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( vi) 

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 objectives. 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 In 

Natal and.. Transvaal. An examination of the historical 

development of personnel administration within urban local 

government institutions catering for the African in the urban 

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 variety 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 1S drawn on the basis of the findings. Some 

recommendations are advanced with the hope that their adoption 

and implementation might contribute signi ficantly 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 its 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 per sonnel administration. Personnel 

administration is an inherent component of the system designated 

as administration. There is a general consensus among authors In 

this field of study that administration comprises a variety of 

sUb-systems which have been identified as policy-making, 

financing, organlzlng, personnel prOVlSlon and utilization or 
1 

staffing, procedu~es and methods and controlling. 

1. Though there is 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, organlzlng, staffing, direction, control, innovation and representation. One of the early writers in administration, Gulick, L in "Notes on the theory of organization" in Gulick, Land Urwick, L (eds): Papers on the Science of Administration, Institute of Public Administration, New York, 1937, p. 13 coined the 
acronym POSDCORB which represented admi nistrative functions 
of planning, organizing, sta ffing, directing, coordi nat ing r eporting and budgeting. Cloete, J J N: Personnel 
Administration, J L van Sc haik , Pretoria, 1985 , p. 5 identifies these s ub-sy stems as, policy-making, financing, organizing, staffing, dete rmining and rationalizing work 
procedures and controlling. There is, therefore, a s ub­stantial agreement upon the general content of the process, only the listing of the sub-processes varies . 
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Though personnel administration cannot be completely divorced 

from its sister sub-processes, it may, however, be conveniently 

isolated for purposes of examlnlng its intrinsic 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 implications must be perceived as, on the whole, 

operative in 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 observed, however, that it would be impossible to 

undertake a fruitful study of personnel administration unless the 

effect of the interrelationship that exists bet~een personnel 

administration and the other five sub-processes of administration 

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

are 

l.e. 
the 

created 
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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 undertaken 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 
3 

established by the policy." 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: viz. 

3. Cloete, op. cit. 

4. Ibid., p. 6 . 
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(a) Generic administrative elements 

(i) policy-making 

(ii) organizing 

(iii) financing 

(iv) procedures and methods, and 

(v) controlling. 

5 
(b) Personnel functional elements. 

(i) procurement: recruitment, selection and placement 

(ii) training and development 

(iii) integration: labour relations .. 
(iv) compensation, maintenance, service and separation . 

According to Flippo, "it is possible to summarize this entire 

text into one sentence: Personnel (administration) is the 

planning, organizing, directing and controlling of the 

procurement, development, compensation, integration, maintenance, 

and separation of human resources to the end that individual, 
6 (institutional), and societal objectives are accomplished." 

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

6. Ibid. 
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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 its 

constituent elements. Policy-making: effective administrators 

recognize that a greater portion of their work is devoted 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 
B 

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. B. 

B. Flippo, op. cit. 
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may be relied ~pon by the chief executive officer or a policy-

making organ of an institution to provide expert advice and 

guidance in the general organization or re-structuring of an 

institution. Polic y-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 insti tution 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 usua lly taken up by salaries and 
9 

other personnel matter s ." A direct relationship between 

financing and personnel becomes quite pronounced at the stage 
10 

when a budget is prepared. 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 level s are maintained. Controll ing: 

according to Flippo, "it is logical that (the function of top 

leadership) s hould be that of control, that is, the obse rvation 

of action and its comparison with plans and the correction of any 

deviations. Control is the (administrative) function conce rned 

with regulating activities in accordance with the personnel plan, 

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

10. Ibid. 
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which in 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 is 
13 

administering." 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, i.e. the determination of personnel 

requirements and their recruitment, selection and placement. 

Selection and placement 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. 
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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 

acquisition or increase of skill or knowledge that 1S essential 

for proper task performance. This activity will increase 1n 

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 
14 

organizational interests." 

individual, societal, and 

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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15 
This personnel function is examined prevailing in a country. 

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 
16 

(insti tut ional) objectives." The level of rewards an 

institution offers its employees plays a crucial role in 

determining their level of motivation. In addition, compensation 

is instrumental in the determination of the quality and quantity 

of personnel that the institution is able to attract and 
17 

retain. The main elements of a compensation programme are 

presenteo iQ Chapter 8. 

The purpose of all the elements outlined above, both 

administrative and operative, 1S 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 objectives and 

the 

15. 

determination of the sub-objectives of the personnel 

Gerber, P 0, Nel, P S and van Dyk, P S: Human Resources Management, Southern Book Publi s hers, Pretoria, 1987, pp. 314-315. 

16. Flippo, op. cit. 

17. Byars , L L and Rue, 
and Applications, W 
1979, p. 254. 

L W: 
B 

Per sonne l Management: Concepts 
Saunders Company, Philadelphia, 
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function. The expenditure of funds in the personnel field can be 

f " d 1 l"f there l"S a net contribution towards these justi le on y 

goals. 

The text of this thesis is to conduct an in-depth analysis of 

personnel administration within a particular context, i.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 authohities 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 lS essential ln 

providing a proper perspective of personnel dynamics ln the 

present-day Black local authorities. This perspective is 

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 ur ban local government institutions for Africans as 

full - fledged local authorities has brought with it the need to 

know and understand the underlying system of ideas, structures 

and dynamics of these bodies. As personnel is one of the 

valuable resources, if not an institution's most precious asset, 

in the acc:.omplishment of institutional objectives, it lS 

essential to develop an insight into, and cultivate understanding 

of personnel administration and its intended contributions toward 

the attainment of local authority goals. 

A detailed analysis 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 ClVlC 

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 hav e the primary responsibility 

for coordinating and implementing policies relating to personnel 

functions, all supervisors are, to a degree, involved in the 

performance of these functions in their everyday relations with 

subordinates. It is in such positions of authority that urban 

local government 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 government institutions that were 

established, during the various phases of development, to cater 

for Africans in the urban areas of Natal and Trans vaal from about 

the middl e of the 19th century up to the present time. These 



sources are, 

policy-making 

13 

inter alia, Statutes, Bills, records of debates of 

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 

enqulrles 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 

ambiguit y of 

ln an analysis which is often burdened with the 

the South African bureaucratic Jargon. Although 
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in most of the key concepts used in this text are best clarified 

their particular contexts, some may be conveniently isolated for 

f h d · der to eliminate any possible explanation, be ore an ,1n or 

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 
18 

1950). This concept 1S also used by some political groups and 
19 

persons to refer, 1n a collective sense, to persons of 
20 

African, Indian and Coloured 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. The 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 v~ho 
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). 



refers 

This 

their 

15 

ople of Africa. to a native or indigenous person or pe 

from European or Asiatic distinguishes him 
21 

The South African Government 
22 

descendants. 

settlers or 

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, descended from the Dutch, has 
23 

adopted the designation "Afrikaner." The concepts African and 

Black are used interchangeably in this study. 

1.4.2 Urban 

The term u~ban 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 ln respect of such urban areas. These urban local 

government institutions should be clearly distinguished from any 

structures established in respect of townships falling under the 

21. Refe: to The Reader's Digest Great Encyclopaedic Dlctlonary, Th e Reader's Digest Association, Volume 1 A-L Oxford University Press , London, 1974, p. 32. ' 

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

23. According to The Reader' s Digest Great Encyclopaedic Dic tlonary, op. cit., an Afrikaner means a "person born in South Afri ca 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 

Regulations 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 isa unitary state comprising a 

three tier governmental 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. 

25. 

Refer to section 30 of the Republic of South Africa 
Constitution Act, 1983 (Act 110 of 1983). 

Refer to section 1 
Constitution Act, i983 
these provinces as Cape 
State and Transvaal. 

of the Republic of South Africa 
(Act 110 of 1983) which identifies 
of Good Hope, Natal, Orange Free 
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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 in 

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 Afr ica 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 Transke i Act 1976 (Act 100 of 1976). 
(ii) Status of Bophuthats wana Act, 1977 (Act 89 of 

1977) . 
( iii) Status of Venda Act, 1979 (Act 107 of 1979). 
(iv) Status of Ciskei Act, 1981 (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, QwaQwa, Kangwane and 

the rest, fall under the direct control of the Central 
30 

Government 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 
31 

tionary, 

to The Reader's Digest Great Encyclopaedic Dic-

~partheid 1S 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. 

32. 

The Reader's Digest Great Encyclopaedic Dictionary, cit., p. 51. 

Refer t? Schrire, . R (ed): South Africa: Public Policy Perspect1ves, Juta and Company Limited, Cape Town, 1982, p. 113. Refer also to The New Parliament, issued by the Department of Foreign Affairs, Perskor, Pretoria, 1984, p. 
3 and Cooperat~ve Co-Existence: The Road to Peace, Safety, Development, 1ssued 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. 

the Despite the subsequent inclusion of Coloureds and Indians in 

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 

super ordination 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 . 
34 

provides for a functional relationship. 

The structure 

33. Refer to the provlslons 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 Cabinet still indicates clearly which race group wields effective power. 

34 . Refer to Chruden, H J and Sherman, Jr. A W: Managing 
Human Resources, South-Western Publishing Company, Cinci­nnati, 1984, p. 55; and Heady, F: Public Administration : A Comparative Perspective, Prentice--~H~a~l~l---I-n-c-.~~E~n~g~~le~w~o~o~d 
Cliffs, New Jersey, 1966, p. 20. 
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CHAPTER 2 

Origin and development of personnel administration in 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 the 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 .find 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 
4 

official policy, on the outskirts of these towns. 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 
5 

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" ~ Aspects of the Native Question,Selected Addresses Dellvered 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 the Natal colony the urban location had no legal existence 

until the 20th century, but in the Transvaal, as in the Cape 
6 

colony, it had an earlier origin. In the Transvaal, however, 

urban locations were at first conceived as places for Asiatic 
7 

rather than African residence; "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, including 

the socalled Coolies, Arabs, Malays and Mohamedan subjects of the 
8 

Turkish Empire." The existence of the mine compound system was 

perceived as eliminating the need for any special provision for 
9 

Africans in the early Transvaal municipal laws. At all events, 

the legal r~~ognition 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 it shall be permitted to every householder or owner 

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

6. Ibid. p. 4. 

7. Ibid. 

8. Ibid. 

9. Ibid. 
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10 
domestic service." Town councils~were 'authorized to layout 

locations in the Crown Colony Government's Municipal Corporations 

Ordinance No. 58 of 1903, which also allowed them to regulate 
11 

"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 Natal colony, where 

the urban centres were close to the African reserves, soon became 

a central lssue. A memorandum by Theophilus Shepstone, Secretary 

for Native Affairs, put the influx of Africans in search of work 
13 

as the major problem. 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. Regulations for Towns in the South African Republic, 18 September 1899, printed in Statutes of the South African Republic, 1837 - 99, pp. 429-433. 

11. 

12. 

13. 

Sections 37-42 of the Crown Colony Government's Municipal Corporations Ordinance No. 58 of 1903, Transvaal. 

Davenport, op. cit., p. 5. 

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' regulations 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 
15 

require 'togt' labourers to live in compounds." The necessity 

for providi~g 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, 

15. 

16. 

17. 

save that the initiative was left with the town council 

Davenport, op. cit., p. 4. 

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

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 its 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, so lutions. 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 
20 

in both colonies was the location. 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 absolute 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. He llmann, E: "Urban Areas, " Handbook on Race Relat ions in South Africa. edited by He~l~l-m-a-n-n~,--~E~,~~O~x~f~o~r~d~U~n~v~e~r~s-i~t~y 
Press , (publi s hed for the South A fr ican Institut e of Race Re lations) Cape Town, 1949, p. 230 . 
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22 
not European. Thi s exc lus ion was a matter, not of was a 

23 
custom, but a deliberate act enshrined in written law. The 

tendency in Natal was to approximate more closely to the 
24 

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 practically 
25 

all the higher posts were s pecially reserved for the Europeans . 

This practice was extended to the personnel policies of the local 

authorities. Urban administrative officials for the various 

municipal departments were recruited only among members of the 

European community. Each local authori ty establi s hed a municipal 

department designated a "Department of Non-European Affairs" to 
26 deal with matters pertaining to the urban African. These 

22. 

23. 

24 

25. 

26. 

Brooks, E: "Government and Administration," Hellmann, E (ed) : Handbook on Race Relations in South Africa, Oxford University Press (published for the South African Institute of Race Re lation s) Cape Town, 1949, p. 27. 

Ibid . 

In the Cape Colony, . wh a t ever the practice was , the theory of government was based on the refusal to recognize race or colour as a qualification to participate ln the 
politi ca l process . In the Orange Free State racial prej udice was as i nt ense as it was in t he Tr ansvaal . 

Brookes, Op e cit ., p. 33 . 

Vo s loo, W B et . a l.: Local Government in Sout hern Afr ica, 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 
29 28 

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 is 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 

30 official, which are so often unharmonious. They suggested 
further that these officials should be recruited from amongst 
that small but valuable group of Europeans which desires to work 31 
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. 

28. 

29. 

30. 

3l. 

32. 

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

Ibid. 

Ibid. 

Ibid. 

Ibid. 

Ibid. 
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Suzman and Kahn warned very strongly against the appointment of 

location superintendents who were too often unqualified for the 
33 

posts . "Retired policemen and army officials are not 

necessar ily, by virtue of their past experience and present 

genteel poverty, suited to the post of location superintendent. 
34 

Nor are ex-farmers and rural s ub-clerks, " with a knowledge of 

the vernacular and tribal organi zation, 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 mechanis m to cont rol urban African 

affairs 

According to Hellmann, "with the passage of the Act of Union ln 

1909, a contradiction immediately became apparent. Section 85 of 

the Act vested the control of municipal legis lation and 

administration in the prov i ncial councils, while Section 147 

reserved to the Governor-General-in-Counci l the cont rol and 

administration of Native Affa irs . Finally 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 of policy and 
35 

Hellmann be in a position to exercise supervising authority." 

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 government. 

37 3B 
Davenport observes that the governments of Botha and Smuts 

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 
39 

on the ground immediately below their feet." Though the Union 

Government ~rovided itself with powers, the mere provlslon of 

powers ln itself 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 Louis Botha served as the first Prime Minister of the Union of South Africa. 

3B. 

39. 

40. 

General Jan Smuts became the second Prime Minister of the Union of South Africa. 

Davenport, op. cit., p. B. 

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 provlnces. 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, 
46 

but made no 

attempt to define them. 

41. 

42. 

43. 

44. 

45. 

Ibid. 

Davenport, op. cit., p. 8. 

Ibid. 

The exemptions related to the operation of Native laws as 
well as curfew restrictions imposed on Africans. 

See the Union Gazette Extraordinary, 19 January, 1918 for 
the text of the Bill. 

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 
47 

and European alike. This apprehension served as an incentive 

to press ahead with the urban 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 Ac~ 1920 (Act 

23 of 1920) and the Transvaal Local Government Commission under 
48 

the chairmanship of Colonel C F Stallard. In its report issued 

in 1922, t~e 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 
50 

themselves through trading ventures in the locations. 

47. Ibid., p. 13. 

48. Ibid. 

49. Ibid. 

50. Ibid. 

recouping 
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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 lS given to the Nativ e 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 
51 

sanitary 

requirements of the local authority." 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 is willing to enter and to minister to the 

needs of ~he White man, and should depart therefrom when he 
52 

ceases so to minister. 

After the second reading the Bill wa s 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 Regist rat ion and Protection Bill 

with regard to passes, and then incorporated the control 

51. 

52. 

Union Government, 34, 1922 14 ,p. . 

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, 
55 

having obtained its consent to the original version. Davenport 

concludes that the Act was not "in all respects bad law. The 
56 

1923 Act, by contrast, did not create conditions of hardship." 

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 extensive 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 putpose' in which Native urban administration 

proceeded even after the passage of the Act and considers that 

little else could have been expected 'when Native policy 
57 

itself 

was still undecided." Subsequent amendments to th A t e c, 

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 from a 
58 

"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 is 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 ES~pblishment 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 -Natives (Urban Areas) Consolidation Act, 1945 (Act 25 
61 

of 1945), 

58. 

59. 

60. 

61. 

Ibid. Refer also to section 6 of the Natives (Urban Areas) Consolidation Act, 1945 (Act 25 of 1974~5~)~.~~~~~ 

Race Relations, Vol. VII, No. 4, p. 59. 

Section 21 of the Natives (Urban Areas) Act 1923 (Act of 1923). 21 

Section 21 of the Natives (Urban Areas) Consolidation Act 1945 (Act 25 of 1945. ' 
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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 
63 

regard to procedure. "It 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 regulations 

proposed b~ 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 regulations 

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. He llmann, op. cit., p. 265. 

65. 

66. 

Section 10 of the Natives (Urban Areas) Act, 1923 (Act 21 
of 1923 ) and section 21 of the Natives (Urban Areas) Consolidation Act, 1945 (Act 25 of 19~4~5~)~.~~~~~~~~ 

Section 21 of the 
1945. 

Natives (Urban Areas) Cons01idaion 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 
67 

boards." 

criticism 

These suggestions stemmed from "a rising volume of 

proceeding from official and unofficial 
68 

sources 

directed against the advisory board system." 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 
69 

Account. II 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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71 
This step could be taken only after its area of jurisdiction. 

due consultation with the existing advisory boards or where there 

was no advisory board in existence, if the urban Black residents 
72 

so desired. 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 hesitation 
73 

on the part of most local authorities to take the next step." 

Even 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 
75 

these urban .. councils." 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 urban 

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 Government In 
_S_o_u_t_h_e~r_n~A~f~r~i~c~a, Academica, Pretoria, 1974, p. 44. 

74. Ibid., p. 45. 

75. Ibid. 
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76 
or whether he would continue to be scale municipalities," 

. who would be linked to a self-regarded as a temporary sOJourner 

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 
78 

performed by the urban White local authorities. These local 

authorities operated on an agency basis for the Central 
79 

Government in regard to urban African administration. The 

administrative unit of a local authority responsible for urban 

African administration was designated the Department of Black 

Administration under the control of a municipal administrative 

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 Natalla Development Board, (unpublished Disserta­tion) 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. 



39 

80 
official des ignated 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 its 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 
81 

deputy and an ass istant to s uch officer. "No officer so 

appointed o~assigned (could) ass ume the duty of such management 
82 

until he (had) been licens ed as prescribed." The Act also 

provides for the issue of a temporary authority by the 

Commissioner to an officer for a period not exceeding twelve 

months to assume such management or to deputize or act for such 
83 

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

good cause shown be withdrawn by th e Commissioner, after 
84 consult a tion with the urban local authorit y concerned." In 

80. 

81. 

82 . 

83 . 

84. 

Section 22(1) (a ) of the Natives (Urban Areas) Cons olida tion Act, 1945 (Act 25 of 1945). 

Ibid. 

Sec tion 22( 1 )( b ) . 

Section 22( 1 )(c) 

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 urban local 

authority shall act in accordance with such lawful instructions 

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 in 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, neglec t or mi sconduct, pending the 

notification by the Mini s t er of his approva l of the removal from 

office of that officer and in the event of s uch approval being 

notified the officer could be deemed to have been removed from 
87 

office from the date of the sus pension. 

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 
88 

any location, Black village or Black hostel." It was the duty 

of such officers to confer with the urban local authority and in 

consultatio~. with the urban local authority to enquire into any 

matter affecting the well being and welfare of Blacks which could 
89 

come to their notice. "Every Commissioner shall be deemed to 

have been appointed under this subsection as an officer for the 
90 

area of his jurisdiction." These officers could, after 

consultation with the urban local authority or with the officer 

appointed for the administration of it s department of Black 

87. Ibid. 

88. Section 22(3 )( a ) . 

89. Ibid. 

90. Ibid. 
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administration, ~onvene 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 hi s notice or any occurrance which 

he considered it advisable to bring to the notice of the urban 
92 

local authority. 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 regulations to control townships and 

ho~tels 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 regulations, 

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

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). 

93. Ibid. 
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(b) the management and control of locations, Black villages 

and Black hostels; 

(c) 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 servlces 

required by this Act or the regulations 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) 

(d) 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. 

94. Section 38(3) 
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95 
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 urban White local authorities in regard to urban 

African administration; to bring about a more effective and 

uniform ad~jnistration 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 

96. 

whole of the Black Affairs Administrat ion Act 1971 except section 26. ' , 

See the long title to this Act and the Black Communities Development Act, 1984. 
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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, powers, 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); 

(c) of an urban 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 to 

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 urban 

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 consultation with the Administrator 

sp~~ify by notice in the Government Gazette, but sub ject 

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 ln the 

97. Section ll(l)(e) of the Black Affairs Administration Act, 1971 ( Ac t 45 0 f 1971 )--a-nd-;--s-e---'-c7t-=i-=-on=---:"':";2:::::9:-=-:--:~0~f~t::':h~e~~B.:..'.1~ ac k 
Communities Development Act, 1984 (Act 4 of 1984). -----
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White 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 its 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 
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. 

99. Section 10. 

100. Section 10(1)(a). 

101. 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 local 
102 

authority area was incorporated. The validity of such 
103 

secondment extended over a period of six months only. 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 administration 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 (6) . 

106. Ibid. 
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Any person to whom employment had been offered ln 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 election 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 
107 

resigned from the service of the local authority. 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, unless the Minister had 
III 

approved the appointment in writing. 

107. Section 10(10)(a). 

108. Section 10(10)(b). 

109. Section 10(15)(a). 

110. Ibid. 

l1l. Section 10(15)(b); see al s o 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. 

113. 

Riekert, P J: "Black Local Government in the Republic of 
South A fr ica, " Van Vuuren, D J et. a1.: Chanqe in 
South Africa, Butterworths , Durban, 1983, p. 147. 

Sections 2 and 5 of the Community Councils Act, 1977 A 
125 of 1977 ) . - ( ct 

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 in 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 
in the Republic of South Africa . , communities 

Cloete, 

115. Section 5(1)(m). 

116. Section 5(2). 

117. Riekert, ~~. cit . p. 147. 

urban 

on the 
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contrary, observed, rightly, that when these structures were 

introduced in 1977 it was intimated that such bodies would only 
118 

be the forerunners of full-fledged urban local 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. J 
This power could be exercised by a community 

council subject to the concurrence of the administration board 

concerned and also any conditions the Minister of 
121 

Plural 

Relations and Development could lay down. 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 Institutions 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 its 
123 

duties. An administration board could also transfer, with the 

concurrence of the community council, an African member of its 
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 
125 

Board, 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 administration 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. 

123. 

124. 

125. 

126. 

Section 6(1)(a) 

Section 6(1)(b). 

Section 6(lA)(a) 

The area of this bo~rd was incorporated into the enlarged area of the Natalla Development Board established under section 3 of the Black Communities Development Act, 1984 (Act 4 of 1984). 

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 ~f the 
Na~al Region, (Proceedings of a symposi um held at the 
~~~~ersIty of Durban-Westville on 7-9 July 1982), pp. 199-
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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 cpmmittees, 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 village 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 in certain areas ; for the appointment of a Director of Local Government; and for incidental matters. 

129. Sect ion 4 of the Black Loca l Authorities Act, 1982 ( Act 102 of 1982 ) . Th e definitions of local committee and 
village councils hav e been deleted and t he local authority 
has been redefined to mean a city council, a town council, a town committee and a local authority committee . Refer to sec tion 1 of the Black Loca l Authoritie s 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 de~elopment board in the administration area of which, 

the area in question is situated, establish under a name 

mentioned in the notice a city council, a town council, a town 

committee or a local authority committee for an area defined by 

an Administrator ln the notice ln 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. 
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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 
134 

committees, as the case may be, were 
135 

established. He may alter the name of a local authority. 

He may dis901ve 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~it 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.g. 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 town council as the town secretary of a town 

council, or the cas e 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 
140 

committee or local authority committee. The chief executive 

officer is responsible for the execution of the resolutions and 
141 

general adm~nistration of the affairs of the local authority. 

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 adopted by the majority of all the 

members of the local authority at a meeting specially convened 

for that purpose, and unless the Minist er has approved the 
142 

removal, dismissal or reduction. 

139. Section 30(1 ) . 

140. Section 30(2 ) . 

141. Sec tion 30 ( 3) . 

142. Section 30 (4 ) . 
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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 it 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) . 

146. Ibid. 

147. Heads of departmen t s enjoy the same degree of 
accorded to the chief executive officer In 
sect ion 30 (4 ) . 

protection 
terms of 
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Director: Department of Protective Services and Director: 

Department of Housing and Community Development. 

2.3.9.2.3 Law enforcement officers 

An urban Black local authority may appoint, subject to the 

approval of the Minister, persons to serve as law enforcement 
148 

officers in the area of jurisdiction of the local authority. 

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 under a provision of any law." The Minister shall 

not grant his approval under section 34(1) except 
150 

consultation with the Minister of Law and Order. 

148. Section 34. 

149. Section 34(1). 

150. Section 34(2). 

after 
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Some Black urban local authorities have already commenced 

recruitment of candidates to undergo training programmes 

supervised by the then development boards in the areas concerned. 

Passing-out parades have already been held for the first intake 
151 

of trainees in some of these local authorities. 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 meanlng of 
152 

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

2.3.9.3 Plq~ing of staff at the disposal of Black local 

authorities 

If the Minister deems it fit, he 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, 
153 

with the consent of the officer or 

employee concerned. A development board may also second, at 

15l. Passing out parades have been held in local authorities such as Soweto in the Trans vaal, and Ibhayi. 

152. Section 34(3) . 

153. Section 35 (l ) . 
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the request of a local authority and for such period and on such 

conditions as may be agreed upon be tween 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 in the 
154 

local 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 local 

authority. This occurs with the concurrence of the local 

authority cgncerned and the approval of the Minister must be 
155 

obtained. Any person transferred under such conditions shall 

be appointed, as from the date of his transfer, to a post 

established under the local authority on such conditions as may 

be prescribed for such a post and at such remuneration as may be 
156 

determined for such post. The new set of conditions and 

remuneration package shall not be less favourable than the 

conditions and remuneratl"on appll"cable to hl"m as a p r e son 
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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157 
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 be 
158 

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 peveloped 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, 

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, 1923 (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 urban areas fur Africans; the 

restriction~ 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 development just examined in 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 light of the insights afforded by such a 

theoretical analy~is. It will also provide a valuable base for 

the formulation of recommendatios in the last chapter, that could 

contribute toward the improvement of the per sonnel policies and 

practices of the urban local authorities for Africans. 

This theoretical pe rspective comprl"ses th e foIl " oWlng ar eas: 

goal s of personne l admini s tr ation, s uch as ta s k goal s , 
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maintenance goals and social responsibility; efficacy of a 

systems model for a personnel system and this involves a proper 

"t " f 1 prescrl"ptl"ons, role behaviour and the input-apprecla lon 0 ro e 

output mediators, and also a clear and informed recognition of 

the interrelatedness of the personnel functions and the other 

administrative activities. 

3.2 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 attra~ted, engaged and utilized by 
~ 

the leadership 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 ln the development 

and utilization 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, financing, 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 is 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 in (administration) are 

automatically involved in the personnel process. Similar ly, all 

other (administrative) functions are in some way dependent on the 
1 

effective performance of the personnel system." 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 in a rather 

restrictive Jashion. They view it as the "process of developing, 

applying and evaluating policies, procedures, methods, and 
2 

programs relating to the individual in the organization." 

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. 

2. 

3. 

Hays, S Wand Reeves, T Z: Personnel Management in the 
Public Sector, Allyn and Bacon, Inc., Boston, 1984, p. 73. 

Miner, J B and Miner, M G: Personnel and Industrial Re­
lations, A Managerial Approach,-,---'M~a~c~M~l~'l'l~a~n=-~~p~u~b~l~i~s~h~i~n~g~ 
Company, New York, 1985, p. 3. 

French, W L: The Personnel Management Processes, Houghton 
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 Vlew that 

personnel administration is 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 objectives. 

"Objectives'~re designed to give an (institution) and its members 

direction and purpose and should be stated in terms of expected 
4 

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. 

5. 

Byars, L L and Rue L W: 
and Applications, W B 
1979, p. 39. 

Personnel Management: Concepts 
Saunders Company, Philadelphla, 

Chruden, 
Managing 
Company, 

J Hand Sherman, Jr. 
Human Resources, South-Wes tern 
Cincinnati, 1984, p. 49. 

A W: 
Publishing 
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requirements be forecasted and translated into specific courses 
6 

of action for personnel administration. "The responsibility of 

translating (institutional) objectives into precise personnel 

requirements is 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 is 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 
8 

institution. 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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9 

71 

attainment of the stated purpose of the 

insti tution. " 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. 
10 

"In this sense, there 

always is a task objective." In the private business world, 

productivity is 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 

illustration of this factor: "A city police department may end 

the fiscal y.ear 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 the rest of the institution, the issue of 

productivity IS also a primary concern of the personnel 

administrator. He must develop and i mplement policies and 

procedures that will lead to the realization of this objective. 

9. Ibid., p. 4. 

10. Ibid. 

11. Ibid. 
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"Selection techniques can be devised that will result in 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 specific 
, 12 

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 Maint.~nance 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 
pres~ures lmposed by external forces such as public 
oplnlon, governments and other bodies. 
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14 
thus facilitate talent retention." Per sonnel administration 

has an extremely important role to play in creating conditions 
.".. 

that will contribute to the stability of the institution. It is, 

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 
15 

new types of employees," 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 and the public at large increaSingly are demanding 

that employers demonstrate greater social responsibility ln 
16 

administering their human resources. 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 

compensation are being levelled against some 
17 

employers. 

14. Miner, 0[2. cit. , p. 5. 

15. Ibid. 

16. Chruden, 0[2. 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 
18 

employees ." As a result of this 

objectives are reflecting more social 

pressure, "personnel 
19 

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 
20 

within which (institutions) must operate." However, whether or 
-; 

not social pressures 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 o~ganizational planning and strategy formulation 

which are discussed in the next chapter. 

18. Ibid. , p. 25. 

19. Ibid. , p. 66. 

20. Miner, 012· cit. , p. 5. 
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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 a~ an impediment to effective administration. 

Despite the continued presence of some of these earlier 

problems, the image 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, _o-,,-p_.--=c-=i-=-t., 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, In turn, requires that 

the personnel (department) be integrated more intimately into the 
25 

(administrative) infrastructure." 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 admi~istrators 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 systems 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 th~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, labour 
28 

relations laws and regulations, and the political system which 

is instrumental in establishing the goals of public institutions 

and in regulating their personnel systems. The major internal 

factors that influence the personnel decisions are the 

characteristics of the labour force, i.e. role behaviour such as 

worker skills, motivations and attitudes, and the existing 

structure of organizational roles, i.e role prescriptions as may 
29 

be reflected in regulations. The internal and external factors 

operate on an institution and Miner & Miner view this process as "an 
30 

open behavioural system," performing in accordance with the the 

systems mod~f of the personnel function as depicted in figure 1. 

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

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

purposes financial resources, materials, facilities, 
31 

and 

technology may also be treated as inputs." Candidates enter 

the institution, through the employment process, with individual 

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

28. 

29. 

30. 

31. 

Refer to the 
1982) for 
determining 
personnel. 

Black Local Authorities Act, 1982 (Act 102 of 
the role of the Central Government in 

the goals of these authorities and their key 

Hays, op. cit., p. 83 and Miner, op. cit 51 
~----., p. . 

Miner, op. cit., p. 53. 

Ibid. 
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cultural values that affect personnel decisions. These 

individual traits "a re the raw materials, in a human resources 

sense, through which productivity and maintenance goals are 
32 

achieved." 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 between expectations and what members 
33 

actually say and do. 

It is essential, therefore, that the behaviour of employees 

should be moulded through training and development, so that their 

output approximates that desired by the institution. Effective-

ne ss and efficiency generated through employee competence would 

enable the institotion to accomplish its objectives in a direct 

manner. 

3.3.1 Role prescriptions 

The rol e presc riptl"ons are th t t" e expec a lons an ins titution 

32. Ibid. 

33 . Ibid. 

34 . Ibid . 
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develops in ordei 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 
36 

planning, human resources 
37 

or personnel 

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 

34. 

35. 

36. 

37. 

institution. "To the extent these role behaviours 

Hays, op. cit., p. 81. 

This concept is explained In chapter four infra. 

Personnel planning is examined in chapter five infra. 

Job analysis is a process of collecting, usually through 
observation and study, pertInent Information about a J"ob 
or task. 
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approximate a perfect match with the appropriate role 

prescriptions, individuals are said to be effective or 
39 3B 

successful. " Appraisal or performance evaluation is aimed at 

assessing the degree of this matching. What is really important, 

in so far as an institution is 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 of basic 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 

3B. Miner, Ope cit., pp. 53-54. 

39. Appraisal or performance evaluation is a process that involves communicating to a person how he or she is 
performing the task; it also involves estab li s hing a s trat egy of improvement. 
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40 
job analysis." Functional mediators influence employees 

through procedures that affect the individual employee directly, 

i.e. through training and development, wage and salary 

administration, counselling, labour relations, fringe benefits, 

discipline, medical 
41 

procedures. 

treatment 

3.3.3.2 Productivity-oriented 

mediators 

and employee communication 

and maintenance-oriented 

Structural mediators serve both productivity and maintenance 

objectives of an institution. "They segment work, permitting 

specializati'on and thus more efficient productivity, while 

establishing jurisdictions that serve to limit internal 
42 

conflict. " Functional mediators could also be focused on 

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

such as labour _relations, would be essentially maintenance 
43 

oriented. 

40. Miner, oQ. cit. , p. 55. 

4l. Ibid. , pp. 55-56. 

42. Ibid. , p. 56. 

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

The systems model of a personnel function comprises input-

improving, input-sustaining and input-controlling mediators. The 

input-improving mediators are directed at the improvement of 

employees so that their behaviour within the institution 

ultimately "exceeds the level that could have been anticipated 
44 

merely from a knowledge of the original input." 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 motivation may also be mobilized through payment 

incentives. 

Input-sustaining mediators 

potential of the employee. 

from getting -worse, rather 

serve to retain the 

"They attempt to keep the 

than to make it much 

behaviour 

situation 
45 

better." 

Labour relations, employee benefit schemes, work environment and 

communications efforts focus on the maintenance or survival goals 

of the institutions. The objective lS to 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 dysfunction, i.e. 

productivity falls below a prescribed level or there is a 

deviation from a predetermined standard, "corrective forces are 

activated, much as a thermostat serves to activate a heating 
47 

system when the temperature falls below a preset level." The 

causes of the dysfunction are identified and an appropriate 

corrective process is set In motion. "Medical treatment, 
48 

discipline, much reassignment and employee counseling" operate 

to eliminat@ 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. It determines the primary uses of the 

activities identified 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 input problem - How can recruitment and selection 

procedures be used to maximize goal attainment most 

effectively? 

2. The mediator problem - What techniques can be used to 

3. 

improve, sustain and control an (institution's) human 

resources in order to maximize goal attainment? (and) 

The output problem - How can role prescriptions be 

establishea and role behaviours evaluated in order to 
49 

maximize goal attainment?" 

This model provl'des a h ' "f t mec anlsm or ruly creatl' ve th' k ln ing 

about basic personnel problems and f th or e development of 

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

also significant for personnel strategies. 

The model provides a tool for designing and developing specific 

strategies tailored to the needs of different institutions, i.e. 

whether or not to put emphasis on input processes or mediators, 

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 little or no 

increments in performance. Miner & Miner Sl.KJJ3St that "vJ-ere an input-

maximizing strategy is employed, input-improving mediators should 

be de-emphasized. Those of the sustaining and control type 
51 

should be entirely adequate." 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 lS es sential to recognise that per sonnel admini s tration l S 

50. Ibid., p. 59. 

51. Ibid. 
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closely intertwined in its operation and effects to other 

administrative functions of an institution. This, in 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 ln which human resources are processed 
52 

through the institution." The primary role of personnel 

administration is, therefore, to aid and guide 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. It matches them with the requirements 

of the institution concerned by focusing upon the qualifications 

and interests of the individual appll·cants, th . e requlrements of 

line officials and the perceived future needs of the 

52. Hays, Ope cit., p. 81. 
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53 
institution. 

relating to 

The primary consideration in reaching a decision 

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 1S 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 f~r its new employees, · upgrade the skills and levels 

of performance of its existing work force 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 

promotable personnel, and in singling out 

be addressed through training and 

potentially 

that might 
54 

development. 

53. Ibid. 

54. Hays, Ope cit., p. 82. 

problems 

career 
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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 incentive 

and employee recognition mechanisms which are consistent with 
55 

task requirements and resource constraints." 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 existing 
56 

capabilities." 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 induce 

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 r esponsib ility to develop 

d d 1 lated to ml' nl'ml'ze or policies an proce ur es ca cu ideally 

eliminate conflict and st ress situations . The primary objective 

of this element is to attain the l east internal conflict and 

stress possible while at the same time maintaining maximum 

control over all aspects of personnel 
57 

productivity. 

3.4.5 Performance evaluation 

utilization and 

Employees may tend to perform well below the level of their 

initial unde~taking, 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 focu ses on procedures that personnel 

administration can utili ze directly to foster accompli shment of 

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

downward communication between managers, employees , and the other 

57. Ib id. 
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58 
ensures timely feedback throughout the personnel subsystems," 

t d · flow training needs, recruitment and sys em regar lng manpower , 

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 attainment 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 ln reaching a comprehensive 

understanding of the increased role of personnel administration 

in the realization of institutional goals . The input-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 input problem, the mediator problem and the output problem. 

This device is instrumental in the formulation of specific 

personnel strategies suitable for individual institutions. 

Recognition of the interrelatedness of the personnel function and 

other administrative functions is also essential for the 

development ~f 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 

administrati6n 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 lS 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 have been 

identified. 

Thus, policies, organizational concepts and structures, 

characteristics and forms developed for the administration of 

personnel will be the subject of thi s chapter. Particular 

attention will be devoted to th e 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 

Organization~l planning within Black urban 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 guidelines which relate, inter alia, to 

-
the establishment, 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 sectio~ 
23 of this Act and the schedule which relates to section 
23(1)(1) 

2. Sections 2, 20, 21, 30, 31 and 34 of the Black Local Autho­
rities Act, 1982 (Act 102 of 1982) as amended. 
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3 
provisions of the Act. Besides functioning as a policy 

-d 1 - the Act a l so se rves as a golden thread that sews gUl. e l.ne, 

together the official policy, institutional objectives, 

organiza tional planning as we ll as the operation of personnel 

administration. 

4.2.1 Nature and utility of policies involved in the 

formulation of municipal institutional objectives 

The Black urban local authorities which have emerged in 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 resulted in the creation of urban 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 committfes, 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 deve lopments have been examined i n Chapter 2 supra. 

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

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

7. Refer to t he long title of the Act. 
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these "certain areas" are the "White urban areas" where 
8 

special provision has been made for the r esidence of Africans. 

He the explains that this is done "in con formity with 
9 

government's group areas policy". Thi s 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 
11 

of separate 

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 

8. 

9. 

10. 

11. 

12. 

13. 

rights and also obliged to perform the functions and duties 

Cloete, J J-N: Central, Provincial and Municipal Institu tions of South Africa, J L van Schaik, Pretoria, 1982 p. 286. 

Ibid. 

Ibid., p. 287. Refer also to the provisions of the Black TUrban Areas) Consolidation Act, 1945 (Act 25 of 1945 ) . 

Re f er to the analys i s of co ncepts in Chapter 1 supra. for the meaning of these terms. 

These variations have been examined in Chapter 2 above . 

A series of these Acts has been identified and discussed in Chapter 2 supra . 
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14 
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 justification 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 
16 

nature. 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 Policy-making takes place at many 

different 

and goods. 
18 

levels. Local authorities are established in 
19 

terms 

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. 

16. 

17. 

18. 

19. 

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

Cloete, op. cit., p. 241. 

Ibid. 

Hanekom, S X and Thornhill, C: The Functions of the Public Administrator, Butterworths, Durban, 1986 p. 17. 

Refer to the Group Areas Act, 1966 (Act 36 of 1966) and the Black Local Authoriti es 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 
21 

institutional dysfunctioning. The local authority, in turn, is 
22 

expected to adhere strictly to the national policy. 

Policies are established to assist ln 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 have a profound utility in that they 

facilitate decision-making processes by providing de fini te 

guidelines to follow. They also ensure a certain degree of 
26 

consistency among decisions adopted. 

Although policies are established to regulate action toward 

20. These levels may be identified as the 
committee, chief executive officer, 
and other supervisory segments 
establishment. 

council, executive 
heads of departments 
of the personnel 

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. 

24. 

25. 

26. 

Byars, op. cit., p. 40. 

Refer to The Reader's Digest Great Encyclopaedic Dic 
tionary, Vol. 2 M Z, The Reader's Digest Association, Cape 
Town, 1974, p. 683. 

Byars, op. cit., p. 40. 

Ibid. 
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institutional goals, they may also exhibit a tendency to 
27 

gradually become divorced from the intended objectives. 

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 only do 
28 

not facilitate but may hamper the attainment of goals". It 

stands to reason, therefore, that if there lS a variation of 

perception of 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 

Objectives are designed to glve an institution direction and 
29 

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 life, has been, and still is strongly dominated by 
31 

considerations of race. 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, 
33 

subject to policy guidelines. The creation of a structure of 

an institution is realized through the organizational planning 

process. Organizational planning involves, therefore, the 

preparation of 
~ 

policy guides 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 al so discussed In Chapter 2 supra. 

32. Section 8 of the Black Local Authorities Act, 1982 (Act 102 of 1982). 

33. Sections 20, 21, 30, 31 and 34 of the Black Local Authori­ties Act, 1982 (Act 102 of 1982). 
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" t" t t" 1 b" t" ves that 1" s "one that w1"11 facilitate 1ns 1 u lona 0 Jec 1, , 

coping with the uncertainties of the environment, within existing 
34 

(and anticipated) constraints". Miner & Miner state furtrer that 

"ideally, the structure in effect at any given time will be the 

one that can make a maximal contribution. The difficulty is that 
35 

no one knows exactly what this ideal is". 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 
36 

the ideal. What probably confounds the organizational planning 

specialist, 1S the great diversity of organizational patterns 

found in different institutions, private or public, reflecting 
37 

the diversi~y of the problems experienced by such institutions. 

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 

institutions 
38 

frequently. 

might undergo major reorganization 

some 

quite 

34. M~ner, J B and Miner M G: Personnel and Industrial Rela-
t1ons, 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 ideal would be the role played by the organizational 

plans, structures and policy guides in reducing conflict and thus 
39 

fostering the maintenance objective of an institution. These 

plans, structures and guides facilitate the formulation of role 

prescriptions for 
40 

the entire position framework of the 

institution. 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 
41 

thus build their empires. This kind of conflict can be 

minimized, if not eliminated altogether, if it is possible to 

establish clear role prescriptions that are 
42 

legitimate by the members of the institution. 

accepted as 

The important 

factor in organizat1"onal plann1"ng l" S , therefore, to gain 

acceptance for areas of jurisdiction or realms of authority 1n 

order to eliminate conflict. An organizational planning unit has 

to devote speclal attention to spheres 
43 

of overlapping 

jurisdiction and work inter-dependence. Every effort should be 

made to have 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 is 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 
45 

attention to the restructuring of an existing institution. If 

the institution "is large and the types of work performed are 

varied, the organization planning process would become extremely 
46 

complex". There would be the need to spell out the "task or 
47 

productivity objective of the (institution) in detail" then a 

clear pict~re 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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48 
specific objectives which they strive to attain. Their ability 

to direct their efforts in a concerted or co-ordinated manner is 

greatly improved by the adoption of a formal organization 
49 

structure. The formal organization structure is always 

intended to reflect the specific requirements of the institution 
50 

as determined by the objectives it is seeking to achieve. 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 various categories of personnel 
51 

performing the divergent tasks of the local authority. An 

examination of this aspect ~iil reveal that formal organization 

structures ~have been establish~d in the Black urban 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. 

50. 

51. 

52. 

Byars, op. cit., p. 12. 

Chruden, H J and Sherman, Jr A W: Managing Human Reso~rces 
South-Western Publishing Co. Cincinnati, Ohio 1984 
4 

0, , p. 
9. 

Ibid. 

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 
54 

theory. 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, in the case 

of a Black urban local authority, the major policy-making organs, 

that is, c~ty or town council or town committee, executive 

committee, executive units, that is, municipal departments, 

divisions or units into which a local authority may be arranged, 

including the individual positions and job activities within 
56 

these components. The day-to-day operations of a local 

authority are accomplished through the administrative 

53. Refer to analysis of this concept In Chapter 3 Supra. for its meaning. 

54. Ibid. 

55. Chruden, loco cit. 

56 . See an illustration of an organization chart of a city council in Annexur e ( A) . 
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57 58 

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, 

60 
for example, committees such 

61 
as executive committees, special committees, 

62 
departmental 

committees or inter-departmental committees may be constructed 

to augment the basic structures and thus facilitate the 

achievement of 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 line organization 

structure, wherea~ 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 30 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 th e Black Local Authoriti es Act, 1982. 

6l. Section 21 of th e Black Local Authoriti es Act, 1982. 

62. Chruden, op. cit. , p. 57 
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whose advisory or supporting role deserves 
63 

to be properly 

exhibited in such organization charts. The appointment of 

committees mentioned above, brings in the dimension of additional 

networks which must be accommodated in the 
64 

organization 

structure. These committees may 
65 

be established if a need has 

been identified and their existence may be ad hoc or of a long-
66 

term duration. 

4.3.2.1 Line organization structure 

Also referred to as a scalar structure, 
67 

the line organization 
68 

structure is 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. 

65. 

66. 

67. 

68. 

Section 20 of the Black Local Authorities Act, 1982 makes 
it imperative for a city council to appoint an executive 
committee, whereas the other types of local authorities 
may, in terms of section 21, establish special committees. 

Ibid. 

The period would depend on the needs of the local 
authority. The Act does not prescribe the duration of 
s uch s pecial committees. 

Refer to the analysis of concepts in Chapter 1 supra . 

Chruden, op. 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 
72 

to the requirements of a small institution. In such an 

institution the organization structure would represent only a few 

departments, say three, all directed and controlled by line 
73 

administrative heads, subject to the chief executive officer. 

These heads would exercise extensive authority and responsibility 
74 

over all the activities and personnel within their departments. 

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. 

71. Ibid. 

72. Chruden, loco cit. 

73. Ibid. 

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

the 



110 

75 
4.3.2.2 Line-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 
76 

departments. Consequentl y, 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 
78 

staff authority. The staff authority is usually represented by 

broken lines of the organization chart whereas the line 
79 

authority, as observed above, is represented by solid lines. 

The line departments are concerned directly with the 

accomplishment of the institution's objectives, that is, 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. 

76. 

77. 

78. 

79. 

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

Chruden, loco cit. 

Ibid. 

Ibid. 

Re fer to footnot e numb e r 75 s upra . 

for an 



III 

80 
This expert assistance or guidance have staff authority. 

enables line heads to concentrate on the primary activities and 

tasks of their departments. The primary goal of staff units is, 

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 structur~ 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 jobs 
83 

comprising the total structure. These activities become the 

actual duties of the officers and employees assigned to each 
8~ 

position or job. 

80. Chruden, loco cit 

81. Byars, loco cit. 

82. Chruden, o~. 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 also 
85 

determines the corresponding responsibility and accountability. 

It is through these channels that formal relations among the 

major policy-making organs, executive levels and 
86 

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 

es t ablish a local authority and designate it as a city council, a 
89 

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

The individual featur es 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 
93 

relating to the administration of the city council's affairs". 

The executive committee constitutes, therefore, the second 
94 

~ighest level of this pyrami dal 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. Sec t ion 2 3 oft h e _B_l_a_c_k----'L:....:o'-'c-"a.:..:l:.......:..A.:..:u:....:t:..:..h.:..:o:...:r.:..:i::..:t:.::i:..::e:.::s:......:..A.:.::c:....::t , 198 2 . 

91. Refer to figure in Annexure A. 

92 . Sections 10, 11 and 12 of t he Black Local Au thorities Act 
1982. 

93. Se et ion 20 0 f the _B_l __ a:....:c_k---=L-=.o-=.c.=a::::.l.-:....:..A:::..u -=-t h:..:.o:::..r~l~" t::..:l:..:" e::::s=---:...A~c~t, 1982 . 

94 . Re fer to the figure in Ann exure A. 
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designated by the city council as chairman, or in his absence or 

the incapacity, by a vice-chairman also designated as such by 
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, subject 
98 

to the directions and control of the city council. In the 

execution of his task, the town clerk directs, coordinates and 

controls the activities of the heads of the various departments a 
99 

city council may create. The Act stipulates that a local 

authority may create two or more departments for the effective 

execution of its activities and charge such departments with 
100 

functions and dutles as it may deem fit. 

95. 

96. 

97. 

98. 

99. 

100. 

Section 20 of the Black Local Authorities Act, 1982. 

Section 30(1) of the Black Local Authorities Act, 1982. 

Refer to the figure in Annexure A. 

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

Section 31 of the Black Local Authorities Act, 1982. 

Ibid. 
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There are no Black urban local authorities which have been 
101 

designated as city councils in Natal. 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 
102 

down the maximum number of such departments. 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, 

101. 

102. 

(i) Department of the Town Treasurer; 

(ii) Department of the Town Secretary; 

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

(iv) Depirtment of Community Services or Housing and 

Community Development; and 

(v) Department of Emergency and Protection Services or 

This information was obtained from Messrs WaIter Dladla 
and Herbert Masemo18, both are officials of the Community 
Services Office of the Natal Provincial Administration. 
The interview occurred on 17 March 1988 at the Community 
Services Office in Durban. 

Section 31(1) of the Black Local Authorities Act, 1982. 
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103 
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, i .e. Director, that is 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 

organizatio~· 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. 

104. 

105. 

106. 

107. 

108. 

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

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. 

Section 2 of the _B~l~a~c~k_L~o~c~a~l~A~t~h~o~r~i~t~i~e~s~A~c~t, 1982. 

Refer to the figure In Ann exure G. 

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

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 special committees and charge any such 
110 

committee with such function s 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 
112 

council is designated a town secretary. 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. 

110. 

111. 

112. 

113. 

114. 

Section 20 of the Black Local Authorities Act, 1982. 

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

Section 21(1). The Director of Local Government is 
appointed by the Minister of Constitutional Deve lopment 
and Planning in terms of section 3 of the Black Local 
Authoritie s Act, 1982. 

Sec tion 30 of the Black Local Authorities Act, 1982. 

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

Refer to fo otnote number 101 supra. 
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designated as such, they were s ubsequently 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 activities of the 
116 

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 such departments with functions and duties as it may 
117 

decide. Town councils have established the following 

departments: 

115. 

116. 

l. Department of the Town Treasurer; 

2. Department of the Town Engineer; 

3. Department of Housing and Community 

Development; 

4. Department of Management Services; and 
118 

5. Department of Protection Services. 

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

Sections 30 and 31 of 
1982 (Act 102 of 1982 ) . 

the _B-"-l--,,a:..::c--,--k=---=L:.::o:..::c:..::a:...::l~A~u:..::t:..:...h:.'::o~r~i:...':t~i=-=e:..::s~A~c:...'::.t , 

117. Section 31(1). 

118. Refer to the figure appearing in Annexure G 
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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. It 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. Sections 10, 11 and 12 of the Black Local Authorities Act 1982. ' 

122. 

123. 

124. 

125. 

Section 30(1) and (2) of the 
1982 

Section 30(3). 

Section 31(3). 

_B_l_a_c~k~L~o~c~a~l~A~u~t~h~o~r~i~t~i~e~s~A~c~t, 

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 Organization 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 
126 

designation stipulated in the Act. 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 units are referred to as 

"div1" Sl" onal heads" and 1" n f t b " ac ear var10US designations as 

follows: 

126. 

127. 

1. 

2. 

Assistant Administrative Officer - divisional head 

for Estates and Treasury Divi sion; 

Community Development Organi zer - divisional head 

for Community Services, Health and Welfare Division 

Refer to Grobler, R: Organizaton Study: Bhekuzulu Town 
Comm1ttee ~Vr~he1d), "Organization and Work Study Division, 
Natal Prov1nc1al Adm1n1stration, Durban, 1986. 

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 Division. This officer 

controls only one section of the Management 

Services Division, that is, the Secretariat 

Section. The serVlces ln 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 

is claimed, the work volume and the lack of funds warrant such a 129 
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 organ~zation 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 is the highest policy-making body 
134 

within the local authority. The local authority committee 

must elect a mayor 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 
local authority committee. The mayor or, ln his absence or 

incapacity, the deputy-mayor presides at the meetings of the 
136 

local 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 
139 

committee. 

of the affairs of the local authority 

The local authority committee is empowered to create departments 
140 

for the effective execution of its activities. Each 

department shall .. be headed by a suitably quali fied 
141 

person 

appointed by the local authority committee. 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 3l. 

14l. Section 3l( 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 for each incumbent of 
144 

office or position within the institution. The organization 

structure also determines and creates formal channels through 

which authority is entrusted and responsibility lS assigned 

downward to personnel at each successively lower level of the 

hierarchical structure. It is 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 contexts 
below. 

144. Chruden, Ope 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 directing, coordinating and 
145 

controlling activities of subordinates. It is, therefore, 
I 

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 
146 

council, town committee or local authority committee, 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. 

148 
Through the process of delegation 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. 

147. 

148. 

149. 

Section 23 of the Black Local Authorities Act, 1982. 

Franchise ln 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). 

Section 32(1) of the Black Local Authorities Act, 1982. 

Section 32(2). 
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only rightfully exercise that authority which has been formally 
150 

delegated to them. The exercise of delegated authority is 

always governed by the terms of such delegation and these terms 

or guidelines 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 ln decision-
151 

making in order to achieve maximum utilization of personnel. 

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 Type~ of authority 

There are two types of authority that are exercised within 

institutions: line authority and staff authority. 

4.4.2.1 Line authority 

Line authority is the right to give directions to 
153 

and exercise 

formal control over subordinate personnel. Included with line 

150. Chruden, loco cit. 

15l. 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 1S the right to offer and provide assistance, 
155 

counsel and service to the line organization structure. 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 its 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. These policies and procedures can lend powerful 

support to staff authority when they reflect the desires of top 
156 

(officials) and/or the requirements of law". The authority of 

members of staff units or departments, for example, personnel 

departments or work study and efficiency divisions, is derived 

154. Ibid. 

155. Ibid. 

156. Ibid. 
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from their knowledge and expertise. In exercising this authority 

staff and getting others to follow their recommendations, 

personnel must offer and provide their counsel and assistance in 

a diplomatic manner in 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 1n 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 1S 

responsible for the execution of the local authority's 

resolutions and the administration of the local authority's 
158 

affairs. The chief executive officer, in turn, must divide 

and re-assign this responsibility to his immediate subordinates, 

that is, 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 division and re-assignment of responsibility 

157. Ibid. 

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

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 
161 

results achieved by the subordinates. The chief executive 

officer of a local authority is held responsible for the proper 

execution of the functions and duties of the whole local 
162 

authority. He is the accounting officer of the local 

authority and IS charged with the responsibility of accounting 

for all the moneys received by the local authority and for all 
163 

the payment~. made by such local authority. 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, IDc. cit. 

161. 

162. 

163. 

164. 

Ibid. 

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

Section 39 . 

Section 23 . 
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relations between superiors and their subordinates are intended 
165 

to occur within the organization structure . The levels within 

an institution, from the chief executive officer to the most 

junior worker through which this chain passes, is referred to as 
166 

the organizational hierarchy. 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 
167 

command. 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 comple~!ty of its operations increase, rigid adherence to 
169 

formal channels of communication can impede efficiency . They 

submit further that "for this reason, employees are being glven 

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, o~. 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 be advisable to 
170 

inform them of the reasons for bypassing them". From the 

strict and unambiguous statutory provisions relating to the 
171 

Black urban local authorities, it 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 sluggi~~ness of an institution. The operation of the 

chain of command should, there fore, 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 
Act , 1982. 

172. Chruden, l oc . cit . 

173. Byars, loco cit. 

Black Loca l Authoriti es 
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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 are 
174 

carried out most definitely militate against this arrangement. 

This condition in large institutions would lead to the 

establishment of a personnel department to specialize In the 

development, implementation, 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 fosline officers to leave all personnel matters to the 

personnel department. There are specific areas where there lS a 

joint 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, 
178 

as yet, constitute a full-fledged department. In local 

authorities which have been designated city councils, the 

personnel unit constitutes one of the five components of the 
179 

department of the town secretary. The town secretary, as head 

of the department, is 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 Anne xures A G H d , , an 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 
182 

Secretary. 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 is carried out as an integral part of the 

functions of the Department of Management Services. The 

structure ~.r and position accorded to the personnel unit 

resembles that of the equivalent unit In a city council. In a 

local authority which is designated a town committee the 

personnel unit constitutes an integral part of the Management 
184 

Services Division. It is one of the four sub-divisions that 

are designated as sections: 

1. Audit Section; 

2. Management Advice Section; 

181. Ibid. 

182. Ibid. 

183. Ibid. 

184. Refer to the figure In Ann exure H. 
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3. Personnel Section; and 
185 

4. Secretariat Section. 

The actual performance of the personnel function in a local 

authority designated a town committee is carried out at present 

by the Community Services Office 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 
187 

does not P9ssess authority over line officers. It is a 

resources unit whose specialized serVIces are utilized by the 

other units 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, loco cit. 

187. Byars, op. cit., p. 13. 

188. Ibid. 
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well as attending to other issues that affect the well-being 
189 

employees. 

of 

The personnel branch of a city council is established to 
190 

render 

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-div~~ions of the personnel branch perform specialized and 

detailed functions allotted to each sub-division as reflected in 
192 

the organization structure of the Atteridgeville City Council. 

The primary role of a personnel unit is, therefore, to contribute 

in every way possible to the achievement of the institution's 
-objectives. This role includes helping the personnel programme 

respond and contribute to the total needs of the whole 

organization structure. 

189. 

190. 

191. 

192. 

Ibid. 

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

Ibid. 

Ibid. 
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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 the policy 

imperatives and guidelines and establish their effect upon the 

institutional objectives, organizational planning process and 

personnel administration in Black urban 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~rganization structures which are the instruments for 

the pursuit and accomplishment 
. ~ . . of the objectives of these 

institutions. 

Black urban 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 guidell'nes, ens t· d ur es a con Inue operation within 

the policy framework. 
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Institutional objectives can only be achieved successfully 

through the creation of organization s tructures. These 

structures are a product of the organizational planning process. 

Through this process the institution i s divided into functional 

components. Each such functional component comprises a number of 

positions which serve as repositories of authority, 

responsibility and accountability. The actual operation of the 

institution is achieved through the various channels of 

communication referred to as the chain of command. It 1S 

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 s tructures of the various 

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 102 

of 1982) in order to produce and formalize these structures. The 

established categories of Black urban local authorities can now 

be identified as city council s , town councils, town committees 

and local authority committees. An executive committee can be 

established only by a city council wh er eas the other types of 

local authorities can es t abli s h s pecia l commit t ees . The 

pos ition, organi za t i on st ruct ur e and r ol e of a pe r sonnel 

department, divi sion or secti on has also been exami ned c lose l y 

with the aid of i llus tr a t io ns of ex i sting ar r angements 1n all 

types of Black urban l oca l author ities . 
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This chapter is invaluable in the sense that it has carved out an 

area, that is, a personnel unit, 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 of people. It is essential, therefore, that the 

positions within the organization structure be filled with 

personnel who meet the necessary requirements. Meeting these 

personnel n~eds 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. 

aspects form the focus of this chapter. 

These personnel 

It must be observed, however, that in African urban local 

authorities these personnel processes were designed and developed 

by the organization and efficiency divisions of the now defunct 

development boards. Thi s responsibility was,subsequently,assumed 

by the community services offices of the provincial authoriti es 

on behalf of the Department of Constitutional Development and 

Planning. Community services offices of th e provincial 

authorities provide these services to th e Black local authorities 



141 

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 Local 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 quali fications to fill 

openings where and when these openings 

position 
1 

occur." 

1. Chruden, 
sources, 
101. 

H J and Sherman, Jr A W: Managing Human Re­
South-Western Publishing Co. Cincinnati, 1984 p . 
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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 

(iii) 

(iv) 

forecasting future needs for different kinds of 

skills and different types of personnel; 

inventorying existing personnel; 

projecting present resources into the future and 

comparing the anticipated future position against 

the needs that have been forecasted; and 

planning the essential personnel functions such as 

recruitment, selection, placement, training and 

reward required 
3 

requirements. 

to meet future personnel 

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 uni t, for 

2. 

3. 

example 

Miner, J B and Miner, M G: Per sonnel and Industrial Re­
lations, A Managerial Approach, MacMillan Publishing 
Company, New York, 1985 p. 143. 

Ibid. 
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4 
organization and efficiency experts. The end result is, 

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 
5 

become a futile intellectual exercise. 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, the planning 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 the series of personnel functions that are 
6 

performed within ~t. Intangible costs to the institution may 

result from inadequate personnel planning or lack of it; 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. 



144 

in one department while applicants are being hired for similar 
7 

jobs in another department." 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 their 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 institution, 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 
8 

integrated into an overall institutional strategic plan. The 

availability or lack of personnel plans need to be considered 

when institutional strategies are designed, developed and 

implemented. Personnel plans are established so that existing 
9 

and projected positions may be filled in an apptopriate manner. 

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 planning may be identified: 

quantitative and qualitative approaches. The quantitative or to~ 

down approach to personnel planning is top-directed and involves 

the use of statistical and mathematical techniques. This 

approach is 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, 
11 

pay level or some other convenient 

configuration. The focus of this approach is on forecasting 

personnel shortages, surpluses and career blockages; its main 

objective lS to establish an equilibrium between the demand and 
12 

supply of p~pple 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, 012· cit. , 102. 

ll. 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 use 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 institutions 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, sometimes 

supplemented by estimates of 

retirement and so forth, are 

15. Miner, Ope cit., p. 145 

losses through turnover, 
15 

the usual approaches." 
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Personnel forecasting involves the conversion of a projected 

demand for goods and services into production schedules, 

performance standards, job descriptions and various steps that 
16 

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 are to be 
18 

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 even greater attention. 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 expec&ed 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 Del:2artment of Constitutional 
Devel0l:2ment and Planning, ln consultation with these local 
authorities, that reach out into technical colleges and 
universities which are the centres for the cultivation of the 

16. Chruden, 01:2. 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 identification can only surface if a new constitutional 

order is d~signed, developed and implemented by the legitimate 

leadership of South Africa. The availability of suitably 

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 chief executive officers and heads of departments 

of some of these local authorities show a deep sense of concern 
19 

about their participation in institutions which are rejected 

by Africans for the reason that they perpetuate apartheid. 

Thus with the fore-knowledge permitted by personnel planning, 

college and university graduates may be produ ced by these 

19. Such participation is viewed as collaboration with the 
apartheid regime. Th e 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 in 

Port Elizabeth to meet the personnel needs of the urban local 
20 

authorities in its 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 supplemeJlted 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. 

21. 

22. 

23. 

24. 

25. 

Refer to the Sunday Times, Business Times, March 20, 1988 
p. 16. This information was subsequently confirmed with 
Mrs A~a~da du Toit of the Personnel Employment (Local 
Authorltles) of the Community Services Office Provincial 
Administ~ation ~f the Cape of Good Hope, East'Cape. The 
telephonlc enqulry was conducted on 20 May 1988. 

Ibid. 

Ibid. 

Ibid. 

Ibid. 

This information wa s obtained from Miss Al icia H 1 H 1 T . . e en 
esse ' . ralnln~ Officer, Community Services Office, Natal 

Provlnclal Admlnlstratlon, at an interview held on 23 May 
1988 at the Community Services Office, Durban. 



150 

applicants for skilled jobs may be hired with the expectation 

that following the internal programmes, they can mov e 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 various 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 is 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 
26 

leadership adopts to operationalize these 

objectives. In 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 - it s number, shape and ability - rests with the na ture 

of the task to be performed and recruitment constitutes that 

personnel step whi ch enables an institution to attract suitable 

candidates for appointment. "Thus, ln a se nse , 

26. Rabin, J, Vocino, T et a l (eds) : Handbook on Public Per-sonnel Admini s tration and Labour Relat i ons Marc el Dekker, In c ., New Yo rk, 1983 p. 79. ' 
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recruitment is a transition step from (institutional) design to 
27 

(institutional) function(ing)". Recruitment is, therefore, the 

process of attempting to locate and encourage potential 

applicants to register an interest in existing or anticipated 
28 

position openings. This process consists in the etforts 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 
29 

in the employ of the institution or a person from outside. The 

pattern of recruitment in Black local authorities, as young 

bodies, has 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 
30 

community councils. Senior ranks, for example chief executive 

officers, heads of departments and other professional and 

technical categories were filled by suitably qualified candidates 

27. 

28. 

29. 

30 . 

Ibid. 

Chruden, loco cit. 

Byars, L L and Rue, L W: Personnel Management: Concept s 
and Applications , W B Saunders Company, Philade lphi a ,1979 
p. 130. 

Thi s information wa s obtained from Mr WaIter Dladla a 
personnel official of the Co~munity Services Office of'the 
Natal Provincial Admini stration. The interview took place 
on 17 March 1988 at th e Community Se rvices 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 
31 

the remaining advisory boards. The existing small personnel 

establishment of community councils comprised only clerical 

personnel. When community councils and advisory boards were 

dissolved, they left 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 quali fied 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 Unlverslty of Durban-Westville on 7-9 July 1982) P 
199-200. p. 

32. Chruden, op. cit., p. 105. 
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that become vacant at a later stage is its 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 etfectively used 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 
33 

of his or her performance." The availability of accurate data 

concernlng employees reduces the possibility of taking a wrong 

decision. Conversely, employees are well informed about the 

institution and its operations. "Another advantage lS that 

recruitment from within can have a positive etfect on employee 

morale and motivation if it prevents lay-offs or 
34 

creates 

promotion opportunities." When employees know that they will 

receive tair consideration for position openings, an incentive 

for a high level of performance lS 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 reword the employee receiving the 

promotion for hi s or her past performance and hopefully will 

33. Byar s , op. cit., p. 131. 

34. Ibid. 
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result in 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 "thi s is particularly true for 

members of groups who have encountered difficulties in gaining 

employment and have often faced even greater difficulty in 
35 

achieving advancement within an (institution)." 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 
36 

statements covering this policy. 

written 

Such a personnel 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 ideas 

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 it often occurs that 

some employees are promoted until they reach a level of 

35. Chruden, loco 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 classi fication 

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 are generally classified as formal methods of 

recruitment. Persons referred by employees and walk-in 

applicants are examples of recruits obtained through informal 
38 

methods." Institutions may select recruiting methods on the 

basis of circums!ances they face, for example, the number and 

type of vacancies, the labour environment and the state of the 
39 

national economy. The choice of a specific recruitment method 

may be based on past experience and also convenience to the 

institution. 

37. Byars, loco c i t. 

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 used to predict the career paths of employees and to 

anticipate when and where promotion opportunities for them may 
40 

occur." Since the value of the data is contingent upon being 

current, the record system must include provisions for continual 

up-dating of employee qualifications and job placement as they 

occur. ° This method of locating suitably quali fied candidates 

from within institutions may become increasingly valuable to the 

African urban local authorities as they develop sophisticated 

personnel systems, 

5.3.2.2 Job posting and bidding 

Information relatlOng to vacant "t o b POSl lons may e communicated 

internally through a process referred to as job posting. This 

40. Chruden, Ope 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 

institution. Employees are gIven a specified length of time 

within which to apply. Usually the posted notice specifies the 

job title, rate of pay and the necessary qualifications. The 

usual practice is that all the applications will be sent to the 

personnel office or department for an initial review. The next 

step may be an interview by the prospective supervisor and then a 

decision is made based on qualifications, performance, length of 
41 

service and other pertinent criteria. 

Job bidding is closely allied to job posting in the sense that 

prospective job bidders obtain information about vacany positions 

through an effective job posting system. Employees bid for a job 

based on considerations of seniority, 
42 

experience or other 

specific qualifications. In institutions where agreements have 

been entered inte with labour unions, job posting and bidding 

procedures may be laid down in the labour contracts. 

According to Chruden, job bidding functions most effectively when 

it is part of a career development programme in which employees 

41. Byars, op. cit., p. 132. 

42. Ibid., p. 133. 
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are made aware of the opportunities available to them within an 
43 

institution. This system encourages employees to take the 

initiative in improving themselves and in seeking out positions 

which match closely their interests and qualifications. 

5.3.2.3 Recall from lay-off 

When economic conditions necessitate a reduction in the manpower, 

the employees whose services are terminated are said to be laid-

off. Usually when the economic outlook brightens again and job 

openings occur, former employees who were laid-off while they 
44 

were in good standing are recalled. 

In the cas~ of unionized institutions, the criteria for 

determining an employee's eligibility for lay-off are set out in 
45 

the labour union contracts. As a rule, seniority on the job 

receives significant weight in determining which employees are 
46 

laid-off first. Similar provisions in the labour union 

agreements provide for the right of employees to be recalled for 

jobs they are still qualified to perform. If the employees do 

not belong to a labour union, a personnel policy which 

establishes the criteria tor lay-off and recall should be 

developed and operated. 

43. Chruden, loc cit. 

44. Ibid. , p. 107. 

45. Ibid. 

46. Ibid. 
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5.3.2.4 Advertisements 

Probably the most common method for contacting applicants i s 

through advertisements. While newspapers and trade or 

profess ional journals constitute the media used most commonly, 

radio, television, billboards and posters have also been 
47 

utilized. Advertizing has the advantage of reaching a large 

audience of possible applicants. Some degree of selectivity can 

be realized by an institution through the use of newspapers and 

journals that are directed toward a specific group of readers. 

Professional journals, trade journals and publications of labour 

unions would fall into this category. 

African urb~n local authorities rely heavily on this method of 

locating qualified candidates for the clerical, technical, 

administrative and professional categories of their personnel 
48 

establishments. To advertise a vacant position, the chief 

executive officer of the local authority must submit a 

"request to fill a vacancy" to the Community Services Office of 
49 

the Provincial Administration. The application must reflect 

47. Ibid., pp. 109-110. 

48. Thi s information was obtained from Mr WaIter Dladla a pe r~onne l official · attached to the Communit y Services OffIce of the Natal Provincial Admini stration. Th e inter­view was held on 23 May 1988 at the Community Services Office. in Durban. Re fer to Annexure F for a copy of an ad vertI sement made by African urban local authorities. 

49. Refer to Annexure J for a copy of an app lication to fill a vacancy. 
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the following details: de s ignation, qualifications, experience, 

s pecial service conditions and the recruitment medium, i.e. the 
50 

preferred press must be specified. The personnel section of 

the Community Service Offices then fills in the following details 

on the application form: post number, key salary scale, 

financial authorization, cost code and the action taken, i.e. it 

must be shown whether the vacant position was advertised, re-
51 

advertised and filled. 

The personnel section will then prepare a copy for 

advertisements. The preparation of such a copy is not only time-

consuming, but it requires special training and experience to 

meet the high quality of recruiting materials being produced 

today and the accuracy and completeness of information being 

provided through advertisements. Among the information 

increasingly being included in advertisements by the African 

urban local authorities is the statement that they are Egual 
52 

Opportunity Employers. 

5.3.2.5 Educational institutions 

Educational institutions, such as technical colleges and 

universities , are a typical source of young applicants with 

formal educa tion and training, but with relatively little 

50 . Ibid. 

51 . Ibid. 

52 . Refer to ad vertisements appearing 
Business Times, Ma y 22, 1988, p. 22 . 
of th i s statement will be examined 
chapter . 

in 

in 

Sunday Times, 
The implications 
the concluding 
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practical experience. When filling technical, professional and 

administrative positions, college and university 
53 

graduates 

provide the primary source. High schools usually are a source 

of employees for the clerical and blue-collar (artisan) 

positions. Recruiting on college and university campuses will 

probably become a common practice of the African urban local 

authorities considering the characteristics of their labour 

demand. When recruitment on college and university campuses 

occurs, institutions usually send one recruiter or a team to a 

campus for initial interviews. The most promising candidates may 

then be invited to visit the institution before a final 

employment decision is made . 

• > 

5.3.2.6 Employee referrals 

The recruiting efforts of an institution can be aided by employee 

referrals, or recommendations made by its current employees. 

This method may not only produce qualified applicants, but it may 
54 

also improve employee morale. "These recruiting systems may be 

informal and operate by word of mouth, or they may be structured, 

with definite guidelines to be followed. Bonuses may be given 

for help ln finding employees for positions that have been 
55 

di fficult to fill." One disadvantage of this method 

53. See Sunday Times , Bu s iness Times , November 29, 30. 1987, p. 

54. Chruden, op. cit., p. 11 3 

55. Byars , op. ci t., p. 135 
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1S that cliques may develop within the institution, e~~eCiallY if 

employees recommend only their friends and relatives. 

5.3.2.7 Unsolicited applications 

Some employers receive unsolicited applications by letter or in 

person from individuals who mayor may not be good prospects for 

employment. Even though the percentage of acceptable applicants 

from this source may not be high, it is a source that any 

employer cannot ignore. Chruden cites Breaugh's study which 

"revealed that the performance of individuals who have been hired 

through th~ir own initiated cont~ct with the employer proved to 

be more successful than those recruited from college placement 
57 

services or newspaper advertisements." Unsolicited 

applications do constitute an important external source of 

recruits and the walk-in applicants must, therefore, be treated 

with courtesy and respect. If there are no prospects for 

employment at the time or in the future, it would be expected 

that the applicants would be informed of this fact in a trank and 

tactful manner. 

56. Ibid. 

57. Chruden, loco cit. 
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5.3.2.8 Labour unions 

Labour unions can be an important source of applicants, 

especially for blue-collar positions. Some unions may maintain 

hiring halls that can provide a supply of applicants, 

particularly for short-term needs of an institution. As .a result 

of powerful influence some unions may exercise over hiring 

practices, employers may find it prudent to use the labour union 

service in order to avoid any possible confrontation. It may be 

a long time before any confrontation develops in the Black local 

authorities because of the absence or low level of development of 

labour unions at this stage. 

5.4 Selection 

The recruiting process normally yields a number of applicants 

whose qualifications must be assessed against the requirements 

for the vacant po~ition. Selection is primarily concerned with 

the information that is assembled on applicants and the methods 

that are used to obtain it as well as the procedures for 

evaluating this information. 

5.4.1 Objectives of selection 

The purpose of the selection process is to choose individual s who 

are most li ke l y to s ucceed on a J"ob f th rom e applicants 

available . The s uccess of this process depends on the 
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effectiveness of the personnel planning and recruitment process. 

A successful planning programme identifies the number and 

types of required personnel, while recruitment produces a pool of 

qualified candidates. Therefore, a breakdown in either personnel 

planning or recruitment can make even the most efficient 

selection system ineffective. 

The objective of any selection system is to match the 

requirements of the job and the qualifications of the applicant. 

Chruden points out that applicants "who are thoroughly screened 

against carefully developed job specifications learn their job 

tasks readily, are productive and generally adjust to their jobs 

with a minimum of difficulty. As a result, the individual, the 

institution J and society as a whole benefit from a careful 
58 

selection process. 11 Where the tenure of employees is protected 

by a labour union contract or by public service regulations as is 
59 

the case in the Black local authorities, there is, indeed, an 

additional incentjve for personnel administrators to develop 

sound selection policies and procedures for the reason that it is 

typically more difficult to dismiss unsatisfactory employees who 

enjoy such protection measures. 

5.4.2 Sources of information about candidates 

Many sources of information are used by institutions to provide a 

58. Ibid., p. 126. 

59 . Refer, for example, to sections 30(4) and 31(4) of the 
Black Loca l Authoriti es Act, 1982 (Act 102 of 1982) 
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complete picture of an applicant's potential for success. 

of the methods used in obtaining this information provide 

verification of the information supplied by the applicants. 

5.4.2.1 Application blanks 

Some 

for 

African urban local authorities, like most institutions 

especially in the public jurisdiction, require that application 
60 

forms be completed. Application forms provide a fairly quick 

and systematic means of obtaining a variety of information about 

the applicant. Application forms must, therefore, be designed 

and developed with great care and should also be revised 

continually in order to reflect information that is work-related. 

The information on application forms is generally used as a basis 

for further exploration of the applicant's background. According 

to Chruden, this practice is supported by research that has shown 

that the application form is an essential and valuable component 
61 

of the personnel selection process. 

5.4.2.2 Background investigations 

If the applicant is potentially qualified, previous employment 

and other information provided in the application form may be 

investigated. Present and/or former employers and individuals 

named as references may be contacted for verification of 

60. See copy of an application form In Annexure K. 

61. Chruden, op. cit., p. 130. 
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pertinent information such as period of service, type of work and 

designation, salary scale and notch. It is never safe to assume 

that the information furnished by the applicant is true in all 

respects. A telephone call and/or letter are the primary means 
62 

of verification used by these local authorities. 

These Black local authorities have also adopted the use of court 

records as an integral part of their background investigations. 

Applicants must appear at their nearest police station and be 

subjected to a fingerprint exercise . These prints are used to 

ascertain whether or not the applicant has any previous 

conviction. An y record of a conviction, irrespective of the 

nature or severity of the crime, would weigh negatively against 

the applicant and in some instances would be a ground for denial 
63 

of a job to an applicant. 

5.4.2.3 Physical examination 

A physical examination is one of the steps taken in the selection 

process. It is expected to reveal the applicant's condition of 

health, i.e. details of operations undergone, serious physical or 

mental illness, or any physical defects. Candidates may be 

expec ted, therefore, to furnish health questionnaires duly filled 

in by qualified medical practitioners. A physical examination is 

62. Dladla, op. cit . 

63. Ibid. 
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generally given to assure the prospective employer that the 

health of the applicant is adequate to meet the job requirements. 

African urban local authorities also rely on this practice. It 

also provides a base line against which subsequent variations ln 

the state of health of an employee may be compared and 

interpreted. This objective may be particularly significant in 

issues pertaining to determinations of work-caused illnesses and 

disabilities in terms of the provisions of the workers' 

compensation laws. 

5.4.3 Interview 

The employment interview has an important role in the selection 

process. African urban local authorities also consider the 

interview to be the most effective tool ln the selection 
64 

process. At the interview the information obtained through the 

various sources is used to learn if the applicant is the best 

candidate for the position. 

5.4.3.1 Interviewing methods 

Selection interviews differ according to the methods that are 

used to obtain information and to elicit attitudes and feelings 

from an applicant. The most significant difference lies in the 

amount of structure or control that is exercised by the inter-

64. Ibid. 
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viewer. African urban local authorities use the structured 
65 

interview method. The informal or unstructured interview 

method has been rejected for the reason that it is characterized 

by a lack of planning and is also highly susceptible to 

distortion and bias. This type of interview method is rarely 

totally job-related and is, therefore, unreliable and lacking in 
66 

validity. 

Through a structured interview, reliable and valid information is 

obtain~d by means of questions that are carefully selected 

beforehand. These questions cover different areas of the 

applicant's~ life relating to the position applied for, namely 

qualifications, experience, character and ability to do the 
67 

job. The interviewer adheres closely to the detailed set of 
68 

questions on specially prepared forms. These questions are 
69 

provided to the panel of interviewers to help them elicit 

complete information, interpret its significance and also to 

discern any inconsistences. The advantages of using this method 

are that it provides the same type of information on all 

65. 

66. 

67. 

68. 

69. 

Ibid. 

Chruden, op. cit ., p. 135 . 

Refer to Anne xure L for a copy of these aspects. 

Ibid. 

The panel 
authority. 
community 
op. ci t. 

is drawn from the members of the 
There is usually present a member 

services office in senior appo intment s . 

local 
of the 
Dladla, 
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applicants that are interviewed. It also allows systematic 

coverage of all questions deemed essential by the local authority 

and it minimizes personal biases of the members of the panel. 

5.4.3.2 Interview appraisal 

Panel members always bear ln mind the appraisal factors while the 

interview progresses. The appraisal factors relate to 

experience, qualifications, character and ability to do the 
70 

job. In respect of each appraisal factor, every member of the 

panel allocates an appraisal score. They execute this task on 

the basis of a predetermined "method of 
71 

interview appraisal 
72 

scoring" which guides them ln the allocation of values. Wh en 

the interview is over, panel members' scores allocated in respect 

of each appraisal factor are entered individually, by the 

chairman of the interview, in a score sheet. The consensus score 
73 

in regard to each factor is then recorded by the chairman. 

5.4.4 Making the selection decision 

After the interview, a list or register of eligible candidates is 

prepared in the sequence of highest scores obtained by the 

candidates. The list is transmitted to the office of the 

Director of Local Government by the Community Services Office. 

70. Refer to footnote No. 67 supra. 

71. Refer to Annexure M for characteristics of this method 
and the value of each appraisal factor. 

72. Ibid. 

73. Refer to Annexure N for a copy of a score sheet. 
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Ordinarily the list comprises two or three names of the 

candidates who are listed in the order of their scores. All the 

essential documentation, for example, application forms and 

copies of qualifications are attached to the list. The list is 

always submitted with a recommendation from the panel for the 
74 

appointment of, usually, the candidate with the highest score. 

The Director of Local Government will then review the 

documentation and make a decision to appoint. The decision is 

then communicated to the local authority. Notifying applicants 

of the decision and making offers of appointment 1S the 

responsibility of the personnel department, division or section 

of a local authority. 

In local authorities where the personnel function 1S still 

exercised by a community services office of a provincial 

authority, the applicants would be informed by the personnel 

section of the community services office . . The letter of 

appointment constitutes an offer to a candidate and confirms the 

details of the position, i.e. designation, department, key salary 

scale and notch, date of assumption of duties, fringe benefits, 

as well as the conditions of appointment, for example the 

duration of the period of probation. 

5.5 Placement 

Placement is a universal institutional process of combining 

individuals and organization structures . It is generally 

74. Dladla, op. cit. 
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regarded as the final dimension of the recruitment and selection 

processes. Hyde argues that it is only a penultimate step, the 

final step being the confirmation of appointment 
75 

after a 

satisfactory completion of a probationary period. Placement 

involves a special focus on the inherent problems relating to the 

integration of the newly appointed employee into the 

institutional environment. The integration focuses on the 

matching of individuals to the positions that are best suited for 
76 

their skills, attitudes and abilities. Placement has extensive 

r~ifications that affect deeply all of the general functions of 

personnel administration, especially aspects such as, inter alia, 

orientation, in-service training, career development, 

compensation and evaluation. 

Hyde points out that the probationary period, as used ln most 

public jurisdictions, is one of the weakest links ln the chain of 
77 

selection. This period can be a valuable tool for both 

supervisors and t~e newly appointed employees. "However, as it 

is actually used it seems to be nothing more than a rubber stamp 

on the hiring decision. Given the low percentage of employees 

75. 

76. 

77. 

Hyde, A C: "Placing the individual into the 
Organization," appearing in Rabin, J et al (ed8): 
Handbook on PubllC Personnel Administration and Labour 
Relations, Marcel Dekker, Inc. New York, 1983 p. 117. 

Ibid. 

Ibid. 
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th b t o lOt could be concluded that mo st dismissed during e pro a lon, 

se lection systems are unbelievably accurate in securing just the 
78 

right person in the right place at the right time." It could 

be rightly assumed, on the contrary, that supe rvisors worldwide, 

do not use the period of probation for what it was inten~ed: to 

take a long and hard look at the new incumbent and reward and 

retain sound performance and dismiss poor performance. 

5.6 Summary 

Personnel planning establishes role prescriptions for personnel 

within an institution. It seeks to ensure that the required 

number of 6uitably qualified workers will be available to the 

institution at the right time. Personnel planning provides the 

foundation for an effective personnel programme and for 

coordinating the personnel functions being performed within it. 

As personnel planning involves applying the planning process to 

human resources, it lS important in the success of an 

institution. Personnel planning lS but one component of the 

total planning process in which an institution must engage. 

Strategic planning, which is concerned with the steps to be taken 

in the realization of institutional goals, relates closely to 

personnel planning because institutional strategies involve the 

use of personnel resources. 

78. Ibid., p. 148 
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There are two approaches to personnel planning: quantitative and 

qualitative. A quantitative approach involves statistical and 

mathematical techniques. This approach views personnel as 

numerical entities and employees are identified in terms of 

considerations such as race, gender, age, skills, tenure, grade 

and pay levels. A qualitative approach aims at reconciling the 

interests, abilities and aspirations of personnel with the 

current and future requirements of an institution. It has been 

concluded that personnel planning should comprise the use of both 

the qualitative and quantitative approaches because they 

complement each other and provide a more complete and effective 

coverage . Black local authorities have adopted the use of both 

approaches and will, therefore, reap the benefits provided -by the 

combined ap~~oaches. 

Recruitment has been identified as an essential process that 

seeks, locates and encourages qualified candidates to apply for 

position openlngs. There are two sources of qualified 

candidates: internal and external. There are a variety of 

methods of locating qualified candidates for position openings; 

namely computerized personnel record systems, job posting and 

bidding, recall from lay-off, advertisements, educational 

institutions, employee referrals, unsolicited applications and 

labour unions. Black local authorities, as young institutions, 

must necessarily rely heavily on attracting candidates from 

external sources. 
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The recruiting process normally yields a number of applicants 

whose qualifications must be assessed against the requirements of 

the vacant positions. Selection is then primarily concerned with 

the information assembled on applicants and the methods that are 

used to obtain it as well as the ways in which this information 

is evaluated in the selection process. The African urbal local 

authorities use a structured interviewing method. Interviews are 

conducted by a panel comprising members of the local authority 

and a representative of a community serVlces office of a 

provincial authority. The interview is conducted on the basis 

of appraisal factors to which values are allocated. The panel 

makes a recommendation for appointment of the best candidate. 

The final decision rests with the Director of Local Government. 

The techniques and procedures followed by the Black local 

authorities are quite sophisticated and should yield positive 

results. 

Placement of the-newly appointed employee and the determination 

of the probationary period mark the final dimensions of the 

recruitment and selection processes. The placement process has 

extensive ramifications for the institution and the employee In 

the sense that they affect deeply a number of the functions of 

personnel administration such as tral"nl"ng, d 1 career eve opment, 

appraisal, compensation, labour relations, maintenance and 

discipline. With their increased capacity to expand their 
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personnel establishments, African urban local government 

institutions must be particularly careful about the consequences 

of the placement process. These personnel function s constitute 

the focus of the nex t three chapters. 
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CHAPTER 6 

Personnel training and development 

6.1 Introduction 

The functions of recruiting and selecting candidates are only the 

initial stages In building an effective work-force. At the 

conclusion of the selection and placement processes, both the 

employer and the new employee are generally optimistic that the 

best applicant has been hired and that the employer-employee 

relationship will be beneficial to both parties. Sometimes this 

hope is realized, often it is not. Employees require training 

and continual development if their potential is to be utilized 

effectively. The training of pesonnel within the institution, 

should be viewed as beginning with the orientation and continuing 

throughout their working life. 

Training and development have become increasingly vital to the 

successful operation of 

technology requires that 

institutions. The 

employees acquire 

rapidly changing 

and develop the 

knowledge and skills necessary to cope with new processes and 

production techniques. The growth of institutions into large and 

complex structures makes it imperative for the top leadership and 

other categories of employees to be prepared for new and more 

demanding activities. As a consequence of this development, a 
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definite trend has emerged for institutions to take a broader 

perspective of personnel administration by creating career 

development programmes. Such programmes involve efforts to 

develop the employee's career in a manner that will benefit both 

the institution and the employee. 

This chapter explores the institutional dynamics of employee 

training and development, or the lack of it, within urban local 

authorities for Africans. It focuses on personnel aspects such 

as, inter alia, objectives of training and development; training 

phases; assessing training needs; methods of training and 

development; and evaluation of training and development. 

6.2 Nature of the training and development process 

Employee development, in which training plays a major role, 

comprises those procedures and activities that contribute to 

employee growth ~nd professionalism on-the-job and in the total 
1 

perspective of career planning. Hays and Reeves define the 

concept training as "the systematic process of altering the 

behaviour or attitudes of employees in a direction that will 
2 

increase organizational goal achievement." A training programme 

is viewed by these authors as "an effort by the employer to 

provide opportunities for employees to acquire job-

1. 

2 . 

Hays, STand Reeves, T Z: Personnel Management in the 
Public Sector Allyn and Bacon, Inc. Boston, 1984, p . 216. 

Ibid. 
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3 
related skills, attitudes and knowledge," through the learning 

process which they define as "the act by which the individual 

acquires skills, knowledge, and abilities that result in a 
4 

relatively permanent change in his or her behaviour." These 

authors regard career planning as a systematic effort , by the 

institution to design jobs around the aptitudes, abilities and 
5 

objectives of employees. 

Training is fundamentally role-specific, i.e. it attempts to 

assist employees who are or will be performing certain work tasks 
6 

to achieve successful role behaviour. Training begins , always, 

with the requirements of a particular employing body, and within 
7 

that setting, of a given activity. Administrative development 

may be perceived as some form of training. Senior administrative 

positions tend to have rather broad role prescriptions, 

especially at the top levels, for example chief executive 
8 

officers, where the demand for the generalist is greatest. 

Institutional heads, i.e. chief executive officers, and their 

3. Ibid. , p. 217. 

4. 

5. 

6. 

7. 

8. 

Ibid. 

Ibid. 

Miner, J B and Miner, M G: Personnel and Industrial Re­lations, A Managerial Approach, MacMillan Publishing Company, New York, 1985 p. 397. 

Ibid. 

Ibid. 
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. 1 such as heads of departments or divisions, sen10r personne, 

are responsible not only for their own work performance, but also 
9 

for that of their subordinates. Consequently, administrative 

development 1S pursued through training in supervisory 

techniques, delegation, team-building and other ~eadership 

courses. 

High ranking personnel is responsible not only for training indi-

vidual employees to improve work skills, but also for improving 

the quality of those employees' work relationships. "This 

process is called organization development, which developed in 

the 1960s as a combination of sensitivity training, which focuses 

on work relationships in a small group, and action research, 

which is based on gathering data and feeding it back to 
10 

participants to enable them to change their own behaviour." 

Personnel development 1S, therefore, similar to personnel 

training in that both processes are change-oriented, action-

oriented and are aimed at employees throughout the institution. 

Klingner and Nalbandian observe that personnel development is, 

however, participant-oriented rather than trainer-oriented; it 

seeks to increase productivity by increasing employee 

identification with the objectives of the institution rather 

9. Klingner, D E and Nalbandian, J: Public Personnel Manage-ment, Contexts and Strategies, Prentice-Hall I _ ,nc. Englewood Cliffs, New Jersey, 1985 p. 245. 

10. Ibid., pp. 245/6. 
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than by increasing employee job-skills; and it focuses on the 

process variables that comprise human interaction rather than the 
11 

work product itself. 

6.3 Objectives of training and development 

Some new employees, for example those who are holders of the 

prescribed academic or technical qualifications and have acquired 

the requisite experience, come into the institution with most of 

the knowledge and skills necessary to commence work. Others may 

requlre extensive training before they are ready to make much of 

a contribution to the institution. A majority of employees, 

would, however, at one time or another, require some form of 

training in order to maintain the desired or effective level of 

performance. Training is often viewed as the most visible and 
12 

popular of all personnel functions. Administrative executives 

may endorse trai~ing because it promises to make employees more 

skilled and hence more productive, even though these benefits 

must be weighed against the loss of work time while the employee 

is being trained. Employees may like training because it offers, 

inter alia, a break from their jobs (if they do not like them) or 

increased skills, which · may be used to master a current or 
13 

prospective position. 

11. Ibid., p. 246. 

12. Ibid., p. 233. 

13. Ibid. 
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The objective of training is to bring the knowledge and skills 

required for effective task performance up to a satisfactory 

level. The individual employee's effective level of performance 

cumulatively leads to the accomplishment of the institution's 

primary objectives. According to Chruden and Sherman, "as the 

individual continues on the job, training provides opportunities 

to acqulre new knowledge and skills. As a result of the 

training, the individual may then be more effective on the job 
14 

and may qualify for jobs at a higher level." Training and 

development are the means by which institutions establish, 

increase and maintain employee skills and hence, productivity. 

Training is mostly beneficial in those areas where employees 

experlence a skill deficiency. Training is not intended to 

replace or compensate for inadequate selection criteria, improper 
15 

job design or insufficient compensation, but gives employees 

direction in their work activities and also acquaints them with 
16 

their work environment. According to Gerber, et. al., training 
17 

also enhances loyalty and boosts the morale of employees. It 

also reduces labour turnover as well as absenteeism, and it 
18 

promotes job satisfaction. 

14. 

15. 

16. 

17. 

Chruden, H 
Resources, 
1984 p. 186. 

J and Sherman, Jr. A W: Managing Human 
South-Western Publishing Company, Cincinnati, 

Klingner, op. cit., p. 233. 

Gerber, PD., Nel, P S and van Dyk, P S: Human Resources Management, Southern Book Publishers, Johannesburg, 1978 p. 185. 

Ibid. 
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Training and development are, therefore, important as they 

constitute the means by which the institution improves and 

maintains employee skills. Employee development programmes, if 

conducted effectively, benefit both the institution and the 

individual employee involved. The employer retains a work-force 

with a high morale and increased competence to accomplish the 

institution's goals. The employee gains additional skills and 

increased motivation in job performance. In a somewhat tangible 

manner, work becomes fulfilling and challenging rather than 
19 

monotonous l abour. Training is, indeed, the institution's too l 

for accomplishing employee growth and development. Without 

training programmes employee development becomes random and 
20 

haphazard, if it occurs at all. The first step to effective 

training is a needs assessment. 

6.4 Assessing training needs 

Training IS normally administered following a formal needs 

assessment. Administrators and first-line supervisors should 

always be alert for indicators of training needs. Training would 

then be focused on individuals and areas or situations where the 

need IS greatest. "This means that large gaps between role 
21 

prescriptions and existing role behaviours must be identified ." 

19. Hays, °12 · cit . , pp. 222-223. 

20 . Ibid. , p. 223. 

2l. Miner, 012· cit . , p. 403. 
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Then a decision must be made on whether or not a significant 

reduction in size or total elimination of the gap might be 

accomplished through training. "Establishing training needs thus 

requires an answer to two questions: Is there a problem in terms 

of the level or type of performance? Can training be , of any 
22 

value in correcting such a situation?" In its simplest form, a 

needs assessment can be formulated by a supervisor who recognises 

areas requiring performance improvement. On a more sophisticated 

level, however, training needs can be assessed by observing 

inter-personal relations of workers, interviews with key 

personnel, and also through a systematic reVlew of employee 
23 

training, education and experience levels. 

Miner and Miner point out that "in terms of sheer numbers, the 

training-needs problem is usually most pronounced among 

individuals just starting out on a new job. Thus new employees, 

employees who have been shifted into a new position, and 

employees being re-trained because role prescriptions for a 

position have been changed, all can normally be assumed to have 
24 

rather acute training requirements." Training needs of this 

kind tend to be rather easy to determine and the level of 

willingness to learn on the part of the employee is quite high. 

22. Ibid. 

23. Hays, op. cit. 

24. Miner, op . cit. 
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The problem probably emerges in the case of existing employees 

with long service and experience, where a single categorization 

such as "new employees" would not be appropriate to make 

employees with marked training needs highly visible. In such 

cases persistent deviations or shortfalls from role pres~riptions 

must be identified on an individual basis. Such identification 

may be resented and the motivation to learn may be at its minimum 

because to be singled out for special training could be perceived 

as a tacit admission that one has not been performing according 

to the expected levels of effectiveness in the past. 

Chruden and Sherman recommend three analyses for the assessment 

phase in orcder to approach training needs In a more systematic 

manner: "organizational analysis, task analysis, and person 
25 

analysis ." An examination of the goals, resources and 

environment of the institution to establish where training 

emphasis should be placed is referred to as "organizational 

analysis." Resources include equipment, finance and manpower. 

The personnel policy and the institutional climate have an impact 

on the aims of the training programme. "Similar ly, external 

factors, such as public policy as reflected in laws, regulations, 

and court decisions, have important implications for 

programs in determining where emphasis will be placed." 

25. Chruden, Ope cit., p. 187 

26. Ibid., p . 188. 

training 
26 

The 
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designing of a specific training programme would require a review 

of the job description in which the activities performed on the 

job and the conditions under which they are performed are 

indicated . This review is then followed by a task analysis 

"which involves determining what the content of the training 

program s hould be, based upon the study of the task or duties 
27 

involved in the job." According to Chruden and Sherman, as 

soon as the organizational and task analyses have been conducted, 

it is then essential to perform a person analysis, "which 

determines what skills, knowledge, and attitudes are required of 
28 

people on the job." Person analysis would involve determining 

whether or not the levels of task performance are acceptable and 

also studying the characteristics of individuals and groups who 
29 

would be placed in the training environment. These authors 

suggest that it may be rewarding to determine, beforehand, what 

the prospective trainees can and cannot do in order that the 

training programme may be designed to yield maximum benefits at 
30 

minimum costs . 

The training needs of urban local authorities for Africans are 

assessed by the training division of a community services office 

27. Ibid . , p . 189. 

28. Ibid. 

29. Ibid. 

30. Ibid. 
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31 
of 

-
a provincial authority. Formal training courses for 

personnel 
32 

of local authorities must be approved by the Training 

which is established according to the provisions of the Board 

Local Government Training Act, 1985 (Act 41 of 1985). A training 

course may be approved on the basis of the following conditions: 

(a) the contents, nature, duration and standard of a course; 

(b) the standard of education or practical experience required 

for admission to a training course; 

(c) the qualifications and exper ience required of a person who 

provides training in terms of a training course; and 
33 

(d) any other matter connected with a training course. 

The Training Board may, subject to the approva l of the Minister 

of Constitutional Development and Planning and after consultation 

with the Council for the Coordination of Local Government Affairs, 

utilize moneys in_the Local Government Training Fund for the 

allocation of, inter alia, "grants-in-aid, donations or loans to 

any person who, or institution, association or body, including a 

local government body, which provides training or will provide 

31. This information was obtained from Miss Alicia Helen 
Hessel, .Traini~g . Officer, Community Services Office, Natal 
ProvIncIal AdmInIstration, at an interview held on 23 May 
1988 at the Community Services Office, Durban. 

32. Section 9(1 ) of Loc al Government Training Act, 1985 (Act 
41 of 1985). 

33. Section 9(2). 
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34 
training. The Office for Community Services of the Provincial 

f th C of Good Hope, East Cape, has already 
Administration 0 e ape _ 

established a training centre for African local government 

35 
personnel. According to Miss Hessel, a Training Officer of the 

Communit:i Services Office~ Natal Provincial Administration, 

Durban, this training centre established in the East Cape, is the 

first of its kind. Similar training centres have not, as yet, 

been created for the other provinces. 

6.5 Phases of training 

Training should be viewed as a systematic, ongoing process 

wi thin every"' insti tution. Training usually occurs at two stages 

of an employee's career progression, usually in only loosely 

related way s : pre-entry and post-entry training. Post-entry 

training may be divided further into orientation and in-service 

training. Goals for each training phase may be debated and thus 

hardly consensual, but there is seemingly agreement that 

employees should be prepared before employment (pre-entry); 

oriented to the work environment, and provided with on-the-job 

training. 

34 . Section ( l )(a) 

35. Refer to the Sunda:i Times, Business Times, March 20, 1988 

p. 16. This information was later confirmed by 

telephone, on 20 May 1988 with Mrs Amanda du Toit of the 

Pers~nnel Empl0:iment (Local Authorities) of the Communit:i 

ServIces OffIce, Provincial Adminsitration of the Cape of 
Good Hope, East Cape. 
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6.5.1 Pre-entry training 

It has been concluded that academic qualifications or any number 

of formal administrative programmes attended cannot be regarded 

as predictors of how effectively an administrator will perform 
36 

his functions and duties. "Academic achievement is not a valid 

yardstick to use in measuring managerial potential. Indeed, if 

academic achievement is equated with success in business, the 
37 

well-educated manager is a myth." Hays and Reeves pursue this 

viewpoint further by citing the conclusion drawn by Sterling 

Livingston that academic education is generally poor preparation 

for the world of work. "Speci fically, Livingston finds that 

there is no·~irect relationship between performance in school or 

organizational training programmes with later records of success 

3S managers. In fact, he believes that academic programmes are 

often detrimental to one's potential for success because they 

'distort the ability of managerial aspirants as they gain 

experience. Fast learners in the classroom often ... become slow 
38 

learners in the executive suite." According to these authors 

Livingston 

teaching 

is of the opinion that universities and colleges are 
39 

classroom skills rather than on-the-job comp~tencies. 

36. Hays, op. cit., p. 218. 

37. Ibid. 

38 . Ibid. 

39 . Ibid. 
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"There is particularly, a preoccupation with problem-solving and 

decision-making skill development in management education 

programmes. This undue emphasis results in an overly developed 

analytical ability in a student, but little else. Frequently, 

students graduate thinking that organizations operate in, rational 

environments and that their analytical abilities will make them 

prime managerial material, an illusion, which when shattered, 
40 

usually produces a personal trauma in the real world." 

Livingston's analysis appears to direct attention to the mission 

and function of pre-entry education and training. The locus of 

this education and training is in post-secondary educational 

institutions and technical colleges that prepare students for the 

prevailing 1abbur market. 

In the South African Public Administration academic circles it is 

not yet clear whether or not there are observers who $hare 

Livingston's rather "alarmist" conclusion that students do not 

learn from formal education what they need to know to perform 

their jobs effectively and that success-oriented skills must be 

learned, if at all, on the job. The South African Institute of 

Public Administration has, however, tentatively raised the need 

to discuss the formulation of guidelines to which member 

Departments of Public Administration of the universities and 

technikons could conform in order to provide certain curriculum 

components for a Public Administration programme. If ever such 

40. Ibid., pp. 218-219. 
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an objective is formally adopted and pursued the South African 

Institute of Public Administration would be emulating other 

professional associations or institutes which formulate 

guidelines to which all members must conform if they wished to be 
41 

listed on an approved roster of programmes. 

Urban local authorities for Africans consider academic 

qualifications as an important factor in the determination of a 

candidate's suitability for a position opening, especially at the 

administrative levels. A perusal of advertisements for pos ition 

openlngs by these local authorities invariably reveals this 
42 

fact. For technical or other specialist positions these local 

authorities require, as pre-entry qualifications, high school or 

university qualifications in addition to technical or specialist 
43 

quali fications. For mostly senior positions there is always 

required extensive appropriate experience. 
44 

This period seems to 

vary from five to ten years. Appropriate experience is 

experience obtained through operating in a position equivalent to 

or similar to the position that is advertised. Equivalent 

positions refer to positions found in other local authorities 

4l. Ibid. p. 219. 

42. See Annexure F. 

43. Ibid. 
--/ -

44. Ibid . 
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similar positions refer 
to positions with the same 

and 

characteristics of responsibility as they occur in 
the public 

Also for most senior positions, viz. chief 
jurisdiction . 

executive officers, 
heads of departments and other categories, 

membership of 

association is 
45 

selection . 

an appropriate professional institute 

regarded as a strong recommendation 

6 . 5.2 Post-entry training 

or 

for 

, t b h es I' .e. orientation Post-entry training comprIses wo-su -p as , 

and in-service training. 

6.5.2 . 1 Orientation training 

Employees starting a new job are usually filled with anxieties 

and fears . It is probable that moving to a new location may be 

one of life's di~turbing and distressing events . Institutions 

usually establish orientation training programmes which are 

designed to alleviate work entry fears and anxieties. The 

orientation and induction training programme provides new 

employees with information regarding the institution on matters 

such as organizational structure, history, policies and 

procedures, conditions of employment, safety practices, names of 

top administrators, location of varIOUS departments and 

facilities as well as information on how effective work per-

45. Examples would be: Institute of Town Clerks, Institute of 
Traffic Officers, Institute of Personnel Management, South 
African Nursing Association or South African Institute of 
Public Administration. 
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formance contributes to the success of the institution and 

society. 

The type and depth of information that new employees will need 

will vary with the nature of the job. However, it is customary 

to provide initially information about matters of immediate 

concern to them, such as parking facilities, security 

requirements and working hours; then attention may be devoted to 

informing them about those areas that require more time for 
46 

presentation and comprehension. In urban local authorities 

where there lS a full-fledged personnel department or unit, 

orientation training lS the responsibility of this department or 

unit. In urban local authorities for Africans where viable 

personnel departments or units have not been established, 

orientation training is provided through the training division of 

a community services office of a provincial authority and also 
47 

through the immediate supervisor of the new employee. 

Literature, films and other audio-visual material may play an 

important part in this initial effort to provide the new employee 

with knowledge regarding the salient features of the 

institutional environment. Miner and Miner observe that "in 

those cases where immediate supervision has primary 

responsibility for those matters (i.e. orientation), the training 

tends to become more individualized, more variable, and on 

46. Chruden, op . cit., p. 181. 

47. Hessel, op.cit. 
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occasion more superficial. Standardized programmes, including 

classroom sessions and group tours of facilities, would appear to 
48 

offer major advantages." These writers point out, however, 

that there seems to be little solid research on orientation 

training and the informal procedures may often be as effective as 
49 

the formal procedures. In any event, however, orientation 

training has been firmly established as a vital process of 

socializing the new employee to the norms and environment of the 

institution. While this discussion has focused primarily upon 

the needs of the new employees, it is also significant that all 

employees, irrespective of their length of service with the 

institution, should be continually re-oriented to the changing 

condi tions. 

6.5.2.2 In-service training 

Many new employees may be equipped with the knowledge and skills 

necessary to commence the tasks of their duties. Others may 

require extensive training before they are ready to make any 

worthwhile contribution to the institution. A majority of 

employees will, however, at one time or another, require some 

48. Miner, Ope cit 

49. Ibid. 
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form of training in order to maintain an effect ive level of work 

performance. "While training may be accomplished on an informal 

basis, better results are usually attained through a well-
50 

organized, formal training programme." The main purpose of a 

training programme at the beginning of an individual's employment 

is to cultivate knowledge and inculcate skills required for 

effective work performance. As the employee's length of service 

and experience on the job increases, further training provides 

opportunities to acquire more knowledge and skil l s . As a result 

of this training, the employee may become more effective and may 

qualify for positions at a higher level of the institution. 

In-service training is the most commonly used phase In the 

training of personnel, both junior and senior. For junior 

personnel it is conducted by the supervisor or by a senior 
51 

employee who lS responsible for instructing employees. This 

type of training has the advantage of providing "hands-on" 

experience under normal working conditions and an opportunity for 

the trainer to establish and maintain a good relationship with the 

employees . In-service training may also be provided to the 

higher administrative echelons, but because of the broader 

knowledge and skills required of this category, the content of 

the training programme as well as the methods used may di ffer 

50. Ibid ., p . 188. 

51. Hessel, op. cit. 
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52 
from those designed and used for junior personnel. These 

methods are examined below. 

6.6 Methods of training and development 

Once the training needs have been assessed, the trainer's role 

comes into a full swing. An appropriate training programme is 

then designed and targeted for the specific personnel group. 

Training programme goals are defined and hopefully achieved 

through a selection of reliable training methods . A wide variety 

of methods are available for training personnel at various 

levels. According to Chruden and Sherman "some of the methods 

have a long'history of usage. Newer methods have developed over 

the years out of a greater understanding of human behaviour, 

particularly in the areas of learning, motivation, and inter-

personal relationship. More recently, technological advances, 

especially in electronics, have resulted in training devices that 
53 

in many instances are more effective and economical." These 

writers warn, however, that trainers should avoid fads and 
54 

gimmicks in selecting training methods. Trainers should, 

therefore, select those training techniques which have been 

established as reliable and effective. 

52. Ibid. 

53. Chruden, op. cit., p. 192. 

54. Ibid. 



196 

6.6.1 On-the-job training methods 

On-the-job training is the most commonly used method in the 

training of lower personnel levels, though other levels may also 
55 

benefit from this type of training. This form of training is 

usually conducted by a supervisor or by a senior employee who is 

responsible for training employees. On-the-job training has the 

advantage of providing "hands-on" experience under the normal 

working conditions. On-the-job training methods are a composite 

of a variety of techniques, inter alia: 

6.6.1.1 Induction 

The first step 1n the training process is to get new employees 

off to a good start. This is generally achieved through a 

formal induction programme. The induction programme provides new 

employees with knowledge and understa,.Jing 0 f how task 

performance contributes to the success of an institution. 

Induction programmes are designed to alleviate job entry 

anxieties and fears by providing information about the 

institution, 1.e. its goals, policies, procedures, services, 

expectations, facilities, rules and any other p1ece of 

information . 

55. Hessel, op. cit. 
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In the urban local authorities for Africans induction, especially 

of the lower and middle level s of personnel, is conducted by the 

training division of a personnel department of a local authority 
56 

as well as by the new employee's immediate supervisor. The 

personnel department provides a general orientation towards the 

local authority while the departmental task orientation which 

entails the explanation of subjects peculiar to a new employee's 

particular task and section where he will be working are the 

responsibility of the new employee's immediate supervIsor. For 

senior personnel levels, e.g. chief executive officer and heads 

of departments or divisions, the induction programme is designed 

and conducted by the senior personnel of the community serVIces 
57 

office of a provincial authority. In Natal induction of local 

authority personnel IS at present the responsibility of the 

training division of the Communit:r Services Office of the Natal 
58 

Provincial 8drniojstratjoo. All personnel services of the urban 

local authorities for Africans established in Natal are sti ll 
59 

provided, on an agency basis, by the Communit:r Services Office. 

56. 

57. 

58. 

59. 

Ibid. 

Ibid. 

Ibid. 

Thi s information was obtained from Mr WaIter Dladla 
personnel ~ff~cial of the Communit:r Services Office of'th: 
Natal ProvIncIal Admini stration. The interview took place 
on 17 March 1988 at the Community Services Office in 
Durban . 



198 

6.6.1.2 Apprenticeship 

Apprenticeship is a method of training in which a trainee IS 

given thorough instruction and experience in the practical and 
60 

theoretical aspects of the work in a skilled occupation. This 

method of training offers an integration of on- and off-the-job 

learning. The main characteristic of this method of training is 
61 

that the trainee works under the guidance of a skilled artisan, 

at a rate of pay which is below that paid to qualified workers. 

Training programmes combine on-the-job work experience with 

related technical instruction which is usually provided by a 
62 

local technical college. "The work experience and related 

technical college instruction are coordinated in order to ensure 
63 

maximum benefit from the programme." At the completion of the 

training course, the trainees are awarded certificates and may be 

appointed on a permanent basis within the establishment where 

they were trained. Opportunities for this type of training 

within urban local authorities for Africans are at this stage 

only limited to the training of law enforcement candidates. 

Appointment to technical or skilled position openings requires 
° 64 

possesslon of suitable qualifications and relevant experience . 

60. Chruden, op. cit.,p. 194. 

61. Gerber, op. cit., p. 214. 

62. Ibid. 

63. Ibid., p. 215. 

64. The Sunday Times, Business Tl°mes , 29 N b 1987 _ _ ovem er p. 30. 
and Hessel op. cit. 
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6.6.1.3 Vestibule training 

This method of training provides the trainee with the opportunity 

to use equipment and procedures that are similar to those that 

would be utilized on the job, but the equipment is set up in an 
65 

area which is separate from the regular workplace. The 

objective of this special exercise is to facilitate the learning 

process and not to obtain productive output. "A skilled trainer 

is in charge, and new workers receive detailed instruction while 

practising their new skills at a rate appropriate to each 
66 

individual." This method of training reduces training time and 
67 

also yields more skilled work performance. Its main advantage 

is that fhe trainee is not under pressure to maintain the 

standards of production from the very beginning. L~hen he 

accomplishes the set standard of performance, he then moves into 

the actual production line. 

When the urban local authorities for Africans assume full 

responsibility 

falling under 

of the whole gamut of activities traditionally 
68 

the jurisdiction of an urban local authority, 

they would be obliged to engage in this method of training. 

65. Miner, op. cit., p. 407. 

66. Ibid. 

67. Ibid. 

68. Some of these activities are performed by the provincial 
authorities on an agency basis at this stage. 
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6.6.1.4 Job rotation 

According to Gerber, et. a1. ,. "job rotation is a method whereby 

trainees receive diversified training and experience under close 
69 

supervision." Rotation on the job assumes that an institution 

derives a generalised benefit from training the employee in his 

and other related work activities. It helps to develop 

generalists who acqulre wide experience of the institution and 

this capacity enables recipients of this training to participate 

in the formulation of high level decisions in their careers. 

Through rotation the employee gains competence In new a rea s , 

confidence In self increases and useful networks of cooperating 

individuals are established through formal and informal 

association. 

It would, probably, be premature for the urban local authorities 

for Africans to engage, at this stage, In any advanced strategy 

of job rotation since these institutions are still in their early 

stages of development and all categories of personnel are still 

engaged in a process of socialization into their respective 

positions. 

6.6.1.5 Coaching and understudy assignment 

Coaching and understudy assignment are closely allied. They 

69. Gerber, op. cit., p. 212. 
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entail the instruction of a subordinate, or broadening a junior 

executiv~'s viewpoints, by his superior with the purpose of 

developing the trainee's potential . This may occur through 

regular guidance by the supervisor to develop the junior 

administrator in his present position by preparing him for 

advancement to a senior position. "It is a process of, learning 

based on the face-to-face relationship between superior and 

70 
subordinate," during which a subordinate intensively observes 

the activities of the superior and helps him to perform duties, 
71 

and at the same time he has the opportunity to be coached. A 

combination of these methods leads to career development. 

Advancement of African personnel to senior positions would be 

immensely facilitated by the adoption of this strategy, 

especially where the policy of equal employment opportunity is 

coupled with a simultaneous commitment to an affirmative action 

72 
plan . 

6 . 6 . 2 Off-the-job training methods 

These methods comprise information presentation which is the 

traditional education mode of instruction as well as some action-

based learning techniques. "Though the lecture format comes 

70. Ibid . 

71. Ibid., p. 213. 

72. See concluding chapter where this strategy will 

explained and recommended for adoption. 
be 
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quickest 
to mind and is perhaps still the most popular 

information presentation method, this mode also includes use of 

small group discussions, case methods, audio-visual techniques 
73 

and computer-assisted instruction." Information presentation 

can also occur through a variety of formats, inter alia, short 

courses, conferences, correspondence courses and full-time or 

university part-time attendance of long-term institute or 

courses. Action-based methods may be classified into three broad 

categories, 1.e. role-plays and simulations, laboratory and 
74 

behavioural techniques; and career development activities. An 

examination of the ma1n features of some of these methods will be 

conducted below. 

6.6.2.1 Classroom instruction 

Classroom instruction may be offered in a variety of settings. 

Not only universities and technikons offer courses for public 
-administrators, but institutes of the various types, professional 

associations, personnel departments, training divisions and 

consulting private corporations also provide this training. 

Besides university and college courses, probably the most common 

format 1S the short course "offered for one to five days, the 

a1n1ng 1n a specialized area (e .g. 
short course provides tr .. . 

73. Rabin, .J., et. al.: Handbook on Public Personnel Admi 
n1strat1on and Labour Relations Marcel 
Incorporated, New York, 1983 p. '213. 

Dekker, 

74. Ibid. 
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communication skills, information management, environmental 

impact analysis) in a 'bite size' that can be taken out of the 
75 

in-service learner's schedule with a minimum of disruption." 

Classroom instruction is usually coupled with small group 

discussion, brainstorming, audio-visual presentation, printed 
76 

material simulation of real-life situations and case study. 

6.6.2.2 Audio-visual techniques 

According to Rabin, et. al., though classroom instruction has 

many advantages, "the sad experience of so many students In 

suffering through boring lectures and even more boring required 

readings creates a strong attraction to audio-visual techniques 
77 

as an alternative." Audio-visual methods include a variety of 

techniques, s uch as films, video tapes, slides, transparencies, 

audio tapes, flip charts and the simple chalkboard. 

6.6.2.3 Role plays and simulations 

In role-playing the trainees physically act out a particular role 

by applying the theory. "It becomes a dynamic learning process 

particularly if it is used in conjunction with closed-circuit 

75. Ibid., p. 212. 

76. Ibid. 

77. Ibid., p. 213. 



204 

78 

television which films the trainees playing their roles." 

Role-plays normally involve breaking a large class into smaller 

groups to engage in "live" experiences through \.'Jhich "training 

seeks to assure that knowledge - and attitude-oriented learning 
79 

is translated into action and behavior." The trainer in a 

role-play often moves from one group to another, ' not to 

participate in the play but to answer process questions and to 

monitor the exercise and gather impressions which he uses in 

evaluating the role-play. 

For some work activities it may be unWlse and very costly to 

train employees on the equipment that is used on the job, e.g. 

the training of personnel to operate aircraft or space equipment. 

Trainees may be subjected to a simulation. The design of 

simulations emphasizes realism in the equipment and operational 

environment. The use of simulators provides for active practice, 

knowledge of results, whole learning and is ideal in situations 

where the economie and human costs of error are substantial. As 

these methods of training can be extremely expensive, no urban 

local authority for Africans can afford them at this stage. 

6.7 Training the trainers 

The success of any training programme will depend In large part 

78. Gerber, op. cit., p. 216. 

79. Rabin, op. cit., p. 215. 
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upon the teaching skills of those persons who are responsible for 

designing and conducting the various types of training sessions. 

The requirements for a training officer for an urban local 

authority for Africans are an "appropriate recognised Bachelor's 

degree or Std (Standard) 10 and successful completion of the 
SO 

course for Training Officers." The course provides the 

necessary training in instructional methods. Making certain that 

trainers are equipped to do their job is thus a very important 

part of any training endeavour. 

6.S Evaluation of training and development 

The issue of relating training to performance and to compensation 

has the ef(~ct of plunging personnel administration into the 

question of training programme evaluation. According to Rabin, 

et. al., the debate ranges from those who believe that training 

carries diffuse but crucial benefits that cannot be measured to 

those who belie~e that cost-benefit techniques can yield a 

specific and meaningful rand-value "bottom-line" for training 

programmes. In this debate, there is a slow trend toward more 

explicit, quantitative and sophisticated evaluations, though 
SI 

assessment of the loosest sort still predominate." The trend 

exists, however, because "the key to management acceptance of 

training is demonstrating that training is an accountable 

SO. Refer to the Sunda~ Times
l Business Time s , 22 May 19S8 p.22. These requirements hav e been confirmed by Mi ss Hessel. 

SI. Rabin, 0(2. ci t., p. 204. 
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82 
service." In an endeavour to provide such accounting, four 

types of evaluation modes have been identified. These are based 
83 

on satisfaction, learning, behaviour and effectiveness. 

There are certain elements that are present in all kinds of 

evaluation modes. Evaluation is best viewed as a component of 

designing an overall information system for the training effort. 

Such a system would comprise information gathered in the needs 

assessment phase, characteristics of trainees and individual 

performance. Although evaluation of some sort can be, and indeed 

is usually, done after the fact, the mo s t desirable forms of 

assessment provide for baseline dat a on pre-training. 

Performance~ auditing may be one approach to documenting these 

levels, especially when performance is amenable to work 

measurement techniques. 

The most common mode of evaluation utilized by the training 

divisions of the urban local authorities for Africans and the 

training divisions of community services offices of provincial 

authorities responsible for training in urban local authorities 
84 for A fr icans, is the satisfaction or reaction survey. The 

trainee IS simply asked to rate the course , the instructor and 

82. Ibid. 

83. Ibid. 

84. Hessel, op. cit. 
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various learning elements, for example exercises, readings, case 

studies, speakers or films, on a scale ranging from strong 
85 

satisfaction to strong dissatisfaction. Usually, open-ended 

questions are also included to elicit more concrete criticisms 

and suggestions that may be useful in designing the curricula. 

The satisfaction survey approach is direct and useful as it 

i nvolve s trainees in a course feedback. It is also easy and 

inexpensive to administer. It rests on the premise that if 

learners feel that the training was poor, that they did not learn 

much, that the instructor was boring or that the material was not 

related to the real environment of their work activities, then 

training was probably poor. 

Wh en the satisfaction survey approach is used as the sole 

evaluative method, certain problems may emerge . This method lS 

often biased by the "gratitude" effect, l. e. learners tend to 

make favourable comments about the training course because it 

seems polite to do so . All participants may be biased 
86 

by the 

effects of "psychological self-investment," l. e. they have 

invested their time, energy and rh . t . . pe aps money In ralnlng and 

this exercise, "like all forms of participation, fosters 

favourability and acceptance. Failure to hold attitudes of 

acceptance creates cognitive dissonance with the fact of self-

85. Ibid . 

86. Rabin, op . cit., p. 205. 
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87 
The satisfaction survey is also biased by investment . " 

subjectivity. Trainees often are not in a position to rate their 

own learning, or may be distracted by other values, e.g. 

enjoyment, which may infuse all their responses. It 1S the 

problem of contamination of subjective surveys by environmental 

factors reaction to which confounds evaluation of the actual 
88 

training delivered. 

Assessment of learning, as a form of evaluation, seeks to 

measure, not learner satisfaction, feelings and reactions, but 
89 

rather the objective amount learned. A hybrid form 1S to 

instruct trainees to evaluate their own amount of learning. Thi s 

evaluative method advocates an evaluation mechanism 1n which 

trainees design programme objectives and rank their significance 

prior to commencement of training and then evaluate the work 

appropriateness of the learning experience and their ability to 
90 

accomplish their objectives after training. This method shifts 

the focus from reaction to the instructor and materials used to 

emphasis on learning objectives. Though still subjective, the 

concrete accountability of this approach encourages a more 

realistic response and consequently, "diminishes grati tudinous 

87. Ibid . 

88. Ibid. 

89. Ibid. 

90. Ibid. 
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91 
The objective learning approach usually takes generalities." 

the form of written examinations. The other forms are "hands-on" 

demonstrations of skills, successful completion of individual or 

computer exercises. When this evaluative mode is coupled with 

pre- and post-test training measurement and a curriculum with 

clear learning objectives, "it results in stable reliable 

estimates of knowledge, skills and attitude transfer in the 
92 

training process." The most serious objection to the learning 

approach is that it does not measure directly whether knowledge 

and attitude acquisition actually translate into behaviour on-
93 

the-job and de s ired effect on the institution. 

The behaviQural approach to training evaluation is "widely 

acknowledged to be preferable to the satisfaction and learning 
94 

approaches. At the simplest level, the behavioural approach 

is performance testing, substituting observation and rating 
95 

of trainee demonstration of skills for "pencil-and-paper tests." 

Skills may be evaluated through "on-the-job demonstration, 

performance exercises 
96 

or videotape performances rated by 

observers." Knowledge and understanding can be evaluated in 

problem-solving exercises, research proJ"e t 1 d " t 1 " c s ea lng 0 po lCY 

9l. Ibid. 

92. Ibid. , p. 206. 

93. Hessel, 0(2. ci t. 

94. Rabin, 0(2. cit. 

95. Ibid. 

96. Ibid. 
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97 
recommendations or development of administrative plans. 

Institutional effectiveness is another mode of evaluating 

training and development. Just as it is possible for learned 

knowledge and attitudes to fail to affect individual behaviour, 

so it is also possible that behaviour may fail to affect the 

effectiveness of the institution In achieving its goals. 

According to this approach, the training evaluator must assess 

the proportion of variance in institutional goal accomplishment 

attributable to factors that can be improved through training. 

If effectiveness is determined by other factors that training 
98 

cannot affect, then this must be fully appreciated. 

6.9 Summary 

In this chapter an analysis of the personnel training and 

development process within urban local authorities for Africans 

has been conducted. It has been established that training and 

development constitute a mechanism of transforming an employee by 

extending his knowledge and skills, modifying his attitude toward 

his job and adjusting his behaviour pattern within the 

institution. Training is a deliberate effort to teach specific 

skills, knowledge or attitudes in order to accomplish a specific 

objective of the institution. Training is basically role 

97. Ibid. 

98. Ibid., p. 207. 
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specific, i.e. it attempts to help an employee to perform a 

certain task through the acquisition of a successful role 

behaviour. Training is, therefore, a specific means to inculcate 

learning by uSIng techniques that have been identified. Training 

and development are so closely interrelated that they are 

perceived as forming a unit. Development is viewed as a process 

whereby supervisors and executives gain skills, attitudes and 

experience to become or remain successful and effective leaders 

in the institution . 

In the examination of the objectives of training and development 

it can be concluded that able and well-motivated employees are an 

institution~s most precious asset, but that these attributes do 

not emerge naturally; effective training and development are 

essential to achieve the expected level of competence. 

local authorities for Africans are well aware of 

Urban 

their 

responsibility to provide training and development in order to 

ensure that their employees acquire and retain a high level of 

competence and motivation. 

To operate effectively as input-output mediators, training and 

development must be focused on individuals and situations where 

the need is greatest, i.e. large gaps between role prescriptions 

and existing role behaviours must be identified. Then a decision 

must be made on whether or not a significant reduction in the 

size or total elimination of the gap might be achieved through 

training and development. Establishing training and development 
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needs thus requires an answer to two fundamental questions: Is 

there a problem in terms of the l evel of performance? Can 

training and development be of any value in correcting such a 

situation? The training-needs problem is usually most pronounced 

among employees just starting out on a new job. Thus, new 

employees, employees who have been moved into a new pOpition and 

employees being re-trained because role prescriptions for 

a position have been changed, all normally can be assumed to have 

rather acute training needs. The training-needs analysis within 

urban local authorities for Africans, as young institutions, 1S 

directed towards employees who are just starting on a job and 

this is still a very important factor in their total effort to 

utilize personnel effectively. The important consideration for 

these locaf authorities is to develop some conception not only of 

whether or not performance deficiencies are present, but also 

regarding the extent to which training and development can remedy 

such deficiencies and the type of training and development that 

might be most apgropriate for this purpose. 

There are various methods that are used in the training and 

development of employees. These methods are usually reduced to 

two broad categories, namely on-the-job training and off-the-job 

training and development methods. On-the-job methods provide 

training and development within the work environment and the 

training and development process is directly related to the 

tasks. The following methods are generally used for on-the-job 
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training and development: orientation, apprenticeship or 

internship, vestibule, job-rotation, coaching or counselling and 

understudy. 

Off-the-job methods are, inter alia, classroom instruction, 

computer-assisted instruction methods and audio-visual 

techniques, role-plays and simulations. There is at this stage a 

heavy emphasis on the on-the-job training methods by the training 

divisions of the local authorities although this is supplemented 

by the conference method for the senior ranks, I.e. chief 

executive officers and heads of departments or divisions. 

The success of any training programme will depend in large part 

upon the teaching skills of those persons who are responsible for 

conducting the various classes and other types of training and 

development sessions. Trainers are, therefore, carefully 

selected. Making certain that the trainers are well-equipped to 

perform their tasks is thus a very important part of any training 

and development endeavour. Consequently, training and 

development are still the responsibility of the training division 

of the community services offices of the provincial authorities 

in many of the urban local authorities for Africans. 

The Issue of relating training to performance and to reward 

immediately raises the question of programme evaluation. It IS 

commonly accepted that training and development are essential In 

the effective pursuit and accomplishment of institutional 
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objectives. It must, however, be demonstrated that training and 

development are accountable services. In an attempt to provide 

such accounting, 

adopted. 

learning, 

These 

four types of basic evaluation modes have been 

are based respectively on the satisfaction, 

behaviour and effectiveness. There are certain 

evaluation ' is best considerations that apply to all types: 

viewed as a component of designing an overall information system 

for the training and development effort and includes information 

collected in the needs assessment phase, characteristics of the 

trainees and individual performance if obtainable. Although 

evaluation is usually undertaken after training, the most 

desirable forms of assessment provide for baseline data on before 

- training performance levels as well as post-training levels. 

Training divisions of urban local authorities for Africans do not 

reveal, on examination, any evidence that they have attained this 

level. They do, however, have the potential to perform at this 

level. 

The subject 

collective 

of the next 

bargaining. 

chapter 

In 

is labour 

the 

relations and 

present chapter 

and the preceding ones focus has been on personnel administration 

as 

The 

it involves relations with employees on an individual basis. 

next chapter will discuss the l·mpact on personnel 

administration 

have. 

that employee membership in a labour unlon can 
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CHAPTER 7 

Labour relations and collective bargaining 

7.1 Introduction 

Labour relations is that area of personnel administration, if not 

of the whole generic process of administration, with the greatest 

potential for stress and conflict within any institution, private 

or public. Personnel administration has, therefore, the 

continuing responsibility to conceive, develop and implement 

policies and procedures that are calculated to minimize, or 

ideally eliminate conflict and stress situations. The primary 

objective of, this element is, thus, to attain and maintain the 

least internal conflict and stress possible while at the same 

time accomplishing maximum control over all personnel utilization 

and productivity. 

The purpose of this chapter is to present a brief historical 

background from which to view the development of labour relations 

within urban local government institutions for Africans and also 

to examine the dynamics of the contemporary scene. A proper 

perspective on these recent developments would warrant a longer 

view of the labour movement within South Africa as a whole 

relating to both the private and public sectors. However, In 

this study which examines the totality of elements comprising 
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° t to only a limited attempt can be made to personnel admin1s ra 10n, 

provide such a perspective as the subject would be 

extensive to cover in detail in a text such as this. 

far too 

7.2 Meaning of labour relations 

Labour relations is a constituent element of the sub-process 

personnel administration. According to the Report of the 

Commission of Inquiry into Labour Legislation, the Ilterms 

I industrial relations l and Ilabour relations l have defied many 

attempts at accurate definition, and there is argument as to 

which is more appropriate to describe the various facets and 

forms of collective relationships in industry. The word Ilabour l 

1n this context seems to be falling into disuse, while terms 

connoting Imanpower, I Ihuman resources, I lindustryl and the like 

are increasingly being favoured by theorists, governments and 
1 

others.11 The difficulty in the construction of the meaning of 

this element 1S, apparently, due to the fact that this Ilfield of 

study itself is still relatively young within the broader area of 

the human sciences, and its content and perimeters _are therefore 
2 

still matters of tentative theorising and controversy.11 The 

1. Wi ehahn, N E (Chairman): Report of the Commission of 
Inquiry into Labour Legislatio-n-,~~P-a~r~t~~I~,~~R~P~~4~7~/~1~9~7~9, 
Government Printer, Pretoria, p. 13. 

2. Ibid. 
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Commission abandons any further search for the meanIng of this 

concept and expresses a preference for the concept "industrial 

relations" to refer to the trilateral relationships comprIsIng 
3 

employees, employers and the government. 

Gerber, et. al., venture a definition of this, seemingly, elusive 

concept: "industrial relations describes conditions under which 

employees attempt to satisfy their economic, sociological and 
4 

psychological needs in their working environment. 11 The Manpower 

Training Act, 1981 (Act 56 of 1981) confidently pronounces that 

"1abour relations means all aspects and matters connected with 

the relationship between employer and employee, including matters 

relating tO
d 

negotiations in respect of remuneration and other 

conditions of employment of the employee, the prevention and 

settlement of disputes between employer and employee, the 

application, interpretation and effect of laws administered by 

the Department and the management of the affairs of trade unions, 
- 5 

employers' organizations, federations and industrial councils." 

3. Ibid. 

4. 

5. 

Gerber, P D, Nel,P S and van Dyk, P S: Human Resources 
Management, Southern Book Publishers, Johannesburg, 1987, 
p. 317. 

Refer to section 1 of the Manpower Training Act, 1981 (Act 
56 of 1981). 
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This definition reflects some of the aspects mentioned in the 

long title of the Labour Relations Act, 1956 (Act 28 of 1956), 
6 

though this Act does not define the concept labour relations. 

Though an accurate definition of labour relations may appear to 

be elusive, there is, however, a general consensus that the 

phenomenon is a composite of the totality of properties examined 

above. The Manpower Training Act, 1981 (Act 56 of 1981)reflects, 

accurately, the nature of the elements of this phenomenon. 

7.3 Historical development of labour relations 

Jones aptly observes that the "individual who seeks to understand 

the present fully is inevitably drawn into a study of the past. 

It is, after all, the story of how we arrived at the 'here and 

now. ' The rapidly evolving nature of labour relations and 

collective bargaining in the public sector underscores the 

crucial importance of developing a perspective that includes a 

7 
grasp of time and change." Jones is, however, not unmindful of 

Tillinghast's warning that history is not really the study of the 

past, because the past no longer exists and this being the case, 

6. Refer to definitions i n sect ion 1 of the Labour Relations 

Act, 1956 (Act 28 of 1956 ) . 

7. Jones , Jr., W A: "Labour Relations and Collective 

Barga ining in the Public Sector: Hi storica l Context" 

appearing in Rabin, J et . al. (eds) : Handbook on Public 

Personnel Administration and Labour Relations, Marce l 

Dekker , Inc ., New York, 1983, p. 281. 
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8 
it cannot be subject to inspection. Jones cites Tillinghast, 

approvingly, that history should be perceived as "the analysis of 

the observations, ideas, and prejudices of millions of people, 

most of whom were not historians at all, about carefully selected 
9 

parts of their own past." Though Jones' observation relates to 

the position of labour relations in the United States of America, 

the need to analyse the observations, ideas and practices of 

people about their past is equally applicable to labour relations 

in the South African context. 

In an effort to reconstruct segments of the past this study does 

not attempt to capture all of what occurred in the labour 

relations field. Labour relations relating to Africans 

originated in a manner which became inextricably intertwined with 

the developments in the political sphere. According to Stadler, 

"the history of African politics in South Africa during the 

twentieth century was largely shaped by three developments. The 

first was the destruction of the African peasantry from the 1890s 

onwards. The second included the circumstances of 

industrialization and urbanization, including the pass laws and 

influx control, the restrictions on African access to land, jobs 

and services, and the repression and coercion of the labour force 

8. Ibid. 

9. Tillinghast, P E: The Specious Past: Historians and 
Others, Addison - Wesley, Reading, 1972, p. 11. 
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in all sectors of the economy. Thirdly African politics were 

affected by the government's efforts to develop segregated 

political institutions as an alternative to the principle of 

common rights and institutions established in the Cape during 

colonial times. The policy of segregation undercut existing 
, 

rights by a slow attrition. The policy of apartheid which 

followed after 1948 required the total 
10 

extirpation of those 

rights." From the establishment of the Union of South Africa 

the government assumed a major role in regulating the supply of 

labour and allocating it between the different sectors of the 
11 

economy . To execute this role, the government assumed direct 

control over the internal movement of African people and to 
12 

prescribe ~heir domicile and . place of residence. These 

controls became the most significant and serious lssue 

determining the relations between the government and the African 

10. Stadler, A: The Political Economy of Modern South Africa, 
David Philip, Cape Town, 1987, p. 141. 

11. Ibid., p. 86. 

12. Refer to the prOV1Slons of the Native labour Regulation 
Act, 1911, (Act 15 of 1911) and the Natives Land Act, 1913 
(Act 27 of 1913). The first Act established strict 
control over migrant labour, including the enforcement of 
contracts and the regulation of conditions in the com­
pou~ds , whereas the latter Act restricted the rights of 
Afrlcans to acquire ownership of land to about 7% of the 
surface of the country. See also the Natives (Urban 
Ar eas) Act, 1923 ( Act 21 of 1923) and the 
Native Admini stration Act, 1927 (Act 38 of 1927) which 
estab li s hed the basi s for the Government's urban African 
policy. 
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providing from before the First World War to the 1980s 
13 

some of the most intense confrontations. 

The urban African policy in the 1920s was significantly 

influenced by the reports of the Stallard Commission of Inquiry 

into Local Government and the Godley Committee, an inter-
14 

departmental committee, which enquired into the pass laws. The 

Stallard report stressed the controls over entry into the urban 

areas and formulated the "infamous dictum that the African was 

required in the urban industrial areas 'to minister to the needs 

of the white man and should depart there from when he had ceased 
15 

so to minister." The Stallard report, like the apartheid 

policy for which it formed a precedent, was based ostensibly on 

the claim that africans belonged in the rural areas. This 

doctrine provided an important guide to the policies of 

successive governments. The implications of this doctrine, which 

were fully articulated during Verwoerd's time, were that Africans 

should exercise whatever political rights they enjoyed in the 

rural areas. In the urban areas they became "mere -objects of 

13. 

14. 

15. 

Stadler, op. cit. 

Refer to the Stallard Commission: Report of the Commis­Sion of Ingui~y into Local Government, Transvaal Province, Government Printer~ Pretoria 1922 and the Godley Committee: Report of the Committee of Enquiry into the Pass Laws, 
Union Government, 104-1923. 

Stadler, op. cit., p. 88. 
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16 
administration." The end result of the doctrine was that there 

were no political structures in the urban areas in which Africans 

could participate. 

The Godley Committee, on the other hand, recommended that 

"African labour should be permitted to move freely into towns and 

cities, subject only to the obligation to register and to carry a 

registration certificate outside of the ward in which the African 

was a resident, and to produce the certificate on demand and on 
17 

obtaining employment. " The direction laid down by this 

committee was re-inforced by the Fagan Commission of Inguirl' into 
18 

Native laws in 1948. This Commission was established to 

investigate ways of creating an institutional framework for 

accommodating urban Africans. The Commission recommended that 

urbanization should be accepted as an economic phenomenon which 

could be guided and regulated, but not prevented or reversed, and 

that Africans had to be regarded as a permanent feature of the 
19 

urban community. It recommended also that the labour force 

should be stabilised "though it stopped short of proposing that 

16. Ibid., p. 89. 

17. Ibid., p. 90. 

18. Fagan Commission: Report of the Commission of Enguirl' 
into Native laws, Union Government, 28-1948 . 

19. Ibid. 
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20 
migratory labour should be discontinued." Stadler observes 

that this Commission presented its report at the most 

inauspicious moment for the United Party Government, a few months 

before the general elections of 1948 which brought the National 
21 

Party into power. 
22 

government. 

The report was rejected by the new 

Labour relations among the White workers and employers were 

regulated in the 1920s in terms of the provisions of the 

Industrial Conciliation Act, 1924 (Act 11 of 1924). This Act was 

subsequently superseded by the Industrial Conciliation Act, 1956 

(Act 28 of 1956 ) . The title of this Act was later substituted by 

section 60 of the Labour Relations Amendment Act, 1981 (Act 57 of 
23 

1981). From 1953 labour relations between African employees 

and their employers were regulated according to the provisions of 

the Black Labour Relations Regulation Act, 1953 (Act 48 of 1953). 

These legislative arrangements brought in the existence of a 

dualistic struct~re in which the industrial council system for 

White, Coloured and Indian workers co-existed with the committee 

20. Stadler, op. cit., p. 91. 

21. Ibid., p. 92. 

22. Ibid., p. 93. 

23. The present designation of the Act lS Labour Relations Act 
1956 (Act 28 of 1956). 
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24 
system for the African workers in the same institutions. 

According to the Wiehahn Commission, the "industrial council 

system is seen as an umbrella structure covering an industry, 

while the committee system is regarded as an internal structure 

at the level of the undertaking, with little connection between 
25 

the two structures." The Commission observes further that the 

"factual situation is that Black workers on the one hand and 

White, Coloured and Asian workers on the other, doing the same 

type of work in the same undertaking, perforce fall under two 

different systems of negotiation - the Whites, Coloureds and 

Asians under the Industrial Conciliation Act, 1956 (Act 28 of 

1956), and the Blacks under the Black Labour Relations Regulation 
26 

Act, 1953 (Act 48 of 1953)." The report explains that the 1977 

amendments to the Black Labour Relations Regulation Act, 1953 

which conferred negotiating powers upon works committees were 

opposed by organized labour mainly because these powers were 

regarded as discriminatory, in conflict with those of the 

industrial councils and also contrary to the interests of trade 
27 

unions. 

The Black Labour Relations Regulation Act, 1953 (Act 48 of 1953) 

24. Refer to Wiehahn, N E (CHairman): Report of the 
Slon of Ingulry lnto Labour Legislation, Part 
47/1979, Government Printer, Pretoria, p. 1. 

25. Ibid. 

26. Ibid. 

27. Ibid. 

Commis­
I, RP 
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had provided "a basis for segregated in-plant bargaining and 
28 

conciliation procedures." These arrangements were, however, 

ineffective according African workers any effective 

participation in negotiations with employers, "but so heavily did 

repression lie on working-class movements and organizations that 

they endured with remarkable success as the sole form of direct 
29 

negotiation to African workers." Stadler remarks that 

"symptomatic also of the weakness of black working-class action 

was the system of parallel unions whereby African interests were 

communicated to employers and government Vla white-controlled 

unions. The South African Trade Union Council (later the Trade 

Union Council of South Africa - TUCSA) was instrumental in 

establishing this system, excluding African unions from direct 
"30 

affiliation. " The South African Congress of Trade Unions was 

established on the basis of 19 unions which rejected the concept 
31 

and practice of parallelism. 

Developments and progress in the sphere of labour relations have 
32 

become much more dynamic. The strikes that broke out during 

28. Stadler, 0[2. cit. , p. 173. 

29. Ibid. 

30. Ibid. 

3l. Ibid. 

32. Wiehahn, 0t!. cit. 
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the early 1970s "initiated a period of development In the black 

unions on a scale and of a momentum which surpassed all prevIous 

revivals of working-class action and organization. It attested 

to a remarkable change in the potential strength of black 
33 

workers." According to the Wiehahn Commission, "soon after the 

labour unrest of 1973 and with the ever-present threat of strikes 

during the periods of unrest in the Black townships, some 

employers, realising the need for effective communication with 

their workers, developed systems of their own within their plants 

or undertakings. Certain employers wishing to have a structure 

accommodating workers of all population groups in their 

undertakings for the sake of uniform consultation, created 
34 

s uccessful .~xtra-statutory systems." The Commission observed 

that this practice was on the increase and that it was becoming 

clear that labour relations practice in the country 
35 

was 

increasingly out of step with legislation. Unregistered, or 

rather unregistrable labour unions for Africans were becoming a 

-"prominent and permanent featur e of industrial relations scene. 

The fact that their existence is not prohibited, while at the 

same time they are not registrable and are therefore excluded from 

the machinery of the Industrial Conciliation Act, 1956, serves as 

an incentive to foreign labour and political organizations to aid 

33. Stadler, op. cit. 

34 . Wi ehahn, op. cit. p. 2. 

35. Ibid. 
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36 
them overtly and covertly." The Government then took steps, on 

the basis of the recommendations of the Wiehahn Commission 

Report, to institutionalize African workers' labour unions 

through a system of recognition, bargaining procedures and the 
37 

operation of an industrial court. 

The operation of the dualistic structure was removed by the 

amendment of the Industrial Conciliation Act, 1956 (Act 28 of 

1956) and the repeal of the Black Labour Relations Regulation 

Act, 1953 (Act 48 of 1953). This was effected through the Labour 

Relations Amendment Act, 1981 (Act 57 of 1981) which also deleted 

racial appellations such as "Black," "White," "Coloured" and 
38 

"Indian." 

The labour relations between Black local authorities and their 

employees are governed by the provisions of the Labour Relations 

Act, 1956 (Act 28 of 1956), with the exception of chief executive 

officers who are excluded from the machinery provided by the 
39 

Act. In the Transvaal Province, African employees of the Black 

36. Ibid. 

37. Stadler, Ope cit., p. 174. 

38. 

39. 

Refer to definitions in section 1 of the Labour Relations 
Act, 1956 (Act 28 of 1956). 

Refer to section 2 of the Labour Relations Act, 1956 ( 
28 of 1956). Act 
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local authorities have assumed membership of the Trade Union for 

Employees of Black Local Authorities 
40 

(TUEBLA) which was 

established in 1984. According to Moropa, this labour union 

intends to become national, i.e. negotiate on behalf of all 
41 

employees of Black local authorities in the four provinces . 
t 

Employees of the Black local authorities in Natal have not yet 

either assumed membership of TUEBLA or established a labour 
42 

Black local authorities in Natal were the last to be union. 

established in the Republic of South Africa. At this stage of 

their development they can still avail themselves of the 

machinery of works councils provided by the Labour Relations Act, 
43 

1956 (Act 28 of 1956). 

7.4 Prevailing legal framework and institutional structures 

The prevailing labour legislation has been consolidated and 

reduced into one Act, the Labour Relations Act, 1956 (Act 28 of 

1956). 

40. 

41. 

42. 

43. 

This was achieved by the amendment of the Industrial 

Moropa, S, Presi~e~t of the Trade Union for Employees of 
Black Local Authorltles (TUEBLA): this informatjon was 
obtained fro~ Mr Moropa, of the AtteridgevilleCity 
Council, durlng a telephonic enquiry conducted on 22 
December, 1988. 

Ibid. 

Ibid. 

Refer to section 23A and 34B of the Labour Relations Act 
1956 (Act 28 of 1956. ' 
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C °1° to A t 1956 (Act 28 of 1956) and the repeal of the onCl la lon c, 

Black Labour Relations Regulation Act, 1953 (Act 48 of 1953). 

7.4.1 Object of the Labour Relations Act, 1956 (Act 28 of 

1956) 

The primary focus of the Act is "to consolidate and amend the law 

relating to the registration and regulation of trade unions and 

employers' organizations, the provision and settlement of 

disputes between employers and employees, and the regulation of 

terms and conditions of employment by agreement and arbitration, 

to provide for the establishment of a National Manpower 

Commission .pnd to define its functions; to provide for the 

establishment of an industrial court and to define its functions, 

to provide for the control of labour brokers and the registration 

of labour brokers' offices; 
44 

and to provide for other incidental 

matters." 

7.4.2 Institutional structures 

There are a number of participants in the labour relations and 

collective bargaining process. The Labour Relations Act, 1956 

44. Refer to the long title of the Act. 
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(Act 28 of 1956) provides for the participation of the following 

structures: 

7.4.2.1 Industrial councils 

According to section 18 of the Labour Relations Act, 1956 (Act 28 

of 1956) any employer or group of employers or registered 

employers' organization or group of registered employers' 

organizations may, together with any registered trade union or 

group of registered trade unions, form an industrial council. 

The parties must sign a constitution for the government of the 

council and must also obtain registration of the council under 

the Act. The function of an industrial council is to "maintain 

industrial peace between all employers and employees over whom it 

exerclses jurisdiction. It also endeavours to prevent and settle 

disputes that have arisen or may arise between employers (or 
46 

employers' associations) and workers (or trade unions)." 

Gerber, et. al., point out that where no industrial council has 

been constituted, the Minister of Manpower may establish a 
47 

conciliation board to settle a dispute that had arisen. 

45. Section 18 of the Labour Relations Act, (Act 28 of 1956). 

46. Gerber, Ope cit., p. 335. 

47. Ibid. Refer also to section 35 of the Labour Relations 
Act, 1956 (Act 28 of 1956 ). 
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The Trade Union for Employees of Black Local Authorities 
48 

already a member of an industrial council. 

7.4.2.2 Conciliation boards 

Any party to a labour dispute may apply to the Minister 

Manpower for the establishment of a conciliation board 
49 

is 

of 

to 

consider and settle the dispute. A conciliation board shall 
50 

endeavour to settle a dispute b.y agreement. According to 

section 36(2) the "parties represented on a conciliation board 

which is established to consider a dispute in which one of the 

parties IS a local authority or an employers' organization 

registered in respect of local authorities, shall have the power 

to settle a dipute in a manner such as is referred to In 

subsection (1) , notwithstanding anything to the contrary 

contained in any law regulating the affairs of the local 

authority concerned." As pointed out In 7.4.2.1 above, a 

conciliation boara is established only if there is no industrial 

council that has been constituted. A conciliation board is 

48. Moropa, op. cit. 

49. Section 35(1) of the Labour Relations Act, 1956 (Act 28 of 
1956). 

50. Section 36(1) of the Labour Relations Act, 1956 (Act 28 of 
1956) . 
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composed of a number of representatives, as determined by the 

Minister, appointed by both the labour unions and employers' 
51 

organization on an equal basis. 

7.4.2.3 Industrial court 

The industrial court was introduced into the labour relations 

field in South Africa in terms of the Industrial Conciliation 

Amendment Act 1979 (Act 94 of 1979). The establishment and 

functions of the industrial court are now regulated by section 17 

of the Labour Relations Act, 1956 (Act 28 of 1956). The 

industrial court performs, inter alia, the following functions: 

(a) all the functions which a court of law may perform in 

regard to a dispute or matter arising out of the 

application of the provisions of the laws administered by 

the Department of Manpower; 

(b) to decide any appeal lodged with it; 

(c) to consider and give a decision on any application made to 

51. 

it; 

Section 
1956). 

37 of the Labour Re lations Act 
----------~~~~~, 1956 (Act 28 of 
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(d) to conduct arbitrations; 

(e) to deal with any matter which it is required or permitted 
52 

to deal with under the Act. 

7.4.2.4 Works councils 

Works councils may be instituted by an employer and employees and 

may be constituted by such number of members as may be determined 
53 

by the employer and the employees. Works councils perform 

functions that have been jointly determined by the employer and 

54 
the emRloyees. Committees established in terms of the Black 

Labour Relations Regulation Act, 1953 (Act 48 of 1953) which 

still functioned at the time this Act was replaced, are, for the 

purposes of the Labour Relations Amendment Act, 1981 (Act 57 of 
55 

1981) deemed to be such works councils. According to Moropa, 

the Trade Union for Employees of Black Local Authorities (TUEBLA) 

emerged as a result of the ineffectiveness of works councils as 

52. Refer to section 17(11) of the Labour Relations Act, 1956 

(Act 28 of 1956). 

53. Refer to section 34A(1) of the Labour Relations Act, 1956 

(Act 28 of 1956). · 

54. Section 34A(2) of the Labour Relations Act, 1956 (Act 28 

of 1956). 

55. Refer to section 26 of the Labour Relations Act, 1956 (Act 

28 of 1956). 
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56 
instruments of collective bargaining. Though employees of Black 

local authorities in Natal have not yet established any labour 

unions, there is no evidence at this stage that they have adopted 
57 

the mechanism of works councils. The position is still fluid. 

7.4.2.5 Labour unions 

Labour or trade unions are institutional structures that are 

active participants in the labour r~lations field. Labour unions 

are either registered or unregistered. According to Gerber, 

et. a1., lithe advantage of registration for a trade union is that 

only registration enables the trade union to use the collective 

bargaining machinery of the Act, such as for example, industrial 

councils. Unions and employers are not forced to utilize the 

machinery of the Act, they can also bargain without the statutory 
58 

mechanism. 11 The advantage of registration is that agreements 

reached through the mechanism of the Labour Relations Act 1956 

(Act 28 of 1956) can be easily enforced at law whereas agreements 

56. 

57 . 

58. 

Moropa, op. cit. 

This information Was obtained from Masemola, H, town secretary of the Ningizimu Town Committee Durban at an 
interview h~ld on 1 November 1988 at the C~mmunity ServIces OffIce of the Natal Provincial Administration. 

Gerber, op. cit . p. 361 . 
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concluded by non-statutory mechanism, for example, recognition 
59 

agreements, can be difficult to enforce. 

The advantages of registration have not been lost to the Trade 

Union for Employees of Black Local Authorities (TUEBLA) . 

According to Moropa, this labour union is registered in terms of 

the Labour Relations Act, 1956 (Act 28 of 1956) and is also a 
60 

member of the industrial council. This labour union has also 

concluded recognition agreements with some Black local 

authorities which have not, as yet, availed themselves of the 
61 

machinery of the industrial councils. 

7.4.2.6 Employers' association 

Employers' associations or organizations are subject to the same 

registration procedure as labour unions if they wish to use the 
62 

machinery of the industrial council. 

individually in terms of the Act, 
63 

organization. According to Gerber, 

Employers can register 

or as an employers' 

et. aI., employers' 

organizations usually come into existence when employers who 

59. Ibid. 

60. Moropa, op. ci t. 

61. Ibid. 

62. Refer to section 4 of the Labour Relations Act 
28 of 1956). ' 1956 (Act 

63. Gerber, op. cit., p. 362. 
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64 

operate in the same industry or occupation form a group. 

According to Moropa, a large majority of Black local authorities 

the Transvaal have registered individually, in terms of the 

Labour Relations Act, 1956 (Act 28 of 1956) and have thus assumed 
65 

membership of industrial councils. Black local authorities in 

Natal have not, as yet, registered and have, therefore, not 
66 

assumed membership of any industrial council. 

7.5 Collective bargaining and the settlement process 

A distinction may be drawn between statutory collective 

bargaining, i.e. through the mechanism prescribed by labour 

legislation such as industrial councils, and extra-statutory 

bargaining which is accomplished outside any mechanism created by 
67 

labour legislation, for example, recognition agreements. The 

Labour Relations Act 1956 (Act 28 of 1956) establishes collective 

bargaining devices such as industrial councils, conciliation 

-boards and works councils. As discussed above, industrial 

councils and conciliation boards function on a region-wide basis 

whereas works councils operate within a particular institution. 

64. Ibid. 

65. Moropa, op. cit. 

66. Masemola, op. cit. 

67. Gerber, op. cit. 
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According to Gerber, et. al. a recognition agreement is ah 

"agreement whereby an employer undertakes to recognize a trade 

unlon as the representative of those of his workers who are 

members of the trade union, subject to the provisions set out ln 
68 

the agreement." These authors explain further that most of 

these recognition agreements "are procedural agreements and seek 

to give structural expresslon to a behavioural relationship 

between the parties. Wages and financial conditions of 

employment, in other words, substantive terms, are normally not 

negotiated in a recognition agreement. The recognition agreement 

usually makes provision for a negotiation procedure whereby 

substantive terms can be negotiated in terms of the recognition 
69 

agreement." Recognition agreements may stipulate issues such 

as terms of recognition, election, rights, functions and 

obligations of shop stewards, negotiation procedures, industrial 
70 

relations training and the administration of the agreement. 

The settlement process of recognition agreements resembles very 

closely that prescribed by the Labour Relations Act, 1956 (Act 28 
71 

of 1956), i.e. "negotiations are often followed by a form of 

68. Ibid. p. 366. 

69. Ibid. 

70. Ibid. 

71. Re fer to sections 44, 45 and 46 of the Labour Relations 
Act, 1956 (Act 28 of 1956). 
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mediation and/or arbitration, and often the peace obligation is 

the common law equivalent of the strike provisions contained In 
72 

the Act." Gerber, et. al., conclude that inspite of the 

negative pronouncements relating to the recognition process, it is 

clear that collective bargaining, through recognition agreements, 

will remain a significant feature of labour relations in South 
73 

Africa for some time. 

7.6 Summary 

The maIn aim of this chapter has been to present and examIne an 

historical perspective from which to VIew the development of 

labour relations in the context of South Africa, in general, and 

within urban local government institutions for Africans in Natal 

and the Transvaal, in particular. 

An attempt at identifying the maIn properties of the phenomenon 

labour relations -led to the examination of the views of the 

writers on the subject. Though there IS some difficulty 

perceived by some of these authors in the construction of an 

accurate meaning of labour relations, it has been possible to 

identify the elements of this phenomenon. Thi s process has 

72. Gerber, op. cit., p. 367. 

73. Ibid. 
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f "hl"ch at least, facilitated the construction 0 a meanlng w , 

approximates the ideal. 

The prevailing legal framework has been identified and closely 

examined. The most important labour legislation has been 

consolidated and reduced into the Labour Relations Act 1956 (Act 

28 of 1956). This Act removed the existence of a dualistic 

structure of industrial councils and works committees 

established, respectively by the Industrial Conciliation Act, 

1956 (Act 28 of 1956) and the Black Labour Relations Regulation 

Act, 1953 (Act 48 of 1953). This constituted a significant and 

welcome development in the labour relations field ln South 

Africa. 

The various institutional participants in labour relations have 

been identified as industrial councils, conciliation boards, 

industrial court, works councils, labour unions and employers' 

associations . Though the Labour Relations Act, 1956 (Act 28 of 

1956) provides for statutory collective bargaining mechanisms, 

labour unions and employers or employers' organizations may elect 

to engage in extra-statutory collective bargaining arrangements 

through recognition agreements. It is quite significant that the 

Trade Union for Employees of Black Local Authorities has emerged 

and elected to avail itself of the mechanism of industrial 

councils and also conclude recognition agreements with those 
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Black local authorities who have not taken up membership of an 

industrial council. In the next chapter the compensation 

programme of urban local authorities for Africans is presented 

and analysed. 
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CHAPTER B 

Personnel compensation, benefits and services 

B.l Introduction 

Employees 

also with 

employment. 

are concerned with the quality of their work life and 

the psychological rewards to be derived from their 

It is doubtful, however, whether any of the 

employees would accept appointment to any institution were it not 

for the monetary rewards they would derive from employment. 

Compensation is, therefore, a major consideration 1n personnel 

administrat~on because it provides employees with a tangible 

reward for their services· and also serves as a source of 

recognition. 

From the point of V1ew of the employer the primary intent of 

compensation programmes for employees 1S to provide an input­

output mediator that serves to maximize motivation to contribute 

to institutional objectives. Whereas training and development 

are directed toward changing employees into more effective and 

efficient performers, compensation programmes are designed to 

provide inducement s so that employees will endeavour to per form 

thei r tasks by utilizing their best existi ng capabilities . 

Compensation practices also have an important function 1n 
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recruiting: the beginning compensation levels need to be such 

that candidates with the necessary or desired characteristics 

will be induced to join the institution and contribute to the 

pursuit and attainment of its objectives. At the same time 

compensation levels may enable an institution to retain its 

workforce. It is quite evident, therefore, that money has a 

reward value in a purely economic sense and that employees expect 

to be compensated for the task~ they perform in furthering the 

institutional goals. It seems safe to assume, then, that when 

monetary rewards are made available in an equitable or 

appropriate relationship to work expectations, they can influence 

the level of motivation and thus induce a maximal contribution to 

institutional effort. Employees can, thus, apply themselves 

effectively and achieve higher levels of task performance when 

there is the prospect of earning a monetary reward commensurate 

with their efforts. 

The nature, extent and variety of benefits and serVlces provided 

by institutions to their employees have grown quite rapidly over 

the years to the point where items of this kind represent a major 

factor in a total compensation package. These so-called fringe 

benefits or perks (perquisites) range from lnsurance and 

retirement programmes to institutional facilities. This chapter 

is concerned with the administration of the compensation 

programme and employee benefits and services provided by urban 

local authorities for Africans . A significant interaction occurs 
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between compensation and the other elements of the personnel 

function, for example, recruitment: compensation rates can aid 

or impair recruitment and the supply of applicants may affect 

wage-rates; selection: rate of compensation affects possible 

degree of selectivity and selection standards affect ra~e of pay 

required; training and development: opportunity for 

compensation increases can motivate training efforts and training 

and development can lead to increased compensation; and labour 

relations: low compensation rates can encourage unionization and 

union militancy and compensation may be determined by 

negotiation. As a result of its importance in personnel 

administration, a formal programme should be developed to 

regulate em~loyee compensation. This programme establishes both 

the objectives it is intended to achieve and the policies and 

procedures for determining and disbursing compensation. It lS 

also essential that information pertaining to the compensation 

programme be properly communicated to the employees. 

8 . 2 Compensation programme 

Compensation represents a transaction with individuals and groups 

exchanging contributions for pay. According to Rabin, et al, 

"pay is the bundle of direct financial rewards given individuals 

In an (insti tution) in exchange for thei r contributions.} Pay, 

1. Rabin, J et al (eds): Handbook on Public Personnel Admi 
stration and Labour Rel~a~t~i~o~n~s~-'M~~~l~D~~~~~~~~~ 
Y , arce ekker, Inc, New ork, 1983, p. 160. 
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therefore , becomes the basis of a multiple transaction of 

considerable importance. According to thi s view, this multiple 

transaction comprises the following parts: 

8.2.1 Economic transaction 

Viewed traditionally, 
2 

compensation represents an econom1c 

transaction. The institution pays for employee services. As a 

buyer it attempts to gain the most ~or a given price in terms of 

both quantity and quality. The employee sells services for 

income and attempts to gain maximum benefit through th e 

transaction. According to thi s transaction "we would expect all 

buyers and sellers to set prices 1n the market place, also 
3 

allocating supplies where they have most value." These author s 

are, however, not unmindful of the shortcomings of this view. 

They observe that as an economic transaction, "viewing labour as 
4 

a commodity has dysfunctions." In the first place, the 

individual, as a passive force - the commodity - 1S the 

assumption behind economic models; only labour unions provide a 

counterweight to institutions as active participants in decision­
S 

making. Second, institutions offer not only economic, but also 

2. Ibid. , p. 16l. 

3 . Ibid. 

4. Ibid. 

5 . Ibid. 
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other, often abstract rewards which economic models either 
6 

overlook or cannot measure. 

8.2.2. Psychological transaction 

Compensation also has psychological aspects, 

contractual relationship between employer 

"constituting a 
7 

and employee." 

According to this view pay has an instrumental value: it is one 

of the elements that yield job satisfaction. On the other hand, 

the institution attempts to utilize pay as an instrument for 

motivation. 

8.2.3 Sociological transaction 

Institutions act as associations with status structures and as 

such, compensation assumes a sociological transaction, indicating 

the individual's status within that association and across 
8 

associations. ACfording to this view, institutions create status 

structures of jobs and status differences are measured by both 

individuals and institutions by compensation differences. These 

' status structures based on compensation serve well across 

institutions when many standards of judgment lose value, 

6. Ibid. 

7. Ibid. 

8. Ibid. 
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f 1 1 " tatl"on such as family and particularly those 0 oca orlen , 
9 

friends. 

8.2.4 Political transaction 

Institutions, labour unions and individual employees attempt to 

influence the labour market, the psychological contract or the 

status structure. As such compensation decision-making exhibits 

some political elements. Collective bargaining and negotiation 

and grievance procedures place labour unions and top 

administrators of institutions in competitive positions in the 

narrow political market place of the institution and ln the 
10 

wider polity of which they are an integral component. 

8.2.5 Equity transaction 

These competitive, status and collective bargaining elements of 

the compensation-transaction suggest some social comparison ln 

one form or another, along some scale of realities. "ls there a 

standard of fairness within the transaction, 
11 

an ethical 

dimension?" Rabin, et al, contend that a standard of equity 

9. Ibid. 

10. Ibid. 

11. Ibid. 
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does not exist among individual employees. That ethical 

dimension influences the level of task performance and the 

satisfaction derived from the work. Individuals will, therefore, 

compare their contributions and compensation to others. 

8.3 Compensation objectives and policies 

The objectives of a compensation programme should facilitate the 

effective utilisation of an institution's personnel. Compensation 

objectives should also contribute to the overall goals of the 
12 

institution. The compensation programme should, therefore, be 

so designed as to attract the number and type of candidates who 

are best qualified to operate the institution. According to 

Chruden and Sherman, the "nature of the programme and the time 

and cost of it must be reasonable and proportionate to the 

resources of the institution and priority demands of other 
13 

personnel functions." The common objective of compensation is 

also to gain employee acceptance of the compensation programme. 

This acceptance lS most likely to occur In a programme which 

provides employees with the opportunity to achieve reasonable 
14 

aspirations within the framework of equity and impartiality. 

12. Chruden, H J and Sherman, Jr A W: 
sources, South-Western Publishing Co, 
405. 

13 . I bid., p. 407. 

14. Ibid. 

Managing Human Re­
Cincinnati, 1984 p. 
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It should also provide employees with an incentive to improve 

their skills and abilities. 

To achieve the above objectives within urban local authorities 

for Africans constraints are placed on their compensation policy-, 

making authority by political, legal and economic factors. 

Public policies have been expressed, through Central Government 

legislation, to direct and guide all local authorities in the 

Republic of South Africa in making appropriate decisions relating 

to their compensation programmes. The remuneration of all chief 

executive officers of local authorities is determined according 

to the provisions of the Remuneration of Town Clerks Act, 1984 

(Act 115 of ··1984). The main objective of this Act is to "provide 

for the determination of the remuneration and certain other 

service benefits of the chief executive officers of local 

authorities; to regulate the maximum limits of the remuneration 

and certain other service benefits of other employees of local 
15 

authorities; and to provide for incidental matters." The 

concept "local authofl' ty" has been f d f' d t e- e lne 0 mean any 

institution or body contemplated in section 84(1) (f) of the 

Provincial Government Act, 1961 (Act 32 of 1961); a regional 

services council established under the Regional Services Councils 

Act, 1985 (Act 109 of 1985); and also a local authority as 

15. Refer to the long title of the Remuneration of Town Clerks 
Act, 1984 (Act 115 of 1984). 
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de fined in the Black Local Authorities Act, 1982 (Act 102 of 

1982). This re-definition has facilitated the establis hment of a 
16 

uniformly graded co mpensation programme for all loca l 

authorities In the Republic of South Africa. The differentials 

in the actual amounts of compensation paid to chief executive 

officers of the various types of local authorities are determined 
17 

according to the grade of a local authority. 

Figure 3: Schedule of remuneration for chief executive officers 

of graded local authorities 

Grade of local authority Basic salary including 
allowance 

15 

14 

13 

12 

11 

10 

9 

8 

7 

6 

5 

4 

3 

2 

1 

16. 

17. 

R 

99495 

90876 

82308 

76404 

70932 

65844 

59628 

53988 

50124 

45396 

42144 

39120 

35424 

32076 

29040 

See sc hedul e of remuneration, figure 3 adapted from 
Board Notlce 62 of 1988, Government Gazette No. 11442, Vol. 

278, Governmnet Prlnter, Pretoria, 5 August 1988, p. 58. 

Ibid. 
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The above schedule indicates that the higher the grading of a 

local authority the greater is the compensation rate, VlZ. a 

grade 15, the highest grading, local authority, at present, 

compensates its chief executive officer at the rate of R99495 

whereas a grade 8 local authority pays R53988 and a grade 1 local 

authority, the lowest grade, pays its chief executive officer at 
18 

the rate of R29040 per annum. The grading of local authorities 

according to a table reflects sizable compensation differentials, 

i . e . lower graded local authorities pay relatively lower 

compensation whereas those with a higher grading pay 
19 

considerably higher level of compensation. 

a 

Any compen~ation decision by a local authority lS limited by 

external constraints to the extent that less or no discretion is 

left. According to section 7 of the Remuneration of Town Clerks 

Act, (Act 115 of 1984) "Cl) no local authority shall-

18. Refer to the schedule supra. 

19. Ibid . 
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(a) pay its town clerk any higher or any lower 

remuneration than the remuneration payable to the 

town clerk in accordance with the determination 

binding in terms of this Act on that local 

authority. 

(2) Any agreement shall be null and void in so far as it is 

contrary to subsection (1)." An Administrator of a province may, 

however, upon application by a local authority in his province on 

which a general determination is binding, make a determination in 

regard to such local authority whereby the compensation payable 

to a chief executive officer of that local authority in terms of 

the general determination 1S fi xed at an amount lower than the 
20 

amount of the general determination. According to the 

Remuneration of Town Clerks Act, 1984 a local authority which 

lodged an application under subsection (1) or a chief executive 

officer aggrieved by the administrator's decision relating to any 

such application, "may, within 60 days after it or he has been 

notified of the decision, appeal ln writing against such decision 

to the Minister, and the Minister shall, after he has considered 

the grounds of the appeal and the Administrator's reasons for the 

decision, confirm, amend Dr set aside the decision or substitute 

for such decision any other deci sion which the Admini strator 1n 

20. Section 11(1 ) of the Remuneration of Town Clerks Act, 1984 
(Act 115 of 1984). 
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21 

the Minister's opinion ought to have taken." 
A determination 

by an Administrator of a province is deemed to be an individual 
22 

determination made in respect of that local authority. 

It is noteworthy that the general policy in respect of the 

compensation of a chief executive officer of a local authority is 

that his salary tends to limit the compensation rates of the rest 

of the employees of a local authority. Thus, no employee of a 

local authority may earn any compensation which exceeds a 

specific percentage of the salary of the chief executive officer. 

In terms of the Remuneration of Town Clerks Act 1984 (Act 115 of 

1984) no local authority shall pay any employee who is not the 

town clerk a higher remuneration (excluding any payment in 

respect of overtime) than an amount equal to 92.5% of the 
23 

remuneration payable to the town clerk. Any agreement which is 
24 

contrary to this provision shall be null and void. An 

Administrator of a province may, however, upon application by 

either a local a~thority in his jurisdiction or an employee of 

such a local authority, authorize that local authority to pay any 

particular employee such remuneration (excluding any payment in 

21. Section 11(3) of the Remuneration of Town Clerks Act 1984 
(Act 115 1984). ' 

22. 

23 . 

24. 

Section 11(4)(b) of the 
1984 (Act 115 of 1984). 

Section 12(1)(a) of the 
1984 (Act 115 of 1984). 

~R~e~m~u~n~e~r~a~t~i~o~n~o~f~T~o~w~n~C~l~e~r~k~s~A~c~t, 

Remuneration of Town Clerks Act, 

Section 12(2) of the Remuneration of Town Clerks Act, 1984 
(Act 115 of 1984). 
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respect of overtime) as may be fixed by the Administrator which 

is higher than an amount equal to 92.5% of the remuneration 

payable to the town clerk in accordance with the determination 
25 

binding on that local authority. 

The compensation policy also provides for the payment of an 

annual service bonus to the chief executive officer and all the 

other categories of employees of a local authority. The annual 

service bonus has been determined to be equivalent to one twelfth 

of the annual salary or wage of an officer or employee of a local 

authority and this bonus is colloquially dubbed a 13th cheque. 

The annual service bonus paid to a chief executive officer of a 

local authority "shall not be paid on a pro rata basis except In 

those cases where a town clerk -

(i) leaves his Council's service to accept the post of town 

clerk in another authority; 

(ii) retires on pension; or 

26 
(iii) dies." 

25. 

26. 

Section 13(1)(a) of the 
1984 (Act 115 of 1984). 

_R_e_m_u_n_e~r~a~t~l~·0~n~0~f~To~w~n~C21~e2r~k~s~A~c~t, 

Refer to Board Notice 62 of 1988, Government Gazette No. 
11442, Volume 278, Government Printer, Pretoria, 5 August 
1988, p. 58. 
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Every officer or employee of a local auhority is paid an annual 

service bonus regardless of the level of performance. This 

practice has the effect that the bonus plan adds little, if 

anything, to the basic salary structure to motivate executive 

officers or employees to improve task performance. 

27 
According to Board Notice 41 of 1988 approval has been granted, 

28 
with effect from 1 July 1988, by" the Remuneration Board for a 

non-pensionable personal entertainment allowance to be paid to 

the chief executive officers of the various grades of local 
29 

authorities according to the following table: 

Figure 4: "'Entertainment allowance for chief executive officers 

of local authorities 

Grade of local authority Entertainment allowance 
per annum 

10-15 

6-9 

3-5 

1-2 

27. 

28. 

29. 

R 

1400 

1000 

600 

300 

Refer to Government Gazette No. 11359, Volume 276, 
Government Printer, Pretoria, 5 August 1988, p. 58. 

The Remuneration Board is established in terms of section 
2 of the Town Clerks Remuneration Amendment Act 1987 (Act 
106 f 1987. ' 

Government Gazette No. 11359, op. cit. 
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proof of actual expenses incurred relating to this 
30 

allowance 

is required from a chief executive officer. This allowance 

does not substitute any internal financial provision, through the 

budget, for the entertainment of guests at the discretion of the 
31 

local authority . 

8.4 Employee benefits and services 

The number and variety of benefits and services provided by local 

authorities for their employees have grown to the point where 

items of this kind now represent a major factor ln total 

compensation. These so-called fringe benefits range from penslon 

or retirement programmes, lnsurance, housing loan and subsidy 

scheme, motor-car scheme to the use of institutional facilities 

by various employee groups . They may be provided by a local 

authority on an entirely unilateral basis or they may emerge out 

of extended bargaining and negotiation with groups or individual 

employees. The immediate goal of fringe benefits is the 

improvement of working conditions, the provision of convenience 

(motor-car scheme), the guaranteeing of security in times of 

personal or family adversity (group life and disability 

insurance, unemploymentlnsurance, medical aid insurance and 

30. Ibid . 

31. Ibid. 
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s pouse and family death benefit cover), or the provision of 

leisure time and study opportunities (vacation and study leave) . 

Although constituting an integral part of the compensation 

package, fringe benefits are not intended to encourage 
I 

task 

motivation. According to Miner and Miner very "little effort has 

been made to use fringe benefit s as inducements or rewards with a 

vlew to maximizing the effectiveness of role behaviour. Thus, 

differentials related to merit or productivity are not a 
32 

characteristic aspect of their application." The primary goal 

of employee benefits and services is to enhance institutional 

maintenance by contributing to high morale, a sense of security 

and the general work satisfaction of employees. In this manner, 

stress and strain within the institution are considerably 

reduced, but there is no reason to believe that the level of 

productivity will, as a result of benefits and services, be 

increased. Benefits and services, however, serve as inducements 

to continued membership of the institution. A further objective 

of benefits and services is that they are a valuable asset in 

attracting potentially suitable employees. A compensation 

programme which is ma rkedly deficient in this area r e lative to 

those of other comparable institutions may make this 

32 . Miner , J B and Miner, M G: Personnel and Industria l 
Relations: A Managerial Approach, MacMillan Publishing Co, New York, 1985 , p. 581 . 
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a t f f P ospectl"v e employees who may salient poin 0 concern or r 

elect to accept appointment e l sewher e . Irrespective of the 

significance benefits programme s may have for recruitment and 

institutional stability, they do represent a major aspect of the 

personnel function of local authorities. These fringe benefits 

and services may be classified into the following broad 

categories: 

8.4.1 Pension 

The philosophy underlying pensions has, according to Chruden and 
33 

Sherman, undergone a substantial transformation. "Originally 

pensions w~re based upon a reward philosophy which viewed their 

primary purpose as that of retaining personnel by rewarding them 
34 

for remaining with the (institution) until they retired." If 

employees quit or had their services terminated before they 

reached the retirement age, they were not considered as deserving 
]5 

of such rewards. But, as a result of vesting requirements, 
36 

laid down by pensions legislation, pensions are now based on an 

earnings philosophy. A pension is regarded as deferred income 

which employees accumulate during their working lives and which 

33. Chruden, op. cit., p. 479. 

34. Ibid. 

35. Ibid. 

36. Refer to the Pensions Funds Ac t, 1956 (Act 24 of 1956 ) . 



258 

belongs to them after a specified period of serVIce , whether or 

not they remain with th e employer until retirement. Thi s 

philosophy would apply to a contributory plan and not in respect 

of a non-contributory plan. In a contributory plan contributions 

to a pension plan are provided jointly by employees and employers 

whereas in a non-contributory plan the contributions are provided 
37 

solely by the employer. The plan obtaining in the urban local 
38 

authorities for Africans is the contributory type. The object 

of the pension plan is to provide benefits for employees or 

former employees of the participating local authorities upon 
39 

their retirement. 

8.4.1.1 Pensionable service 

According to the Urban Councils Association of South Africa 

(UCASA) Pension Fund, which has subsequently been re-designated 

as the South African Local Authorities Pension Fund, a 

pensionable service relates to "a continuous service on or after 

the established date in respect of which (a) member contributes 

or contributed to the Fund or was liabl e to contribute to the 

Fund; 

37. 

38. 

39 . 

(or) any period which IS reckoned or a llowed as 

Chruden, Ope cit . 

Refer to Rul e 4 of the Urban Councils Association of South 
Africa (UCASA ) Pension Fund. 

See pre face to t he UCASA Pension Fund 
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pensionable service of such member in terms of these 

The pensionable service is calculated "by the year and portion of 

a year and any portion of a year shall be determined according to 

the proportion which the number of days in that portion of a year 
41 

bears to 365 days." The pensionable service of a mem~er is not 

deemed to be interrupted by a period during which he was absent 

on leave without remuneration or was on a suspension from 
42 

service. 

8.1.4.2 Eligibility and participation 

All employees appointed on a full-time permanent capacity in 

posts on the establishment of a local authority and who had not 

elected, at the commencement of the Fund, to remain members of 

any other pension or provident fund or scheme in which employees 

of the local authorities or community councils could participate, 
43 

are eligible for membership of the Pension Fund. Employees are 

eligible for membership provided they are under the retirement 
44 

age. The normal retirement age is set at age 60. 

Participation in this contributory pension plan is compulsory for 

41. Refer to Rule 1.17.1. 

42. Refer to Rule 1.17.2 (a). 

43. Refer to Rule 1.17.2 (b). 

44. Refer to Rules 3 .1 and 1.4. 
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45 
all eligible employees. Participation in the pension plan by 

eligible employees commences on the date of commencement of the 
46 

Fund or the date of their assumption of membership of the 
47 

Fund. 

8.4.1.3 Rate and collection of contributions 

Eligible employees, i.e. members of the Pension Fund, contribute 

to the Pension Fund at the rate of 8%, in the case of male 

members, or 6%, in the case of female members, of their annual 
48 

salary, excluding the annual service bonus. A member 

contributes 7°' ,0 of such annual service bonus, irrespective of 
49 

gender. Urban local authorities contribute In respect of each 

member In its service an amount equivalent to 2.04 times the 

amount which a member contributes and an amount equal to 21~~ of 
50 

each member's annual bonus. The rate of contribution by local 
51 

authorities may be reviewed at each actuarial investigation 
_ 52 

which should occur at least once every three years. 

45. Refer to Rule 3.2.1. 

46. The commencement date is 1 March 1985. See Rule 1.5. 

47. See Rule 3.2.2. 

48. Rule 4.1.1 (a). 

49. Rule 4.1.1 (b). 

50. Rule 4.1.2. 

51. Ibid. 

52. Rule 2.8. 
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The amount which a member contributes to the Pension Fund is 

deducted from the annual salary of the member on a monthly basis 

or at such times as the trustees may determine and lS deposited, 
53 

Any contributions by the local immediately, into the Fund. 

authority are deposited into the Fund at such times and in such a 
54 

manner as the Trustees may determine. 

8.4.1.4 Pension portability 

According to Chruden and Sherman, a weakness of most private 

pension plans is that they lack portability which would enable 

emp loyees, when changing employment, to maintain equity in a 

single pe~sion. They point out that, "even when employees 

acquire vested rights - an irrevocable interest or equity in the 

benefits they had earned through their years of service - several 

changes In employment over the working life can result in 
55 

accumulation of equity in more than one fund." Urban local 

authorities for Africans have eliminated this weakness by 

providing that a member of the Fund who transfers from the 

service of one local authority to another or who is appointed to 

the service of another local authority without a break in the 

53 . Rule 4 . 2.1. 

54 . Rule 4.2.2. 

55 . Chruden, Ope cit., p.480. 
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56 
continuity of his serVIce, shall retain membership of the Fund. 

It is also provided that any person who was a member of any other 

fund and who, immediately after termination of his membership of 

that other fund or after such break as the trustees may condone, 

becomes a member of the Fund, shall, with effect from the date on 

which he or she becomes a member, contribute to the Fund and his 

pensionable service, with such other fund shall be reckoned as 

pensionable service subject to the payment by such other fund to 
57 

the Fund of amounts as stipulated. 

8.4.1.5 Retirement age 

According to the Pension Fund, the normal retirement age has been 
58 

established .. as age 60. Age sixty is only treated as normal, 

but this Rule does not require retirement until the compulsory or 
59 

mandatory retirement age is attained. If urban local 

authorities adopted a flexible retirement policy, with the 

compulsory provi§ion invoked only when clearly required in 

particular cases, this would arouse complaints of unfair 

treatment. A flexible approach would, therefore, be much more 

56. Rule 8.8.1 (a) of the Pension Fund. 

57. Rule 8.8.2.1 

58. Rule 1.14 

59. The mandatory retirement 
prescribed conditions of 
authority. 

age is determined by 
service of each urban 

the 
local 
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difficult to administer as it can become a source of dissension 

if some employees feel that the policy as applied to them 1S 
60 

unjust. 

8.4.1.6 Benefits on retirement, death, resignation or ~ischarge 

On attaining the retirement age a member shall be retired on 
61 

pension. A member may also be retired on pension when he 

reaches the normal retirement age if he gives written 

notification of his wish to be retired before he has attained the 
62 

retirement age. A member who has reached the normal retirement 

age may be retired on pension if the local authority concerned so 
63 

directs . The other aspect of the pension plan is a provision 

for payment of benefits before attainment of a normal retirement 

age. This could occur as a result of death, resignation or 
64 

discharge. There are various formulas for computing pension 

payments. There is a specific formula for each method of exit 
65 

from the service of the local authority. 

60. Miner, o~. cit. , p. 480. 

61. Rule 5.1.1 of the Pension Fund. 

62. Rule 5.1. 2 

63. Rule 5.1. 3 

64. See formulas 1n Rules 5, 6 and 7. 

65. Ibid. 
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8.4.2 Insurance 

According to Miner and Miner, the greatest activity over the last 

forty years, in so far as employee benefits are 
66 

concerned, , has 

occurred in the area of group insurance. "The growth rate, 

whether computed in terms of the number of (institutions) 

involved, the number of employees covered, the types of plans in 

force, or the amount of insurance provided, has been little short 
67 

of phenomenal." It must be recognized that group insurance 

represents a huge benefit to the employee whether or not the 

employer contributes a portion of the premium. Employees who are 

covered by~ group insurance obtain the saving associated with 

group rates and other forms of protection that are virtually out 

of reach on an individual basis become available. 

The group insurance available through the urban local authorities 

programmes can be classified into the following categories: 

life, disability and medical. 

8.4.2.1 Group life insurance 

Life ins urance policies provide a 
68 

lump-s um payment to an 

66. 

67. 

68. 

Miner, op. c it., p. 591. 

Ibid. 

The lump- s um I S es tabl ished a t fiv e t imes annu al sa l a ry of th e employ ee . 
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f "1" of death Special provisions employee's spouse or aml y ln case . 

may apply to accidental death, i.e. 
an increased benefit, or 

separate in s urance may be arranged for this purpose. 
These local 

of authorities also provide an opportunity to insure the lives 

other family members in addition to that of the employee through 

a spouse and family death benefit cover or a spouse 
69 

cover and 

funeral benefit. 

8.4.2.2 Disability insurance 

This type of insurance provides benefit payments to employees who 

are too severely disabled to engage in gainful employment. These 

insurance benefits are designed to tide employees over during 

periods of disability caused by illness or accident. In order to 

be eligible for such benefits, an employee's disability must have 

existed for a specified minimum period and must be expected to 

last longer than a specified period. In the meantime an 

employee would be covered by sick leave benefits. Long-term 

disability benefits may be payable for life or until retirement 

benefits become available. 

8.4.2.3 Medical insurance 

The benefit s that are receivi ng a lot of attention of a ll 

69. Thi s information is always conveyed in adverti sements for 
posi~ion openings. Mr Masemola, the Town Secretary of the Nlnglzlmu Town Committee (Durban) has confirmed the accuracy of this information. The interview occurred on 1 November 1988 at the Community Services Office of Lhe 
Natal Provincial Adm inistration, Durban. 
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employer s today because of sharply increasing ex penses are those 

pertaining to health care. Medical ins urance policies are 

becoming quite dive rse. They cover costs relating to 

hospita lization, medical and surgi cal treatment, consultation of 

a specialist physician or a genera l practitioner, prescription 

drugs, dental, visual and mental health care. Urban local 

authorities have also provided for a medical aid scheme for their 

employees, such as Compcare medical aid scheme or Bonitas medical 
70 

aid scheme which are contracted out to insurance companies. 

These medical insurance plans provide for a part payment, by the 

local authorities, of the premium. 

authority ranges from 60% to 65%?1 

The subsidy by the local 

8.4.3 Motor-car scheme 

Chief executive officers of local authorities qualify for a 
72 

motor-car loan. The extent of the loan is determined according 
73 

to the grade of a local authority, see table below: 

70. 

71. 

72. 

73. 

Ibid. 

Ibid. 

Refer to Board Notice 41 of 1988 Government Gazette No. 
11359, Vol. 276, Government Pri~ter, Pretoria 24 June 
1988 , p. 47 and see a l so section 1 of the Remuneration of 
Town Clerks Act, 1984 (Act 115 of 1985) for definition of 
motor-car scheme. 

Ibid. 
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Figure 5: 
Schedule of motor-car loan scheme for chief executive 

officers of local authorities 

Grade Maximum car loan amounts 

R 

15 88000 

14 84000 

13 80000 

12 76000 

11 72000 

10 68000 

9 64000 

8 60000 

7 56000 

6 52000 

5 48000 

4 44000 

3 40000 

2 36000 

1 32000 

The maximum repayment period has been established at six years 

and the interest rate has been fixed at 8% of the reducing 74 
balance. 

74. Ibid. 
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8.4.4 Housing scheme 

According to the Remunera tion of Town Clerks Act, 1984 (Act 115 

of 1984 ) a hous ing scheme mea ns any scheme or arrangement In 

terms of which an employee i s paid a subsidy or other assistance 

on any interest, capital, rent or other payment payable by him in 

respect of housing, or is provided with housing free of charge or 

for a consideration less than the value thereof as a reward for 
75 

his service. No ~ocal authority is competent to grant its town 

clerk a benefit under a housing or motor-ca r scheme unless such a 

benefit is authorized under a determination binding in terms of 

the Act on that local authority, or grant its town clerk a 

greater benefit under such a scheme than the maximum benefit 

which may be granted to the town clerk in accordance with such a 
76 

determinantion. Any agreement between a local authority and 

its chief executive officer which is contrary to this prohibition 
77 

would be null and void. 

8.4.5 Other benefits and services 

It I S probably not poss ible to ex amine all employee bene fit s and 

75. 

76 . 

Re fer to sec tion 1 (1 ) of the Remune r a tion of Town Cl e rks 
Act, 1984 (Ac t 115 of 1984) . 

Secti on 7 (1) (b ) o f the R emunera t ion of Town Cl e rks Ac t, 
1984 ( Ac t 11 5 o f 1984 ) . 

77. Secti on 7(2). 
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service s in detail in thi s chapter, but the following listing of 

the other bene fit s and services provided by local authorities i s 

reasonably comprehensive: the cost of installation, if 

applicable, and the monthly rental of the telephone se rvice is 

paid to the town clerk and he may, in his discretion, claim an 

amount for official calls made from his private telephone 

78 
service; long service allowance which is equivalent to the 

remuneration of a town clerk for the working days as reflected in 
79 

column 2 of the following table, after completion of continuous 

service at the local authority for the period as indicated in 

column 1: 

Figure 6: S~hedule of long service allowance for town clerks 

Column 1 Colum 2 

Continuous period of service Working days vacation 
at the local authority leave 

10 

15 

20 

25 

30 

78. 

79. 

years 10 working days 

years 20 working days 

years 30 working days 

years 30 working days 

years 30 working days 

Board Notice 62 of 1988, Government Gazette No. 11442 Vol. 
278, Gover nment. Printer , Pretoria,S Augus t, 1988 p. 58. 

Board Notice 43 o~ 1988, Government Gazette No . 11359, Vol 
276 Go vernment Prlnter, Pretoria, 24 June 1988 p. 50. 
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35 years 30 working days 

days 40 years 30 working 

45 years 30 working days 

The other benefits and services are vacation and sick leave; 
80 

educational or study loan scheme, assistance ln moving expenses 

for new employees; or cafeteria, parking and child-care 

facilities. 

8.5 Communicating employee benefits information 

The true measure of a successful benefits and service programme 

is the degree of knowledge, understanding, trust and appreciation 

which it gains from its beneficiaries, i.e. the employees. Thus, 

irrespective of the nature of the programme the local authority 

provides, and whether or not employees have any choice in the 

matter, the communication aspect of the benefits and services 

programme is quite crucial. The programme has little value as a 

means of encouraging pride in the local authority, loyalty and 

satisfaction unless employees know and understand it. Otherwise 

the benefits intended to attract and retain e~ployees may, as a 

consequence of poor communication, create confusion and even 

80. See item 7 of the Schedule to section 23(1)(i) of the 
Black Local Authorities Act, 1982 (Act 102 of 1982). 
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resentment among them. Information should, therefore, be 

conveyed in a manner that is calculated to be understood by the 

average employee. To get maximum return from an investment in 

fringe benefits and services, a local authority must have an 

effective communication programme to inform employees regarding 

what is available, when they become eligible and what procedures 

are involved in obtaining benefits. It is, indeed, imperative 

that communication to employees on these issues is clear and 

accurate in order to make the desired impact. 

The media used to convey compensation, benefits and services data 

may vary considerably ' according to the audience. Chief executive 

officers of local authorities receive a great bulk of information 

from determinations issued in the form of notices by the 

Board on Remuneration and Services Benefits of Town Clerks which 
81 

is authorized by the Remuneration of Town Clerks Act, 1984 (Act 

115 of 1984). The other categories of employees derive 

information which is based on conditions of service or policies 
82 

formulated by individual local authorities. This information 

is communicated through employee handbooks and manuals, circulars 

and pamphlets, meetings of employees addressed by the chief 
83 

executive officer and/or heads of departments. Meetings 

involve a two-way communication process as employees ask 

questions to clarify particular points or to elicit new 

81. 

82. 

Refer to section 2 of the Remuneration of Town Clerks Act 
1984 (Act 115 of 1984). ' 

Refer to section 23(1)(a) of the Black Local Authorities 
Act , 1982 (Act 102 of 1982). 

23. Ma semol a, op. cit. 
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information. In general, thi s approach seems to be highly 

success ful in fostering employee s ati s f action be cause providing 

an opportunity for ques tions i ncreases knowledge and 

understanding and these, in turn, pr oduce a gr eate r feeling of 

trust and openness. 

8.6 Summary 

This chapter examines compensation as one of the key functions of 

personnel administration. The main objectives of compensation 

programmes for employees are to provide an input-output mediator 

that serves to maximize motiv ation to contribute to the 

realization of institutional goals. The way in which a 

compensation programme i s administered can have a s ignificant 

impact upon the other elements of pe r sonnel administration such 

as recruitment, selection, training and development, and labour 

relations. 

of employee 

Urban local 

As a result of it s significance , a formal programme 

compensation should be developed by all employees. 

authorities for Africans , as employers, have 

established compensation programm es in respect of all their 

employees with th e exception of chi e f executive officers whose 

compens ation IS de t e rmined acco rding to th e prov is ions of the 

Remuneration of Town Cle rk s Ac t, 1984 (Act 115 of 1984 ) . 

Any compensa tion prog ramm e co nst itu tes a multiple t r ansac ti on 

of cons ider able s ignificance to employees as we ll as potent ia l 

employees . Thi s t ransac tion may compri se t he fo llowing e l ement s : 
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economic, psychological, sociological, political and equity. All 

compensation programmes have specific objectives and policies 

that are designed to facilitate effective utilization of 

personnel and also 

institutional goals. 

contribute to the accomplishment of 

Compensation is utilised to attract 

candidates and retain employees who are best suited to operate 

the various functions of an institution. To achieve these 

objectives within urban local authorities for Africans, certain 

constraints have, like in all local authorities in the Republic 

of South Africa, been placed on their compensation policy-making 

authority by political, legal and economic factors. Public 

policy constraints have been imposed by the Central Government, 

through leg~slation, to direct and guide all local authorities in 

making appropriate decisions relating to their compensation 

programmes. The Central Government has established a graded 

compensation programme for all local authorities. The 

differentials in the actual levels of compensation that is paid 

to chief executive 

local authority. 

officers are according to the grade 

The higher levels as reflected 

of a 

In the 

remuneration schedule are, indeed, quite impressive. The fact 

that these levels are determined not on the basis of race or 

"colour" of a local authority brings in a new and positive 

dimension! 

Employee benefits and services provided by the urban local 

authorities for Africans for thel"r 1 emp oyees represent a major 
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factor in total compensation. These fringe benefits range from 

penslon, insurance, motor-car sc heme, housing loan and subsidy 

scheme to the use of faciliti es by individual employees or groups 

of employees. The immediate aim of these benefits is the 

improvement of working conditions, provision of convenience or 

guaranteeing security in times of adversity. As a result of 

providing such an attractive package of benefits and 

these local authorities have reached a level 

services, 

of total 

compensation which does not only equal, but betters those of most 

employers both in the public and private sectors. 

Personnel compensation, benefits and services constitute the last 

function o~ personnel administration examined in this thesis. 

The next chapter comprises the conclusion and recommendations. 
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CHAPTER 9 

Conclusion 

9.1 Findings 

Within the framework of any institution, private or public, human 

beings constitute the most essential ingredient, in contrast to 

material or financial resources, that largely determines whether 

or not an institution will attain its objectives. Human labour 

provides that dynamic mechanism through which institutional goals 

can be purs ued. The instrument through which institutions 

harness human labour manifests itself as personne l 

administration. The nature and scope of personnel administration 

has been revealed through the identification and analysis of the 

totality of properties constituting it. 

The text of this_study has been to conduct an in-depth analysis 

of personnel administration within the context of urban local 

government institutions for Africans in Natal and Transvaal, 

though it has been observed that these institutions possess 

features and other characteristics which are generic to all Black 

loca l authorities ln the Republic of South Africa. An 

examinat ion of the historical evolution of personnel 

admini s tration within urban local government in s titutions 
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established to cater for the urban African during the various 

phases of development of the urban African policy by the 

s uccess ive White governments has prov ided a perspective which is 

essential in appreciating fully the current state of personnel 

administration dynamics within the institutions created in terms 

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

Developments in personnel administration were determined and 

circumscribed by strong ideological beliefs and political 

strategies of the White governments that were directed at 

accomplishing a separate territorial existence of the African 

and White communities . The main factor that has determined the 

nature and~ momentum of this process has been the policy of 

segregation of the colonial governments and later of the Union 

Government which served as a precedent for the apartheid policy 
adopted in 1948 by the National Party Government. The 
imperatives of this policy dictated the nature of the 
institutions established for local administration and eventually 
local self-government; the geographic location, albeit on a 
temporary basis, of the African urban communities; the 
restrictions imposed on ingress into such areas and a l so the race 
or colour of the appointee s to the classified pe r sonnel 
establishment of the existing local government structures . The 
advent of each phase of develo t pmen wa s , more or less, 
accompani ed by a shift in the personnel policy adopted by t he 
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Central Government for urban local government structures for 

Africans . 

When, eventually, there was a shift in the Central Government's 

urban policy in regard to Africans, the political dilemma 

inherent in the shift is clearly visible in the field of both 

national and local government. The absence of an acceptable 

constitutional framework for the effective participation by all 

South Africans in all tiers of government has been, and still is, 

a real burning issue. Urban local government institutions, like 

all political institutions in South Africa, have not, to say the 

least, been well-received by the urban African communities. 

The goals of the Black local authorities determine the 
requirements for an efficient and effective personnel system . 

The objectives of any personnel administration 

integral component of the general institutional 

constitute an 

goals. Black 
local authorities, as relatively young institutions, are at 

present actively engaged in designing, developing and 

implementing a personnel system that has the potential to 

facilitate the attainment of task goals, maintenance goals and, 
hopefully, social responsibility goals. Productivity or 
performance levels reflect the success or failure of a personne l 

system in its pursuit of institutional goals. Th e maintenance 
goals enabl e the institution to s urvive any constraints that may 
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emanate from the internal or external environment. Internal 

constraints or stress may derive from inter-group conflict, for 

example between employees or between officials and councillors, 

low morale and general dissatisfaction with the work conditions. 

External constraints or stress, may be engendered by negative 

public opinion as observed in the previous paragraph, economic 

climate and government intervention that tends to restrict the 

autonomy of the local authorities. 

It has been suggested that the adoption of a systems model would 

generate a comprehensive understanding of the increased role of 

personnel administration in the attainment of local authority 

goals. The input-output mechanism of the systems model 

facilitates the conceptualization 

formulated by the local authority, 

all personnel and the mediators 

of role prescriptions 

role behaviours expected 

which are instrumental 

of 

in 

achieving the essential adjustments. The systems model 

facilitates the operation of the various personnel functions by 

identifying and resolving broad problem areas, such as the input 

problem, the mediator problem as well as the output problem. The 

systems model lS instrumental in the formulation of specific 

personnel strategies that are tailored to meet the needs of 

individual institutions. 

To develop an efficient and effective personnel system, it lS 

also essential to recognize the interrelatedness that obtains 
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between the personnel function in its broadest attribute, and the 

other aspects of the generic administrative 

essential, therefore, that the personnel 

functions. It is 

unit, division or 

department should be properly integrated into the whole 

administrative infrastructure of the local authority. 

Attention has been given to the essence of the policy of the 

Central Government and the effect it has on the organizational 

planning of the infrastructure of the various types of Black 

local authorities. It was essential to examine the policy 

because it outlines and defines the limits within which local 

authority goals, organizational planning and personnel 

administration may be formulated and operated. This essential 

exercise has led to a clearer discernment of the objectives that 

give direction and purpose to Black local authorities. It has 

also facilitated the identification of the link that integrates 

the official policy with local government objectives, 

organizational pIanning and the actual creation of structures for 

the pursuit of these institutional goals. 

Black local authorities are expected to adhere strictly to the 

policy directives and guidelines issued by the Central 

Government. The Minister of Constitutional Development and 

Planning keeps a watchful eye over the operations of these local 

authorities. Hi s de 1 d . ht bl care rlg ,or 0 igation, of intervention 
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where he is satisfied that failure or opposition by a local 

authority would constitute a violation or negation of these 

policy directives or guide lines , ensures a continued operation by 

these local authorities within the de termined policy framework. 

An examination of the organization structures of the various 

types of Black local authorities has revealed that there are 

certain inherent features which characterize each type. The 

established categories of Black local authorities can now be 

identified as city councils, town councils, town committees and 

local authority committees. The position, organization 

structure and role of a personnel department, division or section 

have been examined in all the types of Black local authorities. ~ . 

The personnel department or unit has been identified as a focal 

point for the examination of the actual personnel processes 

within Black local authorities. 

Black local authorities endeavour to fill positions within their 

organization structures with candidates who comply with the 
prescribed requirements. To meet these personnel requirements 
necessitates effective personnel planning; clearly determined 
recruitment strategies; a valid and fa ir selection process as 

well a s a proper placement s tr ategy to compl ement a pe r sonne l 
provision process . To accompli s h th ese t asks Bl ack loca l 
authorities r ece ive ass i s t ance and guidance from offic i a l s of a 
community services offi ce of a prov i nc i a l authorit y . Though 
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there is evidence of an increasing degree of participation by the 

Black local authorities in th e determination of the per sonnel 

requirements and the actual recruitment and selection of 

candidates for position openings within their personnel 

establishments, such activities occur under the watchful eye of , 

the personnel division of a community services office. It is 

assumed, however, that this apparent tutelage will diminish and 

even be eliminated altogether, when these local authorities 

acquire expertise in personnel administration. 

It has been established that training and development constitute 

a mechanism of transforming an employee by extending his 

knowledge and skills, modifying his attitude toward the work and 

also adjusting his behaviour pattern within the institution to 

approximate the prescribed role behaviour. Training lS, 

therefore, a deliberate effort which is basically role specific, 

i.e. it attempts to help an employee to perform a particular task 

through the acquisition of a successful role behaviour. It has 

been concluded that tra i ning and development are so closely 

interrelated that they are perce ived as forming a unit. Urban 
local authorities for Africans are we ll aware of their 
res pons ibility to provide training and development In order to 

ens ure that their employ ees acqu ire and retain a high level of 

competence and motivation. Some local authori ties in the 

Tr ansvaa l hav e established full-fledged training divisions within 
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their personnel departments. Some have appointed university 

graduates as training officers. It ha s also been established 

that the training requirements of Black local authorities in 

Natal are provided for, at present, by the Training Division of 

the Community Services Office of the Natal Provincial Administra­

tion on an agency basis. 

The training needs analysis within Black local authorities, as 

young institutions, 1S directed at employees who are just 

starting on a job and this is still a very important factor 1n 

their total effort to utilize personnel effectively. The 

important consideration for these local authorities is to develop 

some conc~ption not only of whether or not performance 

deficiences are present, but also regarding the extent to which 

training and development can remedy such deficiences and the type 

of training and development that is most appropriate for this 

purpose. 

It has been established that the issue of relating training and 

development to performance and reward immediately raises the 

question of programme evaluation in order to demonstrate that 

training and development are accountable serv ices . It has been 

suggested that eval uat ion is best viewed as a component of 

designing an overall information system for the training and 

deve lopment ef fort and s hould thus i ncl ude information collected 
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in the needs assessment phase , characterist ic s of the trainees 

and individual performance , if at all obtainable. Although 

evaluation is usually undertaken after t he training effort, the 

most 

before 

desirable forms of assessment provide for baseline data on 

_ training performance levels as well as post-training 

It has been established that training divisions of the levels. 

Black local authorities have not yet attained this level. 

The current scene in public sector labour relations in South 

Africa is both relatively recent and also changing rather 

rapidly. In order not to overlook the broader evolution of 

relevant attitudes, models and labour legislation, an attempt has 

been made t9 present a historical background from which to view 

the development of labour relations within the urban local 

government institutions for Africans. The contemporary scene in 

labour relations is, therefore, largely a product of the events 

of the 1970s and early 1980s. Despite the creation of the Trade 

Union for Employees of Black Local Authorities in 1984, labour 

union or works councils' activities within Black local authorities 

are still at their most rudimentary stage. The trade union 

movement l S , however, rapidly gathering momentum in the 

Trans vaal . 

It has been concluded that the main objective of a compensation 

programme For employees is to provide an input-output mediator 
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which serves to maximize motivation to contribute to the 

attainment of institutional goals. The manner in which a 

compensation programme is operated can have a significant effect 

on the other elements of the personnel function such as 

recruitment, selection, training and development and labour 

relations. Urban local authorities for Africans have established 

competitive compensation programmes in respect of all their 

employees with the exception of chief executive officers whose 

compensation package is determined according to the provisions of 

the Remuneration of Town Clerks Act, 1984 (Act 115 of 1984). 

The differentials in the actual levels of compensation paid to 

chief exec~~ive officers are in accordance to the grade of a 

local authority. The significant factor is that these levels are 

determined not on the basis of race or "colour" of a local 

authority. This 1S, indeed, a new and positive dimension! 

-
9.2 Recommendations 

9.2.1 Political policy aspects and Black local authorities 

The growth of urban local authorities must be linked with the 

dominant trends in political thought l'n . any commun1ty. The need 
felt for and status of local government have been considerably 

eroded 1n South Africa among the Afr1'cans by the racially 

discriminator y legislation based, l ' ear 1er, on segrega tion and, 
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later, on apartheid. Continual frustration of the political 

of aspirations of Africans has resulted in the increased level 

resistance and a strong rejection of all political institutions 

as illegitimate. These political aspects have exerted 

considerable constraints on the operation of the Black , local 

authorities. Personnel of Black local authorities concede that 

as Africans they do experience a sense of betrayal of the course 

of resistance and that they perceive the wrath of the urban 

African communities. 

To eliminate these constraints on these urban local authorities 

it is imperative that apartheid should be completely eradicated 

and a constitutional framework acceptable to the majority of 

South Africans be designed and implemented without any further 

delay . This step would engender legitimacy of participation 

either as a councillor or employee. 

9.2.2 Organizational structure of some local authorities 

The use of concepts such as divisions and branches to refer to 

the main organizational structures of local authorities such as 
town committees, l ends it self to confusion. Adherence to the 
nomencl a ture used in the Black Local Author ities Act, 1982, (Act 

102 of 1982) would certai nl y e liminate this confu s ion. The Act 
appropriately designates s uch organization units as depar tment s . 

The re i s no valid basis for any deviations from this designation. 
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9.2.3 Selection of candidates 

The selection factor "any previous conviction" is, indeed, 

applied without any degree of circumspection. Local authorities 

ought to be very cautious in the selection of candidates for 

employment, but the present practice is stretched to ludicrous 

proportions! It is essential to draw some distinction between 

categories of crimes that could disqualify a candidate from 

consideration for appointment. Serious crimes must certainly be 

distinguished from minor ones. The present system could 

eliminate otherwise highly suitable candidates. Very few 

councillors could survive the stringent rule if it were to be 

applied to them as well. 

9.2. 4 Principle of equal employment opportunity 

Black local authorities appear to be particularly proud of the 

fact that they offer employment to candidates without regard to 

criteria such as race, colour, religion and the like. Under 

normal circumstances, adherence to the principle of equal 

employment opportunity would be quite laudible. But the 

circusmtances are far from normal' The inequities of apartheid 

have left a legacy of racial imbalances in the various spheres of 

social life in South Africa. The preponderance of practice among 

the White local auth °to hObOt orl les ex lIS clearly the degree of 
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representation and utilization of various race groups 

personnel establi shments . Black local authorities 

in the 

should, 

indeed, practice equal opportunity for all, but this s hould be 

coupled 

policy 

with a firm commitment and vigorous application of a 

of affirmative action in order to teverse and completely 

eradicate the legacy of segregation and apartheid. 

9.2.5 Training and development 

Training and development strategies should be directed at 

both efficiency and compensation for the inequities of race 

discrimination. Appropriate t r aining and development co urses 

should be designed and implemented. There should be an increased 

exposure to seminars and other development co ur ses especially for 

the senior ranks. Study opportunities shoul d be made available 

and encouraged. 

9.2.6 Compensation programme 

The present pension programme exhib its in-built aspects of sex 

discrimination against female employees. 

as unpal atabl e as race di sc rimination. 

Sex discrimination is 

Black local autho rities 

should devise pension programmes that are not s usceptible to 

discrimination factors. 
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It is hoped that adoption of these recommendations could 

contribute significantly to successful operation of local 

authorities in the urban areas. 
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Annexure 0 

Line-and-staff structure 

LINE 
DEPARTMENT 

CHIEF EXECUTIVE OFFICER I 
I 

-r--------------
I 
I 
I 

LINE 
DEPARTMENT 

LINE 
DEP ARTMENT 

Line authority 

Staff authority 

I 
PERSONNEL 
DEPARTMENT i 

I 

SUPERVISOR 
! 

SUPERVISOR SUPERV ISOR I 
I 

SUPERVISOR . - - -I 
\ I 

Employees I 

L--_--+ __ -' \ , 

Employees 
I 

/ 

/ 

\ , 
\ 

I 

I \ 

Employees I I 1 
\ Employees I 

I 

ndapted from figure 3.2: Chruden, A J and Sherman, Jr. A W: 
Managing Human Resources, South Western Publishino Cn. rinrinn~ri 
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ANNE XURE F 

SUNDAY TIMES, BusIness nmn, February 28, 1988 35 

I ntme nt 
LEKOA CITY COUNCIL 
Applications on the prescribed application form are hereby invited 
from suitably qualified candidates for the following position: 

TO\VN CLERK 
RSS 000 p.a. (Fixed) .r 

Qualifications: An appropriate Degree in Public 
Administration, Law or Development Administration or l' 
suitable equivalent qualification. Membership of the 
Institute of Town Clerks will be a strong . 
recommendation. 

Experience: 10 years appropriate. 

Duties: Administers functions entrusted to the Council 
in terms of Act 102 of 1982. As Chief Executive Officer 
the Town Clerk is responsible for the departments of 
the Town Secretary, the Town Treasurer, the ~ 
Engineer, the Director of Housino and Community 

. Development and the Director of Protective Services. 

Fringe benefits inter alia include • ample leave • a transport 
allowance • telephone rental • pension fund • Compcare 
medical aid scheme and • a Group life insurance package i.e. 5 
times annual salary plus • spouse cover and funeral benefit. 

Application forms are obtainable from the Personnel 
Division, telephone (01S) 88-1363 ert 227. "" 
ClOsing date : 31M~Hch 1988. -

PA. van der Westhuizen, Acting Town Clerk, Private Bag 
X048, \/anderbijlpark 1900. 
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311 ANNEXURE J 

COMMUNITY SERVICE - DURBAN REGIONAL OFFICE 

ISICELO SOKUGCWALISA ISIKHUNDLA 
REQUEST TO FILL VACANCY 

ROUTE: SPAO (PERSONNEL) LOCAL AUTHORITIES DIVISION 

l. THE TOWN SECRETARY OF THE TOWN COMMITTEE REQUESTS 

UKUGWALISA KWESIKHUNDLA NJENGOBA KUCHAZIWE: 
THE FILLING OF VACANCY AS DETAILED: 

ISIKHUNDLA: 
DESIGNATION: 

IMFUNDO: 
QUALIFICATIONS: 

-ULWAZI: 
EXPERIENCE: 

IMIHLOMULO EKHONA: 
SPECIAL SERVICE CONDITIONS: 

INDLELA OKUMENYEZELWE NGAYO: YISHO IPHEPHANDABA 
RECRUI~MENT METHOD: SPECIFY PRESS 

.. 

TOWN SECRETARY DATE 

2. FOR PERSONNEL USE ONLY 

POST NO.: » KEY SCALE: 

FINANCIAL AUTHORISATION: COST CODE: 

COMPLETED BY DATE: 

3. , ACTION ADVERTISED . RE-ADVERTISED RE-ADVERTISED FILLED 

DATE 

COMPLETED BY DATE: 

(Fl ) 



ADDRESS THIS APPLICATION TO : 
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ANNEXURE K 

CONFiDENTIAL: APPLICATION FOR EMPLOYMENT 

THE REGIONAL REPRESENTATIVE 
COMMUNITY SERVICES: REGIONAL OFFICE 
PRIVATE BAG X54310 
DURBAN 
4000 

IMPORTAtH NOTES 

. 1. This form is to be completed in ink and in your own h3ndwr it i ng (biock letters) 

2. A letter containing such additional par ticulars ~s y ou deem necessary. may accompany the application . 

3. Attach certif ied copies {not original docu mt:nrsi of cert if icates/d iplomas and degrees hereto . 

PLEASE COMPLETE FORM IN DETAIL 

I 

;OSITION DESIREO ...... .. .......... .. ............ . ... .. .. . .. ...... .. . ......... . .......... .. ................ .. ... .. . ....... ............. --l 
TO~'VN COMMITTEE ... ................... .. ..... . ............ .. ................. .. ....................... ..... .... .. ....... . ........... .. ....... .. .... . ·· .. ··i 
APPlICAT!ON i N RESPONSE TO ............................ . ... .. ...... . ......... . ... . ............................ ····.··· · ....... · .. .... ···· · · ·· .. ···· .. ··· ·1 
NEWS MEDI A (G ive name or newsp3per and reference code) . . .. . ~ .. .. .... . .... .. .... .. ....... ................ .. ........................... .. .. 1 , 

---.~ 

SURNAME (MR ) (MRS) MISS) (OR) . .. ................. . .... .... ..... . ....... ... ...... .. .... .. ............ .. . .. ........ . ... .. .. . ............... . .... .. . . ... . . 

FIRST NAMES ......... . .. . . . ...... .. ......... . .......... . ........ .. ........... . ... ........ . ..... . ..... .. ................. . ............ ... ........ .. .......... . 

RES IDENTIAL A DDRESS ...... . ....................................... . 

TELEPHONE : (WORK) .. .. .. .. .. .... ...... (HOMEI .............. .. .. .. 

(CODE) .. ............ .. .... . (COD E) .............. .. .. .. 

POSTAL AD DRESS ....... .. .............................. ... ... .. 

...... ..... ......................... .... ..... . .......... . 

i 
. 1 

;;;,~ ~:~~~~ : .. I 
I HEREBY MA KE APPLICATION FOR APP OIN TMENT TO THE POSITION INDICATED IN THE SERVICE OF THE TOWN COMMI TTEE 
AND CERTI FY THAT THE A NSWERS GIV EN TO THE QU ESTIONS SET OUT WITHIN ARE CORR ECT IN EVE RY DETAIL . I U N DER . 
STAND TH A T AN Y FALSE STATEMEN T KNO WINGLY MADE BY ME IN THIS APPLICATI ON WILL INVALI DA TE AN Y APPOINTME!'H 
MADE A ND RENDER ME Li A BLE T O INSTANT D ISMI SSAl. 

DATE SI GN ATURE OF APPLI CANT 



." 
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-2-

1 . PERSONAL DETA I LS 

1.1 DA TE OF BIR TH . AGE PLtlCf OF BIRTH 

1.2 RACE .. SEX .. HE!Gf-lT ........... . MASS ... KG 

1.3 MARITAL STATUS Imark XI SINGL E I [MA ClRIED I ~~ ISEPARATED I FE .MARRIED I !WIDOWED I 
DEPENDA NTS /CHILDR!:", Number. Ages. 

1.4 NATIONALITY ... IDENTITY NUMBER 

PERIOD OF RESIDENCE IN SOUTH AFRiCA .... IF NOT A SA CIT IZ EN, ARE YOU A PERMANENT RESIDENT ....... 

1.5 COND IT ION S O F HEALTH AND DETAILS OF OPERATIONS UNDERGONE , SERIOUS PHYSICAL OR MENTAL ILLNESSES , OR 

ANY PHYSICAL DEFECTS 

. .......... . .. ... ... ... .. . ... . .. .. .. .. . ... .. - .......... . ... ......... .. .. . ... ... . 

1.6 INDICATE DRI V ERS LICENCE YOU HOLD I mark, X) c;;] 
1.7 HAVE YOU EVER BEEN CONVICTED OF A CRIMINAL OFFENCE? .......... .. 

1.8 ARE YOU PRESENTLY INSOLV ENT,' ... ................. .. 

1.9 LANGUAGE PRO": ICiENCY 
STATE : GOOD , FA IR OR POOR 

ENGLISH AFRIKAANS 

Speak 

Reaa 

Wr i te 

ZULU 

HOME LANGUAGE .. 

XHOSA 

HEAVY I EXTRA HEAVY I 

IF SO GIVE DETAILS .. .......................... .. 

OTHER 

2. EDUCATION RECORD ISTtlTE DETAILS OF HIGf-lEST QUALIFICATIONS ONLY) 

2 .1 NAME OF HIGH SCHOOL! 
COL L EGE iUN IVERS! TY 

STD . PASSED! 
DIPL0\1AJOEGREE FROM TO COURSES OR SUBJECTS PASSED 

2 .2 TYPING SPEED . .. wpm SNELSKRIF SPEED ............ . .. wpm SHORTHAND SPEED ...... .. .... .. ... ,,"pm 

2.3 OTHER ACADEMIC, PROFESSIONAL COUFlSES ... 

IF YOU ARE PRESEI\JTLY STUDING. GIVE FULL DETAILS ............ ..... ....... .. .. . 
~~~~~~-~~~~~.~~~~~~~ .. ~ ... ~ .... ~ ..•. . . .•.•• • • .•.. .. .... . ... ••...•. •.. . . . 

3. TRADE QU ALIF ICAT ION 

3 .1 APPRE r--.. TICESHIPS SER V ED fT RADE CERTIFICATES GAINED : .. 



314 
-3-

4 . EMPLOYME~T RECORD 
~ 

NAME OF EMP~OYER 
POSITION HELD FROM 

{PRESE N T AND PREVIOUS} 
TO SALARY REASON FOF LEAV ING 

- -' --

I 

-. 
--

4 .1 HAVE YOU EVER BEEN DI SMISSED OR REQUESTED TO RESIG:N FROM ANY cm; ' ~NY? .. ..... ... ... .... . ........... - .... .. ... ... " 100 

5. PARTICULARS OF INCOME . PRESENT AND EXPECTED : 

What is your present or 
last baSIC sa lary I R .... ... .. . ... per year 5.5 Date '1e, -

increrE' 

5.1 

52 Allowances : (Trave l, car 
ente rtain ment, etc .) R. .. .. .......... . .. per vear 5 .6 Tota l income R ....... .. .. ... .. .. .... per year 

5.3 Bonus R. .. . .. ... per year 5.7 Ba::'( .. ' , ..... , 
Expec :, M .. .. - pe' \. - ~~ 

HOU Sing subsidy R. ... . .... .. ... .. per year . 5.4 
.. - ---- ----.- -.-.------- --~ 

6 . REFERENCES : 

'--1 
TELEPHONE NU'·.I Q ':Q I 

E .G. PERSONS WHO CAN RECOMMEND YOU, PREFERABLY PREVIOUS EMPLO '. ... J 

-----------~----------

NAME COMPANY AND POSITI ON 
------~--------

7 . GENERAL 

7.1 Use thiS space to describe how your quallhcatlons, abilities and exper iences equ Ip you .he p OSition appl ied for, or any other 3,oect 
wh ich may affect this app li cat ion. (A ttach separate sheet or curflculum vitae If necesSQ 

8 . STATE A.NY CONTRACTUAL LIABILITY TOWA"OS YOUR PRESENT (OR PRE VIOU S) EMPLOYER 

. ~ 
I 

.. ·•· ••••• . · •..••••••• · •• · .......... · ••••.•• · •. ·1 
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OFF ICE USE ONLY 

FOLLOW' NG SELEC-:-ION INTERV IEWS IT WAS RESOLVED THAT 

MR /MRS/ M ISS .......... .. . ... . .. . ...... • ............ . .. . .. . .. . . . . ............. . ........... . .. . . ... .. . . . ..... .. . ......... . .•. ... . .... .. ....• .. . . .. . ....... .... 
BE APPOINTED i PROMOTED TO .. ' ...... ...... .. ..... . ...... . . . ........ . ...• .... . .... . . . .... . . . .. . .. .... .... . ....... . . .... ...... ~ . ... . .. . .... .•.... . . .. ... 

WITl-; THE ... . ... . ..... .. ... . . .. ...... . . .. .... .. . .. . . .. TOWN COWI. !EEE . 

IN THE DEP .A.RTME~H OF . 

ON KE Y SCALE . . . . .... •............. . . . . .. . •. . ... . . .. ........ . ... . .... .. .. NOTCH ... ... . •. . . . . . .. . . . .... . . . ..... .. . .. ... .. .. . . ...... 

WITH EFFECT FR OM . .............. . . ... ....... .......... .. ... .... .. ..... ... ... .... ... .. ... . ..... ...... ..... .. ........... ... .......................... .. . 
SUbjECT 70 THE FOLLOWIN (:; COND iT IONS ..... . ... .• .......•.... . . . . . •••.......... ... .. . . ..... . ..... .... . . . . .....•................ . ..... . ... . ..... .. 
............ .... .... ... .. . -........ ........ ... ..... .............. ..... ......... .. ... ... ........ .... . ... ..... .. .. .. .. .. ... ......... ... ..... ..... .. ...... .. ......... . 
...... .. .. ...... ...... ........ .. ......... ..... ... .... .... ........ .... .. ... .. .. .... ... .. .... ......... ......... .. ....... ... ...... .... ...... .. ...... . -_ ............. . . 
... ..... ... .. ........ ....... .... ... . .... .. ... .. .... ... ...... .... ... .. .. .. .. .... ..... ............. , ... .................. ...... .. ... ..... ... , .... ..... ... ... .. ... , . . . , 
.. ,.. .... ..... ........ ... ...... . ... , .... . ..... , .. , .. . , ....... ... ..... ....... ... .... ........ .... ...... .. ..... .. , .. ..... ..... ............. , ..... ...... . 
.. .. .... .... .. ' .... .... ...... , , .. .. ,', ... ........................... ...... ............ ........ ........ .... ... ..... ..... ........... ... .... .... ....... , .... . . , 
................ .... .. , ... ... , ... ... . , ........ .. .. , .... , ....... , ... . ...... ... ... ....... , ........ ...... ............ ................... .... ... ........ .. , .. .. , ...... . 
.... .. ..... " . . . . ... . . . ......... ... . , .......................... ............ .. .... ... ..... ....... .... .............. ..... ... ... .... .... ....... ... ... .... ...... .. ... . 

MAYOR/ TOWN SECR::TARY REGIONAL REPRESENTJ~.TIVE 

HEAD OF DEPARTMENT 



316 

ANNEX URE L 

COMMUNITY SERVICE - DURBAN KEGIONAL OFFICE 

INTERVIEW APPRAISAL 

TOWN COMMITTEE: 
". 

OESIGNATION: 

APPRAISAL FACTORS 

ULWAZI EXPERIENCE 

Wulwazi oluqondene olocatshangelwa 
kuphela. 

Applicable experLence only to be 
evaluated. 

IM FUN DO OUALIF ICATIONS 

Imfundo eqondene isemqoka. 

The question of relev~nce lS important. 

IS IMIlO CHARACTER 

Izimpawu ezifana nOKubukeka, lSlmo, 
ukuziphatha, ukuzimisela, ulwazi lokuse­
benza ngokubambisana, lZLmpawu zobuholi, 

TO BE COMPLETED BY PANEL MEMBERS 

CANDIDATES 

APPRAISAL SCORE 

ukuohokophela phambili, okunye, kothathwar---__ -f ______ ~------~----_+------+_----~ 
lSLnqurno ngako. _ 

Characteristics like personality, dispo­
sition, mannerliness, goodwill, ability 
to co-operate, leadership traits, drive, 
etc. to be judged. 

ULWAZI LOKWENZA UMSEBENZI 

Ability to do the job 

Wayekade esebenza kanjani esikhathini 
esingaphambil i? 
Bonisa 1zenzo ngobuhl e bakhe. 

What was his past performance li.ke? 

Get spesi.fic examples of excellence. 
4 

Usazoqhubeka nalobo buhle? 
Will he remain the "best"? 

TOTALS 
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ANNEX URE M 
COMMUNITY SERVICE - DURBAN REGIONAL OFFICE 

METHOD OF INTERVIEW APPRAISAL SCORING 

1. EXPERIENCE 

Minimum number of years required ~ i.e. 5 years ~ 5 points. For every 
additional 2~ years, ~ a point is awarded, to a maximum of 7 points 

2. QUALIFICATIONS 

3. 

I 

Minimum standard of education or equivalent as specified - 5 points. 
For every additional post matric year - ~ point is awarded, to a 
maximum of 7 points 

I 
CHARACTER 

Average - 5 points 
Above average - S~ .. 
Good - 6 .. 
Very good • 6~ .. 
Excellent - 7 

4. ABILITY TO DO THE JOB 

Average = 5 points 
Above average - 5~ 
Good - 6 .. 
Very good = 6~ It 

Excellent - 7 

/cjs 
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ANNEXURE N 
COMMUNITY SERVICE - DURBAN REGIONAL OFFICE 

INTERVIEW APPRAISAL 

TO BE COMPLETED BY PANEL CHAIRMAN 

TOWN COMMITTEE: 

DESIGNATION: 

CANDIDATE: 

APPRAISAL FACTORS 

1. ULWAZI EXPERIENCE 

Wulwazi oluqondene olocatshangelwa 
kuphela. 

Applicable experience only to be 
evaluated. 

2. IMFUNDO QUALIFICATIONS 

Imfundo eqondene isemqoka. 

The question of relevance is important. 

3. ISIMILO CHARACTER 

Izimpawu ezifana nokubukeka, isimo, 
ukuziphatha, ukuzimisela, ulwazi lokuse­
benza ngokubambisana, izimpawu zobuholi, 
ukuphokophela phambili, okunye, kothathwa 
isinqumo ngako. 

Characteristics like personality, dispo­
sition, mannerliness, goodwill, ability 
to co-operate, leadership traits, drive, 
etc. to be judged. 

4 • ULWZ I LOKWENZA UMSEBENZI 

Ability to do the job 

Wayekade esebenza kanjani esikhathini 
esingaphambili? 
Bonisa izenzo ngobuhle bakhe. 

What was his past performance like? 
Get spesiric examples of ~xcellence. 

Usazoqhubeka nalobo buhle? 
Will he remain the "best"? 

levt(lS) 

AP?RAISAL SCORE 

TOTAL 

CONSENSUS 
SCORE 

I I 
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