Section 31(3)
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4.4 Authority, responsibility and chain of command within
143
organization structures

A major function of the organization structure is to establish
and locate authority and responsibility fozaeach incumbent  of
office or position within the institution.l The orgénization
structure also determines and creates formal channels through
which authority is entrusted and responsibility 1is assigned
downward to personnel at each successively lower level of the
hierarchical  structure. It 1s through these channels that
official relations between superiors and subordinates are
intended to occur within the institution. The channels also
determine the chain of command within the organization structure.
The administrative levels of the organization structure, from the

chief executive officer to the lowest rung of the ladder,

constitute the administrative organizational hierarchy.

To execute and effectively accomplish their respective tasks,
officers and employees must be delegated authority commensurate
with their responsibilities. They must, conversely, be strictly

held responsible and accountable for the proper exercise of this

authority vested in them. All the abovementioned aspects of the

organization structure will be examined closely below.

143. These

concepts are explained n their respective
below.

contexts

laa. Chruden, op. cit., p. 52.
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4.4.1 Essence of authority

In any institution authority would constitute the right to take
action and exercise discretion in directéng, coordinating and
controlling activities of subordinates.la It 1is, therefore,
that powerful phenomenon that binds together the activities of an
institution towards the pursuit and accomplishment of its goals.
Formal authority within Black urban local authorities originates
with the governing council, that is, the city council, town
council, town committee or local authority committee,146 but
rests ultimately with Parliament and the society that qualifies
for formal participation in the national public policy-making

147
process which grant the institution the right of existence.

Through the process of delegation148 formal authority is passed
downward within the organization structure and shared among
subordinate incumbents of office or positions. Delegation of
authority does not prevent the withdrawal of such authority by

149
the local authority. Individual officials can, therefore,

145, Ibid.

146. Section 23 of the Black Local Authorities Act, 1982.

147. Franchise in national issues is restricted to members of
race groups stipulated in section 52 of the Republic of
South Africa Constitution Act, 1983 (Act 110 of 1983).

148, Section 32(1) of the Black Local Authorities Act, 1982.
-~z Lotal Authorities Act

149, Section 32(2).
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only rightfully exercise that authority which has been formally
delegated to them.150 The exercise of delegated authority 1s
always governed by the terms of such delegation and these terms
or gquidelines determine the extent of autonomy and discretion an
official may exercise. It is essential to grant optimal autonomy
to personnel and allow assumption of a greater role in aecision—
making 1in order to achieve maximum utilization of personnel.151
By so doing the council or committee and the top officials of
these local authorities can draw more on the knowledge, skills
and abilities of these employees for the benefit of the whole

152
institution.

4.4.2 Types of authority

There are two types of authority that are exercised within

institutions: line authority and staff authority.

4.4.2.1 Line au%hority

Line authority is the right to give directions to and

153
formal control over subordinate personnel. Included with line

exercise

150. Chruden, Jloc. cit.

151. Ibid.

152. Ibid.

153.  Ibid., p. 53.
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authority is the right to initiate and execute disciplinary
action when subordinates fail to carry out directions or to

154
comply with established rules and regulations.

4.4.2.2 Staff authority

Staff authority is the right to offer and provide assiggance,
counsel and service to the line organization structure.l It
lacks the right to direct others by enforcing its decisions or to
initiate and execute disciplinary action. At best it could only

eXercise persuasive influence to have 1its recommendations

accepted by line officials.

Staff authority only serves to provide expert or professional
guidance and coordination in the performance of a particular
function or task. "Established policies and procedures governing
the performance of a function provide the framework for such
coordination. Tﬂese policies and procedures can lend powerful
support to staff authority when they reflect the desires of top
(officials) and/or the requirements of law”.156 The authority of

members of staff units or departments, for example, personnel

departments or work study and efficiency divisions, 1s derived

154. Ibid.

155. Ibid.

156. Ibid.
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from their knowledge and expertise. In exercising this authority
and getting others to follow their recommendations, staff
personnel must offer and provide their counsel and assistance in
a diplomatic manner 1in order to avoid perceptions that their

157
efforts constitute an encroachment upon the line authority.

4.4.3 Essence of responsibility and accountability

Responsibility and accountability consist in the obligation of a
subordinate official or body to a superior official or policy-
making body to engage in the execution of specific functions or
duties and be answerable for the results of performance of such
functions or duties. This responsibility is assigned by the
council or committee to the chief executive officer who is
respansible for  the execution of the 1local authority's
resolutiigg and the administration of the local authority's
affairs. The chief executive officer, in turn, must divide
‘and ré—assign thi; responsibility to his immediate subordinates,
that 1is, the heads of departments who are responsible for the
administration of their departments and perform their functions

subject to the control and directions of the chief executive

159
officer. This divisipn and re-assignment of responsibility
157. Ibid.
158. Section 30(3) of the Black Local Authorities Act, 1982
D2ack Local Authorities Act .

159. Section 31(3).
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is repeated downward within the organization structure until the
160
lowest level of employees is reached.

It should be observed, however, that the assignment  of
responsibility by a superior level to a lower level does not
relieve the superior's responsibility and accountability for the
results achieved by the subordinates.161 The chief executive
officer of a local authority is held responsible for the proper
execution of the functions and duties of the whole 1local
authority.162 He 1s the accounting officer of the local
authority and 1is charged with the responsibility of accounting
for all the moneys received by the local authority and for all
the payments made by such local authority.163 The responsibility

for administering a local authority rests ultimately with the

city or town council or town committee or local authority
164
committee.

4.4.4 Chain of-command

A chain of command relates to the channels through which formal

160. Chruden, Ioc. cit.

lel. Ibid.

162. Section 30(3) of the Black Local Authorities Act, 1982.

163. Section 39.

164. Section 23.
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relations between superiors and their subordinates are intended
to occur within the organization structure.165 The levels within
an institution, from the chief executive officer to the most
junior worker through which this chain passes, 1is referred to as
the organizational hierarchy.l66 The chief executive officers
and heads of departments are, according to the theory. of the
chain of command, expected to communicate with any lower level in
the hierarchy through their subordinates in the chain  of
command.167 Conversely, lower levels are expected to report

168
upward through the chain without bypassing any link within it.

Chruden and Sherman warn that as the size of an institution and
the compleg}ty of 1ts operations increase, rigid adherence to
formal channels of communication can impede efficiency.l69 They
submit further that "for this reason, employees are being given
more freedom and are expected to do whatever is necessary to help
an enterprise achieve its goals. If bypassing a link in the

chain of command by giving information directly to others will

serve to speed up communication and contribute to greater

165. Chruden, op. cit., p. 54.

166. Ibid.
167. Ibid.
168. Ibid.

169. Ibid.
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efficiency, employees in many (institutions) are allowed or even
encouraged to do so. However, because some individuals in the
chain sometimes resent being bypassed, it may bi advisable to
inform them of the reasons for bypassing them". 0 From the
strict and unambiguous statutory provisions relating to the
Black urban local authorities,l7l i1t is very unlikely that there
can be any departures from rigid adherence to the chain of
command practice. Short-circuiting this chain of command can
probably contribute to conflict and lead to an institutional
dysfunctioning. In any case, the organization structure of Black
urban local authorities does not provide for a large number of
levels which are regarded as one of the underlying reasons for
172

the sluggishness of an institution. The operation of the

chain of command should, therefore, be quite smooth and

effective.

4.5 Position, structure and role of a personnel department

within Black urban local authorities

It is common for heads and senior administrative officers of line

. 173
departments to be involved in some aspects of personnel work.

170. Ibid.

171. sections 30, 31 and 39 of the

Black Local A b
Act, 1982. a uthorities

172. Chruden, loc.cit.

173. Byars, }PC- cit.
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In small institutions it could be expected that all aspects of
the personnel work would be performed by line officers whereas in
large institutions the huge size of the personnel establishment
and the complex nature of the divergent activities that ?;2
carried out most definitely militate against this arrangement.

This condition in large institutions would 1lead to the
establishment of a personnel department to specialize in the
development, 1implementation, coordination and control of the
personnel function. The personnel department should not,
however, be viewed as responsible for the performance of all
personnel duties, but should be seen as mainly directing and

175

coordinating these personnel functions. It is simply not

possible for line officers to leave all personnel matters to the

personnel department. There are specific areas where there is a
Jjoint responsibility, for example, inter alia, selection,
176

training, day-to-day counselling, evaluation and discipline.
Where a personnel department exists, it is a staff unit operating

in an advisory capacity only and, consequently, does not possess
177
authority to direct line departments.

174. Ibid.

175. Ibid., p. 13

176. Ibid.

177. Ibid.
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4.5.1 Position accorded to and structure of a  personnel

department within the organization structure

The personnel unit within Black urban local authorities does not,
as yet, constitute a full-fledged department.l78 In local
authorities which have been designated city councils, the
personnel unit constitutes one of the five components of the
department of the town Secretary.l79 The town secretary, as head

of the department, 1is responsible for the following sub-units

which are designated branches:

1. Auxiliary and Secretarial Branch;

2., Legal Services Branch;

3. Personnel Branch;

4. Civil Protection Branch; and
180

5. Public Relations Branch.

The personnel branch is sub-divided into three units designated

divisions:

1. Personnel Services Division;

2. Personnel Development Division; and
178. Refer to figures in Annexures A, G, Hand I.
179, Refer to figure in Annexure A.

180. Ibid.
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181
3. Organization and Work Study Division.

The top officer of the personnel branch carries the title of
Senior Personnel Officer and reports directly to the Town
Secretary.182 The supervisors of the abovementioned divisions
carry the titles of Personnel Officer, Training Officer and
Efficiency Officer respectively and all report directly to the

183
Senior Personnel Officer.

In a local authority which is designated a town council the
personnel function 1is carried out as an inteqgral part of the
functions of the Department of Management Services. The
structure of and position accorded to the personnel unit
resembles that of the equivalent unit in a city council. In a
local authority which 1is designated a town committee the
personnel unit COTSZitutes an integral part of the Management
Services Division. It is one of the four sub-divisions that

are designated as sections:

1. Audit Sectiong

2. Management Advice Section;
181. Ibid.
182. Ibid.
183. Ibid.

184. Refer to the figure in Annexure H.
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3. Personnel Section; and
185
4. Secretariat Section.

The actual performance of the personnel function 1in a local

authority designated a town committee is carried out at present

by the Community Services Of fice of a Provincial Administration
186
which acts as an agent.

4.5.2 Role of a personnel department

A personnel department, division or section is normally a staff
unit which operates in an advisory or supportive capacity and
does not possess authority over line officers.l87 It 1s a
resources unit whose specialized services are utilized by the
other wunits of an institution. Traditionally the personnel
function involves the administration of an institution's human

188
resources. This relates to the determination of the

institution's personnel requirements, recruiting, selecting,

training and developing, rewarding and counselling employees,

acting as a liaison with labour unions and employing bodies as

185. Ibid.

186. Grobler, loc. cit.

187. Byars, op. cit., p. 13.
188. Ibid.
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well as attending to other issues that affect the well-being of
189
employees.

The personnel branch of a city council is established to render
190
personnel services and promote efficiency. In the pursuit of

these objectives it performs the following functions:

1. provides and maintains the staff development and
administers the conditions of service;
2. utilizes and develops employees; and

191
3. renders organization and work study services.

The sub-divisions of the personnel branch perform specialized and
detailed functions allotted to each Sub—divisioﬁ as reflected in
the organization structure of the Atteridgeville City Council.192
The primary role of a personnel unit is, therefore, to contribute
in every way possible to the achievement of the institution's

ob jectives. This role includes helping the personnel programme

respond and contribute to the total needs of the whole

organization structure.

189. Ibid.

190. Refer to the organization chart of the Atteridgeville City
Council in Annexure E.

191. Ibid.

192. Ibad.
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4.6 Summary

In this chapter an identification and analysis of the policy of
the Central Government in regard to Black urban local government
and administration has been conducted. The aim of the exercise
has been to explain the nature and utility of th; policy
imperatives and guidelines and establish their effect upon the
institutional objectives, organizational planning process and
personnel  administration in Black wurban local government
institutions. It has been essential, therefore, to establish the
link that integrates the official policy with municipal
institutional objectives, organizational planning and the actual
creation of organization structures which are the instruments for
the pursuit and accomplishment of the objectives of these

institutions.

Black wurban local authorities are expected to adhere strictly to
the policy directives and guidelines of the Central Government.

The  Minister of Constitutional Development and Planning does,

indeed, keep on behalf of Parliament, a close watch over the
activities of these local authorities. His right or obligation

of intervention where he is satisfied that failure or opposition

by a local authority would constitute a violation of these policy

directives or guidelines, ensures a continued operation within

the policy framework.
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Institutional objectives can only be achieved successfully
through  the creation of organization  structures. These
structures are a product of the organizational planning process.
Through this process the institution is divided into functional
components. FEach such functional component comprises a number of
positions which  serve as repositories of authority,
responsibility and accountability. The actual operation of the
institution 1s achieved through the wvarious channels of
communication referred to as the chain of command. It is
essential  to distinguish between line authority and staff
authority in order to know and understand the operation of this

chain of command.

An examination of the organization structures of the wvarious
types of Black urban local authorities has revealed certain
inherent features which are characteristic of each type. It was

essential to amend the Black Local Authorities Act, 1982 (Act 10?2

of 1982) in order-to produce and formalize these structures. The
established cateqories of Black urban local authorities can now
be identified as city councils, town councils, town committees
and local authority committees. An executive committee can be
established only by a city council whereas the other types of
local authorities can establish special committees. The
position,” organization structure and role of a personnel

department, division or section has also been examined closely

with the aid of illustrations of existing arrangements in all

types of Black urban local authorities.
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This chapter is invaluable in the sense that it has carved out an
area, that 1is, a personnel wunit, which will, henceforth,
constitute a focal point for the examination of the actual
personnel processes and dynamics within an institution. These
personnel processes and dynamics, beginning with-the personnel
planning process and the point of entry and extending( over a
series of phases up to the eventual point of exit from the
institution, form the subject matter for the next chapter and the

others that follow after it.
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CHAPTER 5

Personnel planning, recruitment, selection and placement

5.1 Introduction

In the previous chapter it was stressed that the creation of an
organization structure and the design of the positions within it
are essential for the achievement of institutional objectives.
These objectives can be realized only through the positive
involvement o% people. It is essential, therefore, that the
positions within the organization structure be filled with
personnel who meet the necessary requirements. Meeting these
persannel needs requires effective planning of human resources;
positive recruitment strategies; a valid and fair selection
process as well as a proper placement of individuals as a final
dimension of the personnel provision process. These personnel

aspects form the focus of this chapter.

It must be observed, however, that in African wurban local
autharities these personnel processes were designed and developed
by the organization and efficiency divisions of the now defunct
development boards. This responsibility wasssubsequently, assumed

by the community services offices of the provincial authorities

on behalf of the Department of Constitutional Development and

Planning. Community  services offices of the provincial

authorities provide these services to the Black local authorities
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on an agency basis. Though'there is strong evidence of an
increasing degree of participation by the urban local authorities
in the determination of the personnel requirements and the actual
recruitment and selection of candidates for position openings,
such activities occur under a close supervision and guidance by
the personnel division of the community services offices-and the
Director of tocal Government. In terms of the Black Local

Authorities Act, 1982 (Act 102 of 1982) the Director of Local

Government  provides advice and gives assistance to local
authorities in regard to the exercise of a power or the
performance of a function or duty assigned to a local authority.
The extent of the involvement of the community services offices
of  the provincial authorities and the Director of Local

Government in these personnel functions will be examined below.

5.2 Personnel planning

Personnel  planning is "the process  of anticipating and
making provision for the movement of people into, within, and out
of the (institution). Its purpose is to optimize the utilization

of these resources and to have available the required number of

people with  the needed qualifications to fill position
_ » 1

openings where and  when these openings  occur."

1. Chruden, H J and Sherman, Jr A W: Managing Human Re-

Tgurces, South-Western Publishing Co. Cincinnati, 1984 P
1. .



142

Personnel planning seeks, therefore, to ensure that the right

number and kinds of people will be at the right places at the

right time in future, capable of doing those activities that are
2

essential to the success of an institution. The personnel

planning process comprises four sub-processes; namely

(1) forecasting future needs for different kinds of

skills and different types of personnel;
(11) inventorying existing personnel;

(1i1) projecting present resources into the future and
comparing the anticipated future position against

the needs that have been forecasted; and

(iv) planning the essential personnel functions such as
recruitment, selection, placement, training and

reward required to  meet future  personnel
3

requirements.

The  fourth sub-process involves the development of role
prescriptions for the personnel administrator, whereas the first
three sub-processes may require considerable involvement from

outside the  personnel department or unit, for example

-
2. Mingr, J B and Miner, M G: Personnel and Industrial Re-
lations, A Managerial A roach, MacMillan Publishing

Company, New York, 1985 p. 143.

3. Ibid.
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4
organization and efficiency experts. The end result 1is,
however, a set of specifications reflecting what personnel
activities must be carried out if future personnel requirements
need to be met. Miner and Miner warn that without clear and
precise role prescriptions of this kind, personnel planning can
become a futile intellectual exercise.5 In the assessment of

personnel planning within Black local authorities, these

specifications must always be borne in mind.

5.2.1 Significance of personnel planning

Planning is an essential tool for administration. As
administration entails accomplishing results with and through
people, thedplanning process must also include the institution's
human resources. Personnel planning provides a firm foundation
for an effective personnel programme and facilitates the
coordination of the6 series of personnel functions that are

performed within _t. Intangible costs to the institution may

result from inadequate personnel planning or lack of it

H for
example, inadequate personnel planning may result in vacancies
ramaining unfilled. The resulting loss in efficiency to the

institution can be costly, especially where the training of

replacements must precede full production operations.

"Situations also may occur in which employees are being laid-off
-
4. Ibid., p. 144.

5. Ibid.

6. Chruden, op cit., p. 100.
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in one department while applicants are being hired for similar
jobs in another department.”7 Lack of personnel planning makes
it difficult for employees as well to make plans for effective
career or personal development. Consequently, some of the more
competent and ambitious employees may begin to look ‘for job

openings where thelr career aspirations can be adequately met.

Personnel planning is but one area of the total planning process
in which an institution must engage. Strategic planning, which
is concerned with the steps to be taken in the achievement of the
goals of an 1institution, is closely related to personnel
planning because administrative strategies invariably involve the
use of personnel. It is essential, therefore, to realize that
for personnel planning to operate successfully, it must be
integrated 1into an overall institutional strategic plan.8 The
availability or lack of personnel plans need to be considered
when institutional strategies are designed, developed and
implemented. Peggonnel plans are established so that existing
and projected positions may be filled in an appropriate manner.9
It may be concluded, therefore, that both organizational and

personnel planning are closely tied to an overall institutional

strategic planning process and this reciprocal relationship

should be recognized.

7. Ibid.

8. Miner, op. cit., p. 144
9. Ibid.
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5.2.2 Approaches to personnel planning

Two  approaches to personnel plaaning may be identified:

quantitative and qualitative approaches. The quantitative or top-
down approach to personnel planning is top-directed and 1involves

the use of statistical and mathematical techniques. This
approach 1is used by theoreticians and professional planners and
it views employees as numerical entities that are grouped
according to considerations such as race, gender, age, skills,

tenure, Job  grade, pay level or some other convenient
configuration.ll The focus of this approach is on forecasting
personnel shortages, surpluses and career blockages; its main
objective 1is to establish an equilibrium between the demand and

12
supply of pepple in the light of the goals of an institution.

The qualitative or bottom-up approach to personnel planning is
employee-directed in the sense that it attempts to reconcile the

interests, abilities and aspirations of individual employees with

- 13
the current and future needs of the institution. Personnel

practitioners who are "experienced in training, counselling and

14
management development techniques use this approach". This

approach focuses on evaluations of employee performance and

10. Chruden, op. cit., 102.
11. Ibid.

12. Ibid.

13. Ibid., p. 103.

14. Ibid.
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promotability, as well as leadership and career development.
Naturally, the ideal would be that the personnel plan should
include the wuse of both approaches. In combination the two
approaches would complement each other and provide a more

complete planning coverage and bring together the contributions

of  both the mathematical theoreticians and personnel
practitioners.
5.2.3 Personnel forecasting

Personnel planning should strive for a proper balance not only
between techniques and their application, but also between the
emphasis placed upon demand considerations in relation to supply
considerations. Demand  considerations are based upon the
forecast and projection of trends that are likely to affect the
institution and their anticipated impact on its activities and
requirements for personnel. It follows, therefore, that
practically all Tinstitutions engage in at least short-term
personnel forecasting. In this respect, '"the exigencies of the
present situation exert a controlling influence. Inventories of
available talent and counts of vacant positions,

somet imes

supplemented by estimates of Jlosses through turnover,

15
usual approaches."

-_

15. Miner, op. cit., p. 145

retirement and so forth, are the
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Personnel forecasting involves the conversion of a projected
demand for goods and services into production  schedules,
per formance standards, Jjob descriptions and various izeps that
contribute to the determination of  personnel. These
requirements are then translated into specific jobs and specific

17
qualifications necessary to accomplish tasks.

The supply considerations relate to the determination of where
and how candidates with the required qualifications aig to be
attracted to position openings within an institution. As a
result of the difficulty experienced in attracting suitable
candidates for the increasing number of jobs that require
advanced levels of education and training, forecasting should
receive an~éven greater attentioh. For some positions or jobs,
such as those of a professional or technical nature, for example
medical officer of health, legal advisors, engineers, treasurers,
personnel practitioners and other categories, local authorities
cannot be expected to provide the necessary education and
training themselves. However, forecasting of personnel

requirements by Black urban local authorities could involve the

development of strategies by the Department of Constitutional
Development and Planning, in consultation with these local

authorities, that reach out into technical colleges  and

universities which are the centres for the cultivation of the

_

16. Chruden, op. cit., p. 104
17. Ibid.

18. Ibid.
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technical and professional talents. These strategies might
involve the stimulation of an  increased external personnel
supply through the funding of university fellowships, bursaries
and through other procedures calculated to expand the numbers of
students in particular programmes of study relating to the
various functions of municipal institutions. These strategies
might encourage students to take relevant preparatory courses and

degrees suitable for these positions.

These strategies are more likely to succeed if they are preceded
by a sense of identification by all South Africans with the
institutions of government at all levels. This spirit of
positive identifiéation can only surface if a new constitutional
order 1is designed, developed and implemented by the legitimate
leadership of South Africa. The availability of sultably
qualified African candidates for position openings in the Black
local authorities is at present negatively influenced by their
political perceptions. Even those who have accepted appointment
to positions of caief executive officers and heads of departments
of some of these local authorities show a deep sense of

19
about their participation in institutions which are re jected

concern

by Africans for the reason that they perpetuate apartheid.

Thus with the fore-knowledge permitted by personnel planning,

college and university graduates may be produced by these

e

19. Such pgrticipation 1s viewed as collaboration with the
apartheid regime. The identity of the officers of these

authorities who show this apprehension cannot be revealed
because they fear victimization.
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institutions and be available for appointment to senior ranks of

the local authorities. The Community Services Office of the Cape

of Good Hope, East Cape, has established a training centre 1in

Port Elizabeth to meet the personnel needs of the urban local
20
authorities 1in 1its area of jurisdiction. At this training

centre "Xhosa-speaking graduates" are being trained for positions

of chief executive officers and heads of departments for Black
21
local authorities in the Cape Province. Training is done on a

modular basis, i.e. "it will be interrupted by practical hands-on
22
sessions". "Successful candidates will be placed in the

employ of a Black Local Authority as Chief Executive Officer or
23
Head of Department". Whilst undergoing training candidates can

draw a salary which is negotiable up to R22224 per annum and this
24
is supplemented by a fringe benefits package." It is

noteworthy that this training centre is the first of its kind in
the Republic of South Africa. No similar training centres have

25
been established in Natal and Transvaal. The less skilled

20. Refer to the Sunday Times, Business Times, March 20, 1988
p. 16. This information was subsequently confirmed with
Mrs Amanda du Toit of the Personnel Employment (Local
Authorities) of the Community Services Office, Provincial
Administration of the Cape of Good Hope, East Cape. The
telephonic enquiry was conducted on 20 May 1988.

21. Ibid.
22. Ibid.
23. Ibid.
24. 1Ibid.
25. This information wasg obtained from Miss Alicia Helen

Hessgl,' Training Officer, Communit Services Office, Natal
Provincial Administration, at an interview held on 23 May
1988 at the Community Services O0ffice, Durban.
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applicants for skilled jobs may be hired with the expectation
that following the internal programmes, they can move up to fill

openings in more highly skilled occupations.

It must be realized that personnel planning does not cease when
forecasting has been accomplished. In fact,it is only then that
the wvarious processes of personnel administration, i;e. from
entrance into, up to exit from, the institution, take over, but
remain under the constant influence of the personnel planning

process.
5.3 Recruitment

Recruitment“ of personnel 1is one of the distinct steps in the
administration of personnel programmes in which the institution
attempts to fulfill its personnel needs. These needs stem from
the goals of the institution which result from the planning
decisions the leadership adopts to operationalize these
objecti\/es.z6 I; effect the establishment of an institution
results in the identification of tasks and activities that
require human power for their execution. What that human power
will be - its number, shape and ability - rests with the nature

of the task to be performed and recruitment constitutes that

personnel step which enables an institution to attract suitable

candidates for appointment. "Thus, 1in a sense,
26. Rabin, J, Vocino, T et al (eds): Handbook on Public Per-
sonnel Administration and Labour Relations, Marcel

Dekker, Inc., New York, 1983 p. 79.
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recruitment is a transition step from (institutional) design to
(institutional) function(ing)“.27 Recruitment is, therefore, the
process of attempting to locate and encourage potential
applicants to register an interest 1in existing or anticipated
position openings.28 This process consists in the efforts that

are made to inform the applicants fully about certain details

pertaining to the vacant posts and other pertinent issues.
5.3.1 Sources of qualified candidates

An institution may fill a position opening with a person already
in the employ of the institution or a person from 0utside.29 The
pattern of recruitment in Black local authorities, as young
bodies, haé been to rely heavily on external sources. The
existing scant personnel members of the now defunct community
councils were also absorbed into the personnel establishment of
the newly constituted urban local authorities which replaced
community councils.BO Senior ranks, for example chief executive

officers, heads of departments and other professional and

technical categories were filled by suitably qualified candidates

27. Ibid.

28. Chruden, loc. cit.

29. Byars, L.L an Rue, L W: Personnel Management: Concepts
and Applications, W B Saunders Company, Philadelphia,1979
p. 130.

30. This information was obtained from Mr Walter Dladla, a

personnel official of the Community Services Office of the
Natal Provincial Administration. The interview took place

—crcs PRoVANbldl Administration
on 17 March 1988 at the Community Services Office in
Durban. ’
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from outside sources. This was brought about by the arrangement
that professional and technical services were rendered by the
personnel of the development boards to the community councils and
the remaining advisory boards.31 The existing small personnel
establishment of community councils comprised onlyl clerical
personnel. When community councils and advisory boards were
dissolved, they 1left no legacy of senior ranks that could be
inherited by the Black local authorities and be placed in
positions of chief executive officers, heads of departments and

other professional and technical areas. It follows, therefore,

that recruitment has to be directed at outside sources.

To the extent possible, most institutions try to follow a policy
of filling job vacancies above the entry-level position through
promotions and transfers. "By filling vacancies through internal
promotions and transfers, an (institution) can capitalize on the

costs that it has invested in recruiting, selecting and training

- 32
its current employees." If an institution has been effective
in selecting qualified candidates, one of the
best sources of recruits for positions
31. Du Plessis, H A: "Administrative Requirements for the

Development of Towns and Cities for Blacks in Natal"
appearing in Coetzee, WAJ (ed): The Administrative Future
of the Natal region, (Proceedings of a symposium held at

the University of Durban-Westville on 7-9 July 19
199-200. PR e

32. Chruden, op. cit., p. 105.
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that become vacant at a later stage is 1its own employees.
Promotion from within has some advantages. In the first place an
institution should have a good idea of the strengths and
weaknesses of its employees. "The skills inventory which should
contain information on each employee's basic qualifications, can
be effectively wused as a starting point for recruiting from
within. After this initial screening, the employee's present and
past supervisors can be interviewed to obtain their evaluations
of his or her performance.”33 The availability of accurate data
concerning employees reduces the possibility of taking a wrong
decision. Conversely, employees are well informed about the
institution and 1its operations. "Another advantage is that
recruitment from within can have a positive effect on employee
morale and “motivation if it brevents lay-offs or creates
promotion opportunities.”34 When employees know that they will
receive tair consideration for position openings, an incentive
for a high level of performance is generated, whereas if there is
an inclination on-the part of the leadership to prefer candidates

from outside tor vacancies, the effect can draw negative

reactions.

Internal promotion serves to reward the employee receiving the

promotion for his or her past performance and hopefully will

-

33. Byars, op. cit., p. 131.
34. Ibid.
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result 1in sustained efforts by that person. It also gives the
employees reason to anticipate that similar efforts by them will
yield similar rewards and thus improves morale within the
institution. Chruden submits that "this is particularly true for
members of groups who have encountered difficulties in gaining
employment and have often faced even greater difficulty in
achieving advancement within an (institution).”35 He suggests
that for the internal promotion personnel policy to be a success,
employees must be clearly informed and this objective could be
met through the preparation and dissemination of written

36
statements covering this policy.

Such a pergonnel strategy has,. however, certain limitations.
Some positions, especially at the middle and upper levels, may
require specialized levels of education, training and experience
that are not available from within the institution. Applicants
appointed from external sources may also be a source of new ldeas
and bring with them the latest expertise acquired from previous
experience. Appointments from external sources tend to negate
the inbreeding of ideas. The other disadvantage associated with
recruiting from internal sources is that 1t often

occurs that

some employees are prdmoted until they reach a level of

35. Chruden, loc. cit.

36, Ibid.
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37
incompetence.

5.3.2 Methods of locating qualified candidates for position
openings

There is a variety of methods for locating qualified candidates
for position openings. These methods can be classified into two
categories, formal and informal. "Although such a classification
scheme is necessarily imprecise, it is based on the fact that
some methods make more use of established channels of job
availability than do others. For example, job posting,
advertising, campus recruitment, and the use of employment
agencies 4dre generally classified as formal methods of
recruitment. Persons referred by employees and walk-in
applicant§8 are examples of recruits obtained through informal
methods." Institutions may select recruiting methods on the
basis of circumsEances they face, for example, the number and
type of vacanciegé the labour enviromment and the state of the

national economy. The choice of a specific recruitment method

may be based on past experience and also convenience to the

institution.

37. Byars, loc. cit.
38. Ibid., p. 132.

39. Ibid.
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5.3.2.1 Computerized personnel record systems

Qualified candidates within an institution can be located by
means of computerized personnel record systems. Computers have
made possible the creation of data banks that contain a complete
record of, inter alia, qualifications of each employee. With
these records an institution can screen its entire work-force in
a matter of minutes to locate candidates who possess the
qualifications required to fill an opening. '"These data also can
be wused to predict the career paths of employees and to
anticipate when and where promotion opportunities for them may
occur."40 Since the value of the data is contingent upon being
current, the record system must include provisions for continual
up-dating d% employee qualifications and job placement as they
occur. -This method of locating suitably qualified candidates
from within institutions may become increasingly valuable to the
sophisticated

African wurban local authorities as they develop

personnel systems.
5.3.2.2 Job posting and bidding

Information relating to vacant positions may be communicated

internally through a process referred to as job posting. This
40. Chruden, op. cit., p. 106.
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process consists largely of posting notices on bulletin boards
for the information and attention of personnel within an
insti