NORTHWESTERN
UNIVERSITY
LIBRARIES

THE WORKERS' HANDBOOK NO. 4.

THE WORKERS'_NEGOTIATION
HANDBOOK .

Prepared, published and printed by:
THE INSTITUTE FOR INDUSTRIAL EDUCATION

4, Central Court, P.0. Box 18108,
125, Gale Street, Dalbridge,
Durban, 4001, 4000,

March, 1976.




ISBN 0O 86885 005 5,

Thie book is copyright. It may not be
reproduced without the prior consent of the
Institute for Industrial Education.

Chapter

1

CONTENTS.

INTRODUCTION.

NEGOTIATION & ORGANISATION

z)
izl
25|
iv)

Organisation First

The Department

The Growth of the Union
How a Union Grows.

PREPARING TO NEGOTIATE.

z)
£z}
111)
1v)

How to Negotiate
Negotiating Tactics
The Negotiations
Compromise,

NEGOTIATING FOR RECOGNITION.

74
1)
i71)
iv)

Union Recognition
Arguing about Unions
The Employers' Arguments

4 Contract between Union and Employer.

WAGE NEGOTIATIONS.

)
1)
a1
zv)
v)
vZ)
vi1)
viit)

Preparing to Negotiate

The Main Things in an Agreement
Preparing the Demands

Job Descriptions and Differintials
Preparing Your Case

The Workers' Needs

Subsistence Measures

The Jobs.

Page

0

—
N =

15

16
17
18
18

21

21
22
23
27

28

28
78
30
a1
32
33
34
40



Chapter

5. THE FIRM.

1)
17)
217)
iv)
“v)

6.  THE

7)
71)
11%)
iv)
v)
vi)

How much Profit is the Firm making?
Company Reports and Financeial News

How is the Factory doing?
Getting the Information

What if the Firm ig doing badly?

INDUSTRY.

The Agreements in the Industry
Other Trade Unions

Economics of the- Industry

The Industry and Foreign Trade
Labour in the Industry

Sources of Information.

T THE ECONOMY.

z)
17)
111)
iv)
v)
vt)
vit)

1)
1)
eit)

iv)

v)

Employment
The Business Cycle

The International Economy
Wages and Inflation
Wages, Growth and Demand
Wages and Employment

The Value of Arguments.

NEGOTIATIONS AND THE LAW.

The Laws

African Workers and the Industrial Council
The Unregistered Union and the Industriql

Counctl :
Trade Union Co-operation
The Wage Board.

Page.

42

42
43
44
45
46

48

48
49
50
52
52
54

56

56
57
58
589
60
62
63

B5

65
68

73
74
75

Chapter

9. NEGOTIATIONS AND POWER.

Z)
1)
1iz)
iv)
v)

The Workers! Power
Striking and the Law
Organising a Legal Strike
Democracy and Strikes
Deciding to Strike.

Page

78

78

79
82
87
86



INTRODUCTION.

VREAT IS NEGOTIATION?

Who decides what happens in a factory?

Who decides what work will be done, when it will be done
and how it will be done? Who decides what wages will

be paid? Who decides what hours will be worked? ' Who
decides what safety measures will be taken? Who

decides what the working conditions will be?

There is always conflict -between -owners and workers
about these guestions. COwners want the workers to work
more. - Workers want -better conditions and more pay for
the work that they ‘do. SO WHO DECIDES?

Factory owners, and the managers whom they appoint,
often claim that they have the right to decide all
these things by themselves. They say that if the
workers do not like the wages and the conditions, then
they can always go and ‘work somewhere else.

More "enlightened” employers say that they are willing
to listen to workers' complaints. They realise that it
is in their own interests to listen to what their
workers have to say. But they are still not prepared
to do much to solve the workers' real problems.

What they do instead is to improve "communication”
between workers and management. In this way they hope
to gain the trust of the workers. They don't want
workers to make demands. They want workers to believe
that employers can sort out their problems for them.
Their reasoning is that the interests of the employers
and the workers are the same.

This is why the majority of "enlightened” employers
are eager to have lialson or works committees in their
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factories. The workers' "representatives” on the
liaison or works committees are very good channels for
providing management with information about what the
the workers are thinking and feeling. With this
information management is able to control the workers
better. They will know when to act in order to prevent
workers from making demands and trying to solve the
problems themselves.

If the liaison and works committees are to serve their
function of continuing to provide management with
information, then it is important that these committees
are not seen by the majority of the workers to be'utterly
useless. They must be able to solve some of the problems
of the workers or else the members of the committees will
be totally distrusted by the workers.

So management will solve some of the smaller problems.
But neither the members of the works nor of the liaison
committees have any way of insisting or demanding that
certain things and not others are done in the factory.
They do not take part in the decision-making process in
any meaningful way. They do not have any real power,
Instead they are dependent on management's goodwill in
order to have their problems solved. Management have
all the power, and it is they who finally decide amongst
themselves what is to be done and what problems are to
be solved. '

Today workers are no longer satisfied with this,
Workers know that without them the factory is nothing.
They know that everything that happens in the factory
affects them and affects their lives. It does not
really help them if the employers listen politely to
their complaints, but then make their own decisions.

Workers want to take part in deciding what happens to
thEm at work. THEY WANT TO PARTICIPATE IN DECISION
MAKING.

3

The only way in which workers can take part in decision-
making is through real NEGOTIATION.

"Communication” is a talking relationship, in which
decisions are still left to the employers.

Negotiation is a POWER relationship, in which both sides
have some power, and which leads to an agreement which
takes the power and the interests of both sides into
account. Employers try their best to turn negotiation
into a purely talking relationship. They want to be
able to say at the end: "Well, we have listened to all
your grievances. You cannot complain that we never

even listen to you. Now go away and we will decide what
is best for you". Workers have to stop employers from .
using negotiation as a smokescreen in this way.

Negotiation can be used as a smokescreen only when
workers are being merely represented and not being
organised by their committee. In this case both the
workers and their committee are powerless to get manage-
ment to change its decision once it has refused the
appeals of the committee. The committee has no
negotiating power because the workers do not stand
together to make the committee their voice and to put
the power that they can have as organised workers

behind their committee. Organised and united workers
have the power to stand against bad management decisions.

The aim of the workers is to have every decision in the
factory made by negotiation. But the owners and their
managers always fight to make all the decisions them-
selves. In most countries today it is accepted that
wages and hours of work should be settled by negotiation,
although in South Africa many employers still refuse

to recognise this right.

In some other countries much more than just wages and
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hours are beginning to be decided by negotiation.
This includes:

increased job security
improved health and safety
more interesting work
company investment policy.

In South Africa,workers, and especially African workers
workers, are still struggling for the basic right to
negotiate wages, hours and conditions. In this book

we will deal mainly with negotiations for trade union
recognition and with negotiations for better wages and
conditions. Even if you are not involved in formal
negotiations with management, the information given
here is useful to you in the informal negotiating that
goes on all the time in the departments.

Successful negotiation depends on two things:

1. It depends on knowing all the facts
and using the facts to present strong
arguments.

2. It depends on POWER. Employers will
only accept a good agreement once
they understand that they are dealing
with strong, united and well-organised
workers.,

To negotiate successfully you must have a good case
and you must put your case well. You must be able
to show the employers that their arguments are wrong
and that your arguments are right.

But however good your arguments are, you will not get
a good agreement unless you are strong. The employers
must see that the workers are well organised, and that

you really are speaking for all the workers.
ORGANISTION MUST ALWAYS COME BEFORE NEGOTIATION.

But it is no use building up an organised work-force

.and then going of to talk with the employers by your-

self. The factory committee or the union should never
negotiate by themselves.

They must meet with all the workers to draw up their
demands.

They must consult with the workers during the
negotiations.

When they have reached an agreement by negotiating with
the employers, they must first take that agreement

back to the workers to get t e approval of =211 the
workers.

The employers must understand that they have to reach
an agreement which will satisfy all the workers, and
not just the negotiating committee.

The IIE has published a book called "THE WORKERS
ORGANISATION" which talks about how to build up a
strong workers' organisation. In "THE WORKERS
NEGOTIATION HANDBOOK" we shall deal mainly with the
guestion of arguments. We shall explain what you need
to know in order to present a good case: how to get
the facts; and how to use those facts in the best way.
But throughout you must always remember that these
facts and arguments will be of little help unless the
workers are organised, and unless the workers are
with you.

In chapter 1 we talk about the gquestion of negotiation

and organisation. What you negotiate about, and with
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whom you negotiate will depend on the level of
organisation which workers' organisation has reached,
Chapter 1 also gives a description of the way in which
an organisation develops, and of the problems of
negotiation at each stage.

All negotiations involve careful preparation.

You must know what you are negotiating about, who is
going to do the actual negotiation, and how you are
going to conduct the meetings with the employers.
Chapter 2 explains how to prepare for negotiations.

The first demand that workers make is for recognition
of their union. Chapter 3 talks about the arguments
which employers use against trade unions, and explains
what is wrong with those arguments.

Once recognition has been achieved, the main problem
is the negotiation of wage agreements. In order to
prepare your case well, you have to:

KNOW THE WORK AND THE WORKERS
KNOW THE FIRM

KNOW THE INDUSTRY

KNOW THE ECONCMY.

The IIE has published two books dealing with these
guestions more fully:

"THE WORKER 1IN THE FACTORY"
"THE WORKER 1IN SOCIETY".

In chapters 4, 5, 6, and 7 we tell you the main things
that you need to know, and we explain how to use the
other two books to help you in negotiations.

You may want to negotiate an agreement covering one
factory, or you may be involved in negotiations

dealing with all the factories in an industry. In
South Africa there are a number of different laws
which deal with the setting of wages and conditions
for a whole industry. In chapter 8 we explair the
different laws and the different kinds of negotiations
connected with the different laws.

Arguments mean very little unless they are supgurted by
power. One of the main tools of worker power is the
STRIKE. 1In South Africa there are very strict laws
about strikes. In the last chapter we explain what
these laws are, and we explain how a legal strike can
be organised if it becomes necessary to do so.




CHAPTER 1.

NEGOTIATION AND ORGANISATICN.

(i) ORGANISATION FIRST!

Arguments are important. It is important to be able
to explain fully what the workers need. It is
important to be able to shaw the employers that you
know that they can pay more.

But in the end arguments are not the most important
thing. After all, the employers know what profits
they are earning. They know that they could pay
higher wages before you tell them.

THE MOST IMPORTANT THING IS ORGANISATION.

The employers will really only listen to you if they
believe that the workers are well-organised and strong.

The negotiation team cannot work by themselves. They
have to prepare the demands together with all the
workers. They have to keep the workers informed
throughout the negotiations. They have to make sure
that the employers realise that they are dealing with

all workers, not just one or two "agitators ".

For this to happen, it is important that the union be .
well organised, both in the industry and in the
factory. It is no use starting a union today, and
negotiating with the employers tomorrow.

This means that before you begin to negotiate you

must always ask "Are we well enough organised to
negotiate for this?”

What stage has your union reached? What cen it hope
to negotiate for at this stage of its development?

In this chapter we shall look at the relation between .

organisation and negotiation.

(Z2) THE DEFARTMENT,

The DEPARTMENT is the place where most worker problems,
have to be faced.

Workers have to start a Union by organising themselves
in the Department. And the struggle for recognition

of the Unicon begins in the Department. It is the
struggle to make management and their foremen and
supervisors recognise the unity of the workers and deal
with representatives that the workers have chosen for
themselves.

This need not necessarily happen in a formal way, with
employers saying "We agree to recognise your Union, a
and we promise not to do anything without negotiating
with your representatives first". The important
thing is rot so much the formal recognitior eof the
Union. The important thing is to bring about a
sltuation in which the employers realise in practice
that they must negotiate with the workers as a united
body 1f they want anything done. This may be brought
about without a formal recognition of the Union, and
perhaps without the employers knowing that they are
dealing with a "union". And, without this strength
in the department, formal recognition of the trade
union does not help much anyway.

The shop steward in the department has two duties
towards the workers. The first is to help individual
workers with their individual complaints.

But the second and more important duty is to unite the
workers in such a way that they can deal with COLLECTIVE
GRIEVANCES that affett them all. He or she must there-
fore help the workers to see what things affect them all.
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For example, a weaver who is told ta make a new

kind of blanket at a bad piece-rate must be able to
see that a new piece-rate in fact affects all the
workers, and is therefore a subject for a collective
decision.

The shop steward must keep in close contact with the
workers, through meetings and discussions. It is a
£00d idea to have subcommittee of leading workers from
the different parts of the department,who meet reguarly,
and whose job is to keep in touch with the workers in
that section, and to mobilise them for meetings or
for action when that is necessary.

It is always best to have as many workers as possible
engaged in any action. It is better for all the
workers, rather than just the shop steward, to talk to
the foreman about an important issue.

In dealing with management, whether in the department
or at any other level, it is important to understand
who has power and who doesn't have power. In the
department, the foreman has considerable power, and is
able to settle many disputes. It is therefore
important to try to have a good negotiating position
in relation to the foreman.

The Personnel Manager, on the other hand, has no direct
pcwer in the department, and usually not much power in
the factory as a whole. The Personnel Manager cannot
act against the decisions of a department manager, he
can only try to persuade the department manager to
change his mind.

Whatever action is taken in connection with a
particular grievance , all the workers must understand
and approve of it. And all the workers must understand
the consequences. They must try to think how the
employers will respond, and what they will do to meet
that response. What will they do if the employers

ignore them? What will they do if the employers

take repressive action, by transferring or firing the
shop steward? Questions such as these must be asked
before any action is taken. It is no use begirning
samething unless you know where you are going and

how to deal with the problems on the way.

The issues on which you negotiate, and the way in
which you try to deal with those issues, will depend
on the level of organisation that you have reached.

(711) THE GROWTH COF THE UNIQOWN,

If you belong to an old established unicn, with & shop
steward system and recognitieon from management then
you will not havaz so many problems.

You will have:

An experienced negotiation team who will negotiate

wage agreements for the whole industry.

A shop steward system in all factories, which will

make 1t much easier for the negotiators to keep in
touch with the workers.

Goocd contact with management, and customary negotiation
procedures.

But most of the workers do not belong to such unions.
Those that are unionised belong to young unions which
are still not fully organised. In most factories the
union is not recognised by management. There may be

a union shop steward system, but most of the shop
stewards are still being trained. And often management
does not even recognise the shop steward.

So the main problem for these unions is not good
arguments for higher wages.
It is building up workers' crganisation before
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negotiations begin.

The kind of negotiations that you engage in will
depend on how far you have got with the basic job of
organising the union.

(<v) HOW A UNION GROWS.

Workers in one or two factories will start
organising a union. Their first aim will be

to get at least half the workers in the factory
to join the union.

Once they have got 50% membershkip they will have
an election for shop stewards. The new shop
stewards will be given a first training course,
where they will learn about their factory, and
about the most important facts about what a
union is for and how it works.

There will usually be no attempt at negotiation
with management until the union has 50% member-
ship and a basic shop steward system.

The first formal negotiations will deal with the
guestion of uniaon recognition. The first step
will be to get management to agree to recognise
the shop stewards, and to let the full time union
organisers enter the factory to talk to the
workers.

The second step is to get management to agree
to negotiate a full agreement covering wages
and conditions. Of course the workers will
make it clear from the beginning that this is
what they want. They should not let the
employers waste too much time talking about
recognition. They should be ready to move
straight from the guestion of recognition to
the question of an agreement.

10

NEGOTIATING THE FIRST AGREEMENT.

While these first discussions with management are
going on, the shop stewards should receive further
training. This training will go together with
discussions with all the workers to prepare the first
demands for the negotiations for an agreement.

Negotiations for an agreement will be the first big
test of the organisation in the factory. First, you
will have to keep all the members informed. The
employers will soon find out if the workers de not
know what is happening and are no longer interested

in the negotiations. Secondly the workers will have
to be prepared to take action if employers do not
negotiate properly. For example, they may have to ban
overtime, or to stop working the incentive bonus
system.

/

The agreement should include a clause saying that shop
stewards should have time off from work to attend
further shop steward tralning programmes. There
should be a special programme lasting two or three
days during which the shop stewards will study every-
thing in the agreement. This will prepare them to
administer the agreement in the factory. The workers
cannot sit back once an agreement has been signed.

It 1s only the strength of the workers' organisation
in the factory which will make' sure that the employsrs
actually keep to the agreement.

The shop stewards must understand everything in the
agreement, so that they can make sure that the
employers do keep to it.

TOWARDS AN INDUSTRIAL AGREEMENT.

As soon as the workers in the first few factories are
stropgly organised, and have trained shop stewards,
the union will begin to extend to other factories.
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But it will not try to organise too many factories at
once. It is no use recruilting a few members from each
of many different factories. It i1s not only membership
that counts. What counts is how well organised the
members are. So the union organisers will try to make
sure that the union is well organised in each factory
before they move on to the next.

As the union expands, it will have more and more
officials and members who are trained in how to
organise, and who know about the laws. So it will be
geasier for the union to expand even further. But still
the union will be busy with negotiating factory agree-
ments with individual employers.

Even before the union has organised the whole industry
it will give evidence to wage boards, make contact
with other unions in the industry, and make contact
with the industrial council. It will be able to speak
for the workers who belong to it. But it will not be
strong enough to force the employers to give better
wages for the whole.industry when they do not want to.

Only when the workers in all or nearly all the
factories in the industry are organised into the

union will the union be strong enough to negotiate a
proper agreement for all the factories in the industry.

CHAPTER 2.

PREPARING TO NEGOTIATE.

Whether you are negotiating at an Industrial Council
or 1n a factory, and whether you are negotiating for
increased wages or for a new toilet, the first rule is
BE PREPARED. You must know beforehand what you want,
and how you intend to go about gettinmg it. In this
chapter we shall talk about what you must do before
negotiating, and about what you must expect in the
negotiating situation.

In writing this Handbook we are assuming that the
employers and their managers are at least willing to
listen to workers and to hear what they have to say.
But not all employers are willing to listen to the
workers. It would seem as if for these employers,
workers are not supposed to have ideas, guestions or
arguments about their work and working conditions. ,
They are simply supposed to do as they are told. So
if your employer and his managers feel this way about
workers, it is very likely that you will not be able
to make much use of the Negotiation Handbook, for a
while at least.

However, even in South Africa, a large number of
employers are at least willing to hear what the
workers have to say. They are at last beginning to
understand that the guarantee of their firms' '
stability is communication and negotiation with their
work-force.

In either case, whether, the employer is willing to
listen to the workers or not, the anly ' effective way
to make sure that the points being made by the workers
are listened to by the employers, 1s to make sure

that the workers are very well organised.




" important.

16
(7) HOW 'TO NEGOTIATE.

First you have to decide what demands you are going

to make.

You must also decide which of the demands are the most
When you negotiate an agreement you do not
usually get everything you want. So you must decide
which things you will be prepared to give up in the
course of the negotiation. Sometimes people ask for
more than they really want, so that they have some-
thing to give up during negotiations. Remember that
management will probably do this. They will probably
begin by offering less than they are actually prepared
to give.

So you begin by deciding what demands you are going
to meke, and how important to you the different
demands are.

Then you have to work out the strongest arguments in
favour of those demands. To do this you will need a
lot of infermétion. So you must decide what
information you need, and then you must find that
information.

You will certainly need to know everything about
conditions in your factory. So you must make sure |
that the workers on your negotiating team know all
about the factory, and not only about what happsns in
their workshops.

You will also need to know about conditions in other
factories in your industry.

If you ars arguing about a wage increase, you will
have to know about things like increases in the cost
of living. : !
And you will also have to know about the laws which
affect what you are demanding. If you are demanding
trade union recognition, then you must know the laws
about trade unions. If you are demanding increased
wages , then you must know about the agreements which
affect your industry.

17
(i1) NEGOTIATING TACTICS.

Once you have prepared your demands, and worked out
your arguments, you must then get ready for the
actual meeting with management.

A workers' representative should never meet alone with
management. So there will always be maore than one
workers' representative at the negotiations. It is
best not to have too many people, because then there
will be too much talking. But it is alsc better to
have more than two. especially if you have many
different demands., Then you can have a different
person to loock after the arguments for each demand.

So your negotiating team must meet before the
negotiations. They must decide:

How to put forward the demands,
Which demand must be put forward first,
Who will put each demand,

Then it is very impartant to think about how manage-
ment will reply to your demands. What arguments will
they give against them 7

How can you best answer their arguments ?

You must also decide which of you is going to answer
which argument. It is no good if you keep interrupt-
ing or contradicting one another.

Finally, you must decide what you will do if management
refuses to accept your demands. Will you agree to
accept less ? Will you ask to have the meeting

stopped so that you can meet privately ?

Will you say that you will have to report back to all
the workers before you can continue the negotiations?
You must make sure that all members of the team under-

stand what you have agreed to, and that eaech knows what

he or she has to do.
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(tit) THE NEGQTIATIONS.

The actual negotiations will usually last for several
meetings. At the first meeting each side states its
position. First you look for any points which you
both agree upon. Then you deal with the points of
disagreement. The most difficult things get left for
later meetings.

There are two important rules for negotiating. The
first is KEEP UNITY. The workers' negotiating
committee must not argue among themselves during the
negotiations. This is why it is so important to
decide beforehand who will speak about which demand.
The negotiating committee should elect a chairman
before the negotiations. It should be the chairman's
job to lead the negotiations, to make sure that each
member of the committee speaks in the right place,

and also to call for a break in the meeting if
necessary. If any member of the negotiating team dis-
agrees with what the others are saying, he or she
should not say so. Instead, he or she should write a
note to the chairman, asking the chairman to call for
the meeting to be adjourned. Then the negotiating
committee must meet privately to reach agreement again.

The second rule is LISTEN CAREFULLY. It is very
important to listen to the employers' arguments. They
may be wrong, but it is important to listen to them

so that you can show how they are wrong. It is
important to remember that employers and their managers
are human beings too. They like to be listened to.

And they will listen to you better if you can show

that you have listened to their arguments. But
although you must listen to them, you must never
believe them unless they can really prove what they

are saying.

19
(tv) COMPROMISE.

Negotiation nearly always ends in a compromise. A
compromiese is an agreement which gives something to
each perty. We have sald that the workers' negotiating
committee must decide beforehand which of their

demands are most important.

One of the reasons for listening carefully to the
employers is to try to find out which of the demands
are most important to them, and on which demands

they are most likely to accept the workers' position.
After several negotiation meetings you will be in a
better position to decide what kind of compromise
management 1s likely to accept. You may decide to
drop some of your demands eltogether in return for the
satisfaction of ether demands. You can do this
especlally if you see that there are certain demands
which management objects to very stronmgly. You might
decide to drop these demands in return for the /
satisfaction of other demands.

You have to decide what compromise management is likely
to accept. You also have to decide when to offer a
compromise. If you offer a compromise too early,
management might decide that this means that you are
weak.

One other reason for listening very carefully to what
management have to say during negotiations is that you
may find that different people are saying different
things. If you can show this, then it will make the
case of management much weaker,

(v) ACTING IT OQUT.

The best way to prepare for negotiations is to act out
the negotiations first. Some of the workers should act
the part of the employers, and negotiate with the
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negotiating team while the others watch. In this way
you can practice your own arguments and think care-
fully about the kind of things which the employers
will say. Acting it out like this alsoc helps to get
other workers involved in the negotiations, and shows
them the problems of negotiating.

CHAPTER 3.

NEGOTIATING FOR RECOGNITION.

(#) UNION RECOGNITICH,

The first problem for workers is to get union
recognition from management. (See "The Workers'
Organisation”, Chapter 4). So for tne rest of this
chapter we shall talk about the problem of getting
union recognition in the factory..

Remember, before negotiating about anything you must
work out:

What the demands are
What the best arguments for these demands are
What arguments management will use against you.

So you must begin by deciding exactly how you want
management te recognise the union.

There are four basic principles of union recognition.

l. Management should agree to negotiate with the
Union for a wage agreements.

2. Union representatives (the organiser and the
secretary) should have access to the workers in the
factory. They should be able to hold meetings with
the workers during lunchbreaks.

3. Management should recognise the Shop Stewards,
and give them the hecessary facilities to carry out
their work. :

4, There should be an agreed disputes' procedure
for handling all workers' grievances. This should
include & dismissal procedure. There should also be
special protection against dismissal for any Union

21
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member, so as to prevent victimisation for union
activities.

In addition to these four basic principles, you may
decide that you want the employers to co-operate in
the collection of union subscriptions through a stop-

order system.”

(t2) ARGUING ABOUT UNIONS.

The workers know why they want a Union. But employers
are often very frightened of workers having a union.
The Union is a workers' organisation. It is not there
to look after the interests of the employers. But it
is still important to try to make the employers less

frightened of the union.

From the employers point of view, what arguments are

there in favour of having a Union?

After all, the Union is going to make the employer pay

higher wages and treat the workers better. How is that

going to help the employer?

The answer is that although the Union might make trouble

for the employer, he will have even more trouble
without a union.

Workers who are dissatisfied never work properly.
do as little work as possible. They don't care if the
machines get spoilt or if the things that they are

making are faulty.

Dissatisfied workers without a union can do nothing
except work badly. But if they have a union they can

They

use the strength of the union to improve their conditions.
And this can help the employer. They no longer have to

show their dissatisfaction by not working properly.

Instead they negotiate.

SO, FOR THE EMPLOYER, THE STRONGEST ARGUMENT FOR A
UNION IS THAT WITHOUT A UNION HE WILL HAVE INEFFICIENT

AND UNCOD-DPERATIVE WORKERS.

[}S)
an

The purpose of the union is to resolve conflict
between employers and workers. Without a union this
conflict will take many forms. It will not be
resolved, and both employers and workers will suffer.
You must explain to the employers that WITHOUT UNIONS
THERE CAN BE NO INCREASED PRODUCTIVITY.

(i22) THE EMPLOYERS ARGUMENTS.

But the employers will still have many arguments
against trade unions. They will try to persuade the
workers that it is not in the workers' interests to
have trade unions. They will say that they, the
employers, are only interested in the workers, good,
and that the union will not help them.

They will say:

¥ That it is illegal for African workers to have
a trade union.

* That it is illegal for employers to recognise
African trade unions.

¥ That the Unions only want the workers' money.

¥ That the Union is run by outside people who
will always be telling the workers what to do.

That if the Union comes, then there will be
strikes, which are bad for everybody.

* That the company is like a family, and disputes
within a family cannot be settled by outsiders.
The employers want to look after the best
interests of the workers, and they are always
ready to listen to the workers' complaints.

Of course these argumente are silly. But remember,
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you must always listen to and answer the arguments
which employers put forward.

A. "TRADE UNIONS FOR AFRICAN ARE ILLEGAL".

This is absolutely untrue. It is sad that there are
so many employers who are so ignorant of the law that
they produce this argument.

In fact AFRICANS MAY LEGALLY FORM TRADE UNIONS.
These unions cannot be registered in terms of the
Industrial Conciliation Act, but this does not mean
that they are illegal.

THERE IS NO' LAW WHICH SAYS THAT EMPLOYERS MAY
NOT NEGOTIATE WITH AFRICAN TRADE UNIONS.

The law has set up a certain negotiation procedure,
the Works Committee system. But the law does not say
that no other system must be used. If workers are not
satisfied with the works committee system, there is no
law which says that they may not use another system.
Government Ministers have said that they do not like
African trade unions. But that is not the same as a
law.

The difference between registered and unregistered
unions is this. In terms of the Industrial Conciliation
Act a registered union which has 50% membership at a
factory can force the employer by law to recognise it.
But an unregistered union has no legal power to force
the employer to recognise it. This means that it is

the employer, and the employer alone, who must decide
whether or not to recognise the union.

An employer who says that it is against the law to
recognise the union is either ignorant or a liar.
ASK. THE EMPLOYER TO SHOW YOU THE LAW.

e e I e — = e e T eSS e e = = =
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B. "THE UNION ONLY WANTS THE WORKERS' MONEY" .

You know from chapter 12 of "The Workers' Organisation”
why the union needs money. It cannot be of service to
the workers if it does not have organisers and an office.
So you must explain to the employer:

(a) Exactly what the union subscriptions are used
for.

(b) How the money is kept, and what control the
members of the union have over the spending
of the money.(In chapter 12 of the Workers'
Organisation, we explain all thisl. Each
union will have its own particular way of
looking after finances, so find out exactly
how your union does it. Find out especially
how the members can check up to make sure
that the money is being spent properly.

/

C. "THE UNION IS RUN BY OUTSIDERS".

In fact, the union is a democratic organisation which
is run by all its members. As members of the union
the workers in your factory will have an equal say
with all the workers in the other factories about
matters which affect the whole industry.

About matters which affect your factory only, the
union will hever act without the agreement of all the
union members in your factory. Remember, THE UNION
IS THE WORKERS. ‘

The fulltime union officials are people who are
employed by the workers to carry out their instruct-
ijons. To explain this to the employer, you must
explain how your union is organised. (See The Workers'’
Organisation, chapters 5 and g].

Again, each union has a special Constitution which
sets .out the rights of the members. Study your

 constitution carefully, and give the employer a copy
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ao that he can see how the union works.

D. "THE UNION BRINGS STRIKESY

In fact, unions always try to stop strikes. The
union wants to negotiate an agreement before it is
necessary for the workers to go on strike. The only
thing that causes strikes is employers who will not
listen. )

E. "THE COMPANY IS A FAMILY".

The difference between a company and a family is this,
The aim of a family is to bring up healthy and happy
children.

The aim of a company is to make money for the owners.
To say that a company 1s a famlly is to say that the
workers are chilldren. The workers are not children,
and the employers certainly do not treat the workers
like they treat their chilldren.

Within a company there is a conflict of interest
between employers and workers. This conflict can only
be resolved through negotiation. It is no use the
employers just listening to the workers' complaints.
Their complaints must also be solved, and this can

only be done if there is an accepted disputes procedure
which does not depend just on the good will of the
employer.,

The workers in the factory sometimes need help from a
union organiser or negotiator from outside because
the union negotiator may have specilal knowledge that
the workers do not have. And also because the union
organiser or negotlator can speak to the employers
without any fear of beilng victimised. The employer
has no power over the union official, so the official
has no reason to fear him.

I+ must be the workers, not the employer, who decide
whether the workers need any outside help.

(iv) A CONTRACT BETWEEN UNION AND EMPLOYER.

When you have convinced the employers that they should
recognise the trade union, it is very important to get
a written agreement.

THIS AGREEMENT CAN TAKE THE FORM OF A LEGAL
CONTRACT .

If the employers sign a legal cantract recognising the
union; guaranteeing grievance procedures; and setting
minimum wages agreed with the unions, then if they
break the agreement the workers can take them to Court.

(4

Such a contract is a CIVIL CONTRACT. This means that
it has nothing to do with the police or the Department
of Labour. If the employers break the contract the
police or the Department of Labour will not take them
to court and prosecute them.

But the workers themselves can get a lawyer to bring a
civil case, and then the judge will have to read the
contract and enforce it.

Of course, if the workers break the contract then the
employers can also take them to court. It is not a
good idea to sign a contract for a long period about
wages. If you sign a 5 year contract of wages, you
may find that inflation reduces your real wages very
much, but you cannot demand more wages without break-
ing your contract.

BEFORE YOU SIGN ANY CONTRACT YOU SHOULD DISCUSS
IT CAREFULLY WITH YOUR UNION'S LAWYER.




CHAPTER 4.

WAGE NEGOTIATIONS.

The most important single job of the workers'
organisation is to negotiate an agreement about wages
and conditions of work.

As we said in chapter 1, the best guarantee of a good
agreement is that the workers should be well organised
and strong.

But it is also important to prepare your case well and
to answer all the arguments which the employers will
put forward to justify paying low wages.

To negotiate a good agreement you must have a full
understanding of your factory. The whole of "The
Worker in the Factory” is a preparation for
negotiating an agreement. If you have read that book
well, then you should already understand the main
things about a wage agreement. You should also under-
stand what you need to know about your factory in
order to argug for higher wages.

In this chapter and the following 3 chapters we shall
show you how to use what you have already learnt. If
you are not sure that you understood or that you
remember everything in "The Worker in the Factory”,
now is the time to read it again to remind yourself
about it.

() PREPARING TO NEGOTIATE.

Remember, before negotiating you must think:

What are your demands?

What are the best arguments for your demands?

What arguments will management make against your

demands?

Your first demand will be for an increase in your
basic wage. But a good agreement will cover more

than just your basic wage. If you only get an in-
crease in your basic wage, you may find that the
employers will make you work longer hours, or decrease
your bonus rate, or increase the speed of work. Then
at the end you will not be improving your position.

(i2) THE MAIN THINGS IN AN AGREEMENT.

The main things which an agreement should cover are:

A. The Basic Rate for each kind of job.
The description and the grading for each
kind of job
The differentials between each grade
The basic working time
Piece Rates.

B. The Cvertime Rates
Night Shift Rates
Attendance Bonus and Production Bonus
Cost of Living Allowances.

C. Contributions to:
Benefit Funds
Trade Union
Pension Fund
Medical Aid Schemes.

D. Annual Holiday and Paid Public Holidays.

E. JOB PROTECTION. This should deal with
* Dismissal Procedure
* promotion
*Training -
* Notice Pay and terms of Notice.




F. COMPLAINTS PROCEDURE. This should deal with how
complaints can be handled within the firm, and how
complaints are to be taken to arbitration when
agreement cannot be reached within the firm.

(ii2) PREPARING THE DEMANDS.

The demands to be put forward in the negotiations must

be prepared in consultation with all the workers. You

must begin by finding out the main grievances of the

workers. '

What are these grievances?
How can they be resolved?

Discussing the demands with the workers is one of the
most important ways of building up your organisational
strength. It also help to.educate the workers. They
have to think about what their grievances are, and
about which of these grievances are the most important.
They have to compare their own grievances with the
grievances of the other workers. In this way all the
workers learn to stand together.

It is also important that the employers should know
that the demands are coming from all the workers,
and not just from a few "troublemakers”.

Once all the demands have been drawn up, the workers
should elect a negotiating committee. It is important
that there should be a worker from each main depart-
ment and from each main kind of job on this committee.
Then all the workers can be sure that there is one
person who knows their special problems on the
committee.

REMEMBER, THE NEGOTIATING COMMITTEE MUST REPORT
BACK TO THE WORKERS AS OFTEN AS POSSIBLE DURING
THE NEGOTIATIONS.

(tv) JOB DESCRIPTIONS AND DIFFERENTIALS.

One of the most difficult things to do is to decide
what wage demands you are going to make for each job.

You may start by making a demand for an increase in

all wages.

You can either ask for, say, a 20% increase for every-
body.

Or you might ask for, say, R5 per week extra for eyery—
body. (Remember, if you ask for a 20% increase, this
means that the people who are already earning the most
get the biggest increases, 20% of R10 is R2.

20% of R20 is R4).

But it is also important to look at the difference
between the wages being paid for each job. There are
two reasons for this. The first reason is that some
employers try to get round wage increases by re-grading
certain jobs. It does not help you if the wage for
every grade is increased, but at the same time your

job is put into a lower grade.

The second reason is that the existing grading system
may be unfair. Some jobs deserve to be in a higher
grade than they are getting. In a modern fac?ory
machines and production methods are always being
changed. So it is very important for the workers to
watch the job grades very carefully, to make sure
that each new job is fairly graded.

Of course, the workers must also decide whether they
think that the differentials between the job grades

are too big or too small. They might decide to ask for
for a higher increase for the lowest paid workers who

need the money most.

They should also see whether women workers get egual
pay for equal work.




(v) PREPARING YOUR CASE.

Once you have drawn up your demands, you must then
work out how best to present the demands to the
employers. In order to do this well you will have
to know about:

1. THE NEEDS OF THE WORKERS. It is not enough
just to know that they need more money. You must be
able to say what they need the money for, what things
they want to buy and cannot buy unless they have more
money. The negotiating team will be able to say some
of this from their own experience, but it will help
if they also have facts about the Cost of Living and
Subsistence Measures.

2., THE JOBS THE WORKERS DO. You should know about
the productivity of the workers, whether there has been
any improvement in productivity, and what further
improvements could be made. (See p. 4(Q )i

3. THE FIRM. You must find out everything you can
about the profitability of the firm, and about how

it is run and what happens to the money. You must
also compare your factory with other factories in the
same industry. (See Chapter 6).

4. THE INDUSTRY. You need to know about employment
and profitability in your industry. You need to know
whether the industry is expanding, or whether it is
dying because nobody wants its products any more.
(See chapter 7).

5. THE ECONOMY. You need to know about the present .
growth of the economy, and about employment and
inflation. (See chapter 8).

(vi) THE WORKERS' NEEDS.

When the Directors decide what dividends to pay them-
selves they do not first work out how much money they
need to be able to keep healthy. Workers also do not
want only the minimum amount of money to stay alive.
They want to be able to live full and comfortable lives.
In one way it is none of the employers’ business what
the workers want to spend their maney an.

But when the workers cannot even live decently on their
wages, then it is important for them to tell the
employers this. If the workers cannot afford hospital
bills and school bills for their children, and if they
have to choose between paying bus fares and buying food,
then they should use this as an argument for higher
wages.

’

It is a good idea for the workers in the factory to
work out their budgets, showing what they have to buy
with their wages, and also showing what important
things they cannot buy with their wages. This should
be done very carefully, without leaving anything out,
because the employers will probably try to show that
it is wrong.

You should also find out the figures for the

subsistence measures for your area. The subsistence
measures are worked out by economists. They include the
amount of money which a family with an average number
of children need:

1. To buy the minimum amount of the proper food
which they need to stay healthy.

2. To buy enough clothes to keep them warm in the
winter and cool in summer.

3. To buy fuel for cooking and soap for cleaning.
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4, To pay rent for a proper home.

5. To pay the fares they need to travel to work
or to schoal.

(vit) SUBSISTENCE MEASURES.

Economists working in this field do not all agres

about the level at which a famlily can be said to be |
living in poverty. So there are conflicting

arguments about the amount of money a family needs in |
order to pay for 1ts basic needs.

OLD MEASURES.

Until recently, economists in South Africa talked in
terms of the Poverty Datum Lime (PDL] and the
Effective Minimum Level (EML], as measures of poverty.
The PDL was defined as the smallest amount of monay
which an average family needed in order to stay alive
and healthy in the shart term, if the family spent

its money wisely.

The PDL did not make any allaowance for:

* Wedding and funeral ceremonies

* Furniture for the home, pots for the
"~ kitchen

* Hospital bills and medicine

* Sghool-fees, school uniforms and school .
" baoks

* Amusements like going to the cinema;
" smoking a cigarette or drinking a beer; ‘
sweets for the children or presents for
birthdays.

Since nearly everybody spends some money on items not
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included in the PDL calculation, this means that even
people who were earning the PDL usually did not in
fact eat properly and keep healthy. In order to make
up for this, some economists added a second measure
called the Effective Minimum Level (EML).

The EML was 50% more than the PBL. So in this way the
family would have sufficient money to pay for the
basic necessities as well as having a little left aver
to pay for other essentials and the occasional luxury.

Economists who disagreed with each other worked:out
their own PDL. There were many different PDLs for
different parts of South Africa, and in Durban in
1973/4 there were at least 4 different PDLs being put
forward. So there was much confusion and argument
about which PDL was the correct one.

NEW MEASURES.

There are two basic poverty measures being used in
South Africe at the moment: the Minimum Living Level
(MLL) and the Household Subsistence Level: (HSL). The
MLL is worked out by economists warking for the

Bureau of Market Research, and the HSL by the Institute
for Planning Research.

They differ about the number of people that make up an
average household, and about the items they include.

The MLL includes the following items:

* Food
¥Clothing

* Compulsory payments to local authorities for
"rent, water, electricity, etc.

* Fuel and light

- * Working and cleaning materials
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*Transport (to and from work, school and shops)
*Medical and dental care and medicine
*Education

* Taxes

*Replacement of household equipment.

The HSL includes the following ltems:

*Food

i-"Clr:ﬂ:hi.ng

*Housing

*Fuel and light
*¥Cleansing materials

* Transport (to and from workl,

But, as with the PDL, these economists recognize
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. ® Extra washing and cleaning materials
* £xtra clothing
_* Extra food
¥ Additional household equipment
* Extra transport
* Additional taxes.

The HSL provides for items not included in its list of
items by adding a 50% to its total figures. So by
adding a 50% to the HSL, the economists arrive at what
they call the Household Effective Level(HEL].

The food allowance for the HSL is much greater than that
for the MLL because the HSL is based on the foods feople
actually eat, whereas the MLL is based on the food which
will best give the proteins, calories, vitamins, etc.,
whether or not people are actually accustomed to eating
them. In December 1975, the weekly figures for the
various measures were:

the fact that poor people do not spend all their
money only on what are regarded as basic necessities.

MLL: R24,87 SLL: R32,85

So the economists have werked out additional measures | HSL: R27,75 HEL: R41,63.
to cater for the additional items on which people,
even poor people, spend their money, so that the
families will still be able to spend the right amount
of money on the things they need in order to be
healthy.

It is important to remember that all these subsistence
measures are measures of poverty. They do not say at
what standard of living workers in South Africa should
live, or how much workers in South Africa should be

. : earning. All that they can do is to show that with so
Economists working on the MLL have supplemented it by much'mgney a family will be able to buy a certain

adding the Supplemented Living Level {sttl. The SLL _ . EEe ds in order to stay alive and healthy.
includes the following items: amo f goods in or Yy ealthy

Measures of poverty assume that people budget perfectly
and that they shop at the lowest prices avallable.
People living in poor areas away from the city centres
.often pay more for their food and household goods than

*Recreation and entertainment
¥personal care

*Contributions to pensipn, unemployment, medical |
"and burial funds |
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da people living in the cities. In the big super-
markets, goods are much cheaper than in the little
shops in the townships. It is alsoc cheaper to buy in
bulk than to byy in small amoynts at a time. One

10 Kilogram of flour costs a lot less than 10 small
packets of 500 grams of flour. But poor people can
only afford to buy the small amounts at a time, so
they end up paying more for their goods than do
richer people. ‘

Measures of poverty also assume an average family
size. But most poor people have an extended family
system so that the actual famlly size will include
the father, mother and children as well as other
dependents like grandparents, the children of a
dead brother and so on. It will be more difficult
for a family larger than the average size to live
healthily on the same income as a smaller family.

POVERTY MEASURES AND WORKERS.

In South Africa, in about 1972, the PDL started to be
used to point out the fact that the majority of
workers in South Africa were not even getting the
lowest amount of income that was necessary to keep
the family healthy. The PDL bacame even more
popular in the strikes in 1973 when the workers who
went on strike demanded increases to meet the PDL,
The argument that workers should be paid at least
the PODL was also made at Wage Board hearings and in
articles in the Newspaper. Even the employsrs began
to talk about the PDL and many firms made statements
in the Newspaper that they were going to raise the
workers' wages, over a parind of time, so that it
could reach the PDL.

So even though the PDL was not concerned with haw
much money workers should get, it was useful because
it showed both the employers and the government just
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how poar the majority of workers in South Africa are.
When workers in a country as rich as South Africa are
s6 poor that they cannot afford to live healthy lives,
then arguments to show how poor they are, are useful..

However, subsistence measurss talk about the lowest
level at which healthy living is possible. They can

be used to show employers why they should not pay

their workers below these measures but they should not
be used to allow employers to say that because they
are paying their workers a wage that will just anable
them to live healthy lives, they bave done enough.

Workers should be paid sufficient wages to enable them
to live decent lives and not just survive above the
lowest poverty line. Wage levels should be based on

the wealth of a country and on the fact that the workers
are the onss who are actually involved in making the
country richer,

As we have seen, measures of poverty are not based on
the needs aof a single person but on an average family.
Employers, arguing about paylng workers even less than
the MLL, claim that besides the father, the mother and
some of the children actually work and that if all these
wages were to be added up, & family would be getting a
far higher income. But this argument is silly because
the only reason why a mother leaves her small children
to look for work (oftep unpleasant and very poorly peid)
and why yqung children leave school in order to work,

is because their family is very poor and needs what-
ever extra money they can get. Also, the larger a
family, the more expensive it becomes to provide all

the members with the basic needs.

UP~-DATING THE SUBSISTENCE MEASURES.

Because of inflation, the MLL, HSL, SLL and HEL are
increasing all the time. Both the Bureau of Market
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Resesrch and the Institute for Planning Ressarch industry, that is a good argument for increasing wages.
publish updated figures aon their subsistence ' '

measures, Your Union will have to find out \
what the new figures are when the time comes for
you to negotiate.

‘ The government regularly publishes figures dealing
‘ with increases in productivity in different industries.

The Union must get these figures for your industry.

If they show that productivity has in fact been
Remember that even if you are earning the HEL (which increasing, then you can use this as one argument to
is the highest figurel, you will still not be able justify higher wages.
to buy most of the things that the employers buy for

themselves without esven having teo think about it. -
: ' ' The employers will also have figures showing productivity

in your firm. You should ask them to show you those
viii) The dobs. figures.

A Wage is paid for a job. So when you are negotiating 1
you are always talking about both at once. Therefare \
a wage agreement should also contain an accurate ‘
description of each job. The negotiating committee

must know the jobs well so that they can be sure

that the jobs are properly described. And of course ‘
they must always check with the workers who do the
Jobs.

The employers will probably want to make any discussion
of jobs into an argument about productivity. There

i5 no reason that wages should only be increased if
productivity increases. If the workers are getting

an unfair share of what is belng produced, then the |
share needs to be increased bafore there can be any

talk of wages increasing only if productivity

increases.

Also, as we have seen in chapter 3, in"The Worker in
The Factory% in most cases, productivity can really
only be increased after wages have been increased.

But what often happens 1s that employers try to
increase productivity without increasing wages. If
productivity is increasing in the firm or in the
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' CHAPTER 5.

THE FIRM.

(i) HOW MUCH PROFIT IS THE FIRM MAKING ?

The most important thing of all is to know as much

as possible about your firm. Firstlv vou need to
knaw how profitable the firm is.If it is making a pood
profit then it can certainly afford to pay higher
wages. MWe talk about the firm and its profits in
Part 2 of "The Worker in the Factory".

The Balance Sheet and the Profit and Loss Account are
the most important sources of information about the
firms' profits. The following figures are very
important:

1. The Profit before tax (see chapter 7 of "The
Worker in the Factory"). The figure is important
because an increase in wages will be paid out of the
profit before tax, not the after tax profit. This
means that if the firm pays more in wages it will
pay less in taxes. Because the Company Tax is 40%
of profits, this means that any increase in wages
which decreases profits will be 40% paid for by

less tax.

2. The Dividend. (See'The Worker. in the Factory”,
chapter 5, (iv) : Shares and the shares market). It
is also important to see whether the dividend is
bigger or smaller this year than in previous years.
But the most important is the size of the dividend.
If the dividend is more than a few cents per share,
then the firm is doing all right.

3. Retalned earnings. This means that the firm has
decided not to pay out high dividends, but to keep

the profit to reinvest. So 1if there are large
retained earnings, the firm 1s also doing well. Also,
this means that the firm is expanding, and it can only
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expand because people are wanting to buy its products.
That is also a sign that it is doing well.

4. To make sure that the firm is doing well you should
also look at the Liquidity Ratio and the Solvency Ratio.
(See *The Worker in the Factory’chapter 8, section(iii):
Profit, Solvency and Liguidity].

(1) COMPANY REPORTS AND FINANCIAL NEWS.

The Balance Sheet is not the only place where yaou can
find useful information about the firm.

1. With the Annual Balance Sheet of the Company
there is also a Directors' Report about the firm.
This Report will talk about what has happened during
the year, and also about the future plans of the company .
The future plans are especially important, because they
tell whether the directors have confidence in the firm's
profitability. ‘

2. Near the back of the dally or Sunday newspaper
there is always at least two pages of Financial News.
If you read a paper, you should always look guickly
through this section to see whether there is any news
of your company, or of the group of companies of which
your company is a part. For example there might be
news of expansion plans, or of a big contract for the
gale of the company's products.

Also, the Flnancial Section of the newspaper will
always carry a short summary of the Annual Company
Report, with the Balance Sheet and Director’'s report.
So 1f you cannot get a copy of the full report, you
can learn something from what the newspaper says about
it.It i1s a good idea to read and cut out and file any-
thing that appears in the newspaper about the company.

3. - You should also check the SHARE PRICE of your
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company. (See"The Warker in the Factory®”, chapter 5
(iv): Shares and the Share Marketl, If the price is
rising, then the company is doing well. (If the price
is falling, that does not necessarily mean that the
company is doing badly. It may be that all the prices
are falling for some other reason. So you should
always compare the share price with the share prices
of other eompanies).

(127} HOW IS THE FACTORY 'DOING ?

You can also learn quite a lot about the profit-
ability of the firm just by looking around and asking
a few guestilons.

For example, is the firm growing ? Has 1t bought new
machinery or put up new factory bulldings or new
offices in the last few years 7 Does the manager get
a newer and bigger car each year 7 There are many big
and small signs that a firm is doing well.

Another 1mportant question is whether TURNOVER is
increasing. Is the firm selling more and more of its
goods ? You might be able to tell this Just from
looking. Or you may be able to find out from a
friendly clerk in the Orders or Sales Department.

There is one other important thing for you to know
about the firm. This 1s, is the LABOUR TURNOVER
high or low ? Do workers stay with the firm a long
time, or do they soon try te find another job ?

If labour turnover is high, with many workers leaving,
this costs the firm a lot of money. It has to keep
on tralning new people, and 1t always has many in-
experienced workers. If the labour turnover is high,
you can explain to the employer that he may even be
able to save money by improving wages and conditions,
so that workers stay with the firm longer.

You can get a rough idea of labour turnover just by
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counting how many workers have left the firm, say.

in the last six montha. (If it is a very big firm,

you should work out the labour turnover for one or two’
departments. If, say, there are 30 workers in a work-
shop, and 8 have left in the last 6 months, that is a
rate of 16 per year, or 53%, which is highl.

(7v)  GETTING THE INFORMATION.

So far we have talked about all the public information:
which you can get about your firm. But there is also
much more useful information which you could get from
the owners. Usually they try to give as little
information as possible to the workers. But you should
at least ask. And if they claim that they cannot afford
to pay higher wages, they cannot expect you to believe
them unless they give you all the information.

You should ask for:

1. Copies of the balance sheet (if you cannot get
these anyway).

2. Turn-gver figures, which are not always included
in the balance sheet, and will show you accurately
whether or not sales are incrsasing.

3. Investment plans for the next 5 years. This will
tell you whether or not the firm can expand. You
should also ask where thay intend to get the money to
finance the plans. If they want to finance them out of
retained earnings, it may be that they hope to make the
workers pay for the new growth by a policy of low wages

and high profits.

4, A 1list of all the different costs, showing how
much they spend on labour costs (wages), how much on

other things.

Once you know these things, then you should also work
out how much your wage demands will cost-the company
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for the year. If, say, yal are asking RZ per week | So if the company is doing badly it is even more
per work, you must work qut how much this will be important for the workers to find out as much as
over a year, and compare that with the profit of the possible about the company so that they can explain
company s to the employers why it is doing badly.

(v] WHAT IF THE FIRM IS DOING BADLY ?

So far we have looked at all the informatlon that you

can get to tell you whether the firm is making good

profits or not. If the firm is doing well and making .
a lot of profits, thenobviously that is a good

argument for the workers to get higher wages.

BUT WHAT HAPPENS IF THE FIRM IS DOING BADLY ?©
Does this mean that the workers must accept that the
firm cannot pay higher wages?

First we must ask WHY the firm is doing badly. And
there is nearly always onlv one answar: BAD.
MANAGEMENT. (See "The Worker In theFactory”
chapter 3: wages and Productivityl. There is no
reason why the workers must accept low wages just
because of bad management.

If the firm is doing badly as a result of bad manage-
ment then the workers must say so. They must demand
improved management. Often workers are in the best
position to see what is going wrong with the firm,
and which managers are working badly. It is up to
the worksrs to say so0.

One other reason why a firm might be showing low
profits might be because the directors and the
managers are getting very high salaries. Again, there
is no reason why the workers should get low wages

just so the directors and the managers should get high
salaries.
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CHAPTER 6.
THE INDUSTRY.

In chapter 4 we saw that the union negotiating
committee must find out all they can about five |
things:

l. The needs of the workers.

2, The jobs the workers do.

3. The fim.

4, The industry

5. The sconomy.

We talked about™the main things which 1t 1s necessary
to find out about: the needs of the workers; their
Jobs; and the firm.

In this chapter we shall talk about what they need to
know about the industry.

(1) THE AGREEMENTS IN THE INDUSTRY.

0Of course the first thing you must know about your
industry is the way 1in which wages are set in the
industry:

Is there an INDUSTRIAL COUNCIL ?

Or is there a WAGE DETERMINATION from the Wage Board
which sets minimum wages 7

Or is thare an ORDER in terms of the Bantu Labour
Relations Regulation Amendment Act ?

Or is your industry governed only by the Factories
Act ?

49

It is important for you to know and understand what-
ever laws and regulations govern your industry.

BUT REMEMBER, ALL THESE MEASURES LAY DOWN ONLY
MINIMUM WAGES AND CONDITIONS. YOUR JOB IS TO
NEGOTIATE BETTER CONDITIONS.

To do this it is important to know what wages and
conditions are like in the other firms 1in the
industry. The agreement covering the industry will
help you to find this out. But, particularly if it
is an old agreement, there may be many firms offering
better wages and conditions. So you must find out
exactly what wages are being paid in the other firms.

(i7) OTHER TRADE UNIONS.

It is also very important to know what other trade
unions there are in the industry:

Who belongs to these other unions ?
How many members do they have 7
How strong and well-organised are they 7

What is their policy ?

In South Africa this is especially important because
of the legal difference between registered and un-
registered unions. What often happens is that one
union represents the more skilled workers, while
another union represents the unskilled workers. There
can be a conflict between these unions. One wants
better wages and conditions for skilled workers. The
other wants the position of the poorest workers to be
improved first.

The unskilled union wants promotion opportunities for
its members. The skilled union wants to keep the
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scarcity of skilled labour which helps to keep wages
high.

This division among the workers is a great help to
the owners. So it 1is important to try to reach an
agreement with other unions in the industry, so that
you can be united against the owners.

But this does not mean that the unregistered uniaon
should just do what it is told to do by the
registered union.

What happens will depend on how strong and well-
organised the two unions are. If the unregistered
union is strong, and is supported by the majority
of the workers in the industry, then the registered
union will have to co-operate with it.

(i1t) ECONOMICS COF THE INDUSTRY.

There are two important things which you need to
know about the economic condition of the industry:

1. Is it an industry which is growing, or is it an
old industry which is dying out ?

Is there increasing demand for its products, or does
it make things which people no longer want very much ?
Or does 1t make a product which people will always
want, but for which demand is not likely to increase?

For example, if your industry makes bread, it is
certain that there wlll always be & demand for bread.
But the demand is not likely to grow very fast. If
people get more money they will spend some of the
extra money on buying more bread, but most of it on
other food which they have not been able to afford
before.

If your industry makes television sets, then there
is likely to be a continuous increase in demand.
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If your industry makes windmills, then demand is likely
to decrease as more and more farming areas get
electricity, and replace their windmills with electric
pumps .

2. How are general economic conditions affecting your
industry (see next chapter). If economic conditions
are bad, and nobody has the money to buy the goods
which the industry produces, then the firms will be

"outting down production and laying off workers. They

may even have bullt up stocks of unsold products
because of the decline in demand.

I this situation 1t will be difficult for you to
negotiate a good agreement. Many of your members will
be on short time, or have been laid off. The company
might even welcome a strike, because this might give it
time to sell off its surplue stocks without having to
pay wages to the striking workers.

The best time to try to negotiate an agreement is when
orders for the goods are beginning to build up again.
Then the factory will be working at full capacity.
Management will want the full co-operation of all the
workers., They will not want to risk a strike, because
they might lose orders.

Also, profits will be improving, management will be
pleased and confident, and they will be more likely to
agree to a wage increase.

Some industries are also seasonal. They have a big
demand for their goods at Christmas time, or some
other time of the year. At other times there is much
less demand, and fewer orders. You should also take
this into account when deciding when to start
negotiating.




(iv) THE INDUSTRY AND FOREIGN TRADE.

In order to understand the problems faced by the
industry in which you work it is also important te
understand the relation between your industry and
South Africa's foreign trade.

Does the industry export many of its products? If it
does it will be affected by a recession in the rest of
the world, which will decrease the demand for its
products?

Does it import many of its raw materials, or machines?
If it does, it may be affected by inflation in the rest
of the world, which will increase its costs?

Is your industry in competition with foreign products
imported into South Africa? If it is, it may benefit
from inflation in the rest of the world, which would
increase the prices of foreign imports. It may also
be affected by changes in government policy on import
duties (see, "The Worker in Society™, chapter 1, the
section on: The Government and The Economyl. The
government can protect it against foreign competition
by placing a tax on imported goods. But the govern-
ment can also decide that it will be better for the
consumers if the tax is removed so that the imported
goods become cheaper.

If an industry is dependent in any of these ways on
foreign trade, then you must take this into account
when looking at the condition of the industry.

(v) LABOUR IN THE INDUSTRY.

In addition to knowing about the general condition of
the industry, you should also try to find out about
the labour situation in your industry.

Is it an industry which uses many machines, but

only a few workers? This is called & CAPITAL
INTENSIVE INDUSTRY. This means an industry in which
there is a big investment in machinery for each worker

employed.

Or is it an industry which uses many workers, and not
so many machines? This is called a LABOUR INTENSIVE

INDUSTRY .

For example, the Chemical industry is usually capi?al—
intensive. It has big factories with many automatic
machines, and a few workers to see that the machines
do not break down.

The Textile industry is much more labour-intensive.

Of course it uses many machines, but & worker works
with each machine. i

Most Service industries are very labour-intensive.
They use simple machines, or no machines at all. Most
of the work is done by warkers.

In a labour-intensive industry wages make up a big
percentage'o¥ total costs. In a capital-intensive
industry wages will make up a smaller percentage of
total costs. This means that these different
industries will be affected differently by wage

increases.

LABOUR TURNOVER.

What is the employment situation in the industry?

Is the industry employing a growing number of workers?

what is the present employment situation? Are many
workers being laid off, so that there is. unemployment
in the industry? Or is there a shortage of labour,
with the factories finding it difficult to get all the
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workers that they need?

What is the LABOUR TURNOVER in the industry? Do
workers stay only a short time in the industry, and
then try to find other jobs? Or do they stay in the
industry for a long time? How does the labour turnover
in your firm compare with the labour turnover in the
industry as a whole?

The guestion of labour turnover is particularly
important. If the labour turnover in your industry
or in your firm is very high, then this shows that
conditions are especially bad.. This is also a good
argument for a wage increase, as labour turnover is
expensive for mamagement. It increases costs of
training, and means that there are always too few
experienced workers,

But a high labour turnover also makes things

difficult for the union. It means that the union also
has a high turnover of members, and this makes
organisation more difficult.

(vi) SOURCES OF INFORMATION.

Where can you get all this information about the
industry?

There are three main sources. The Government keeps
recorde of the amount and value of production in each
industry. They also keep rscords of the wages, hours
worked and amcunts of overtime in each industry.
These figures are printed regularly in the Bulletin
of Statistics, which is published each month by the
Depsrtment of Statistics. Your union should either
get this Bulletin, or know where a copy of it can be
found.
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The Annual Report of the various companies will often
also include comments on the general state of the
industry. This information can be very helpful.

The financial section of the newspaper will carry
regular news about the industry. 1In the last lesson
we saild that you should cut out and keep anything
Which appears in the newspaper about your company.
It is also a good idea to keep anything important
about your industry.

You may also be able to get more information from any
registered trade union in your industry, or from the
Industrial Council for.your industry.
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CHAPTER .7.

THE ECONOMY .

You need to know about:
(a) the general condition of the economy

(b) any present problems in the economy.

There ares two important questions about the general
situation of the economy:

l. Is it growing fast 7
2. What is the employment situation ?

In Chapter 1 of "The Worker in Society"we give a short
history of the development of the South African economy.
From it, you can see that it has been growing quite
fast. In the 1860s, it grew at an average of nearly

6% per year. This means that for every 100 goods in
one year, there were 106 in the next. In the 1970s,

it is likely to grow less rapldly - about 4% each year.

The importance of the growth rate is, firstly, that

it increases the total emount of wealth in the country,
and, secondly, that 1t usually increases the number

of jobs. This is very important, because the
population is growlng, and more and more people are
looking for jobs each year. The fact that the

growth of the sconomy increases the amount of wealth
in the society does not mean that everybedy gets
righer. But it does mean that it 1s easier for the
workers to get more, by struggling for it,

(i) EMPLOYMENT.

One of the things which affects wages is the amount
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The Annual Report of the various companies will often
also include comments on the general state of the
industry. This information can be very helpful.

The financial section of the newspaper will carry

ragular news about the industry. In the last lesson
we said that you should cut out and keep anything
Which appears in the newspaper about your company.
It is also a good idea to kesep anything important
about your industry.

You may also be able to get more information from any
registered trade union in your industry, or from the
Industrial Council for your industry.
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THE ECONOMY .

You need to know about:
(a) the general condition of the economy

(b) any present problems in the economy.

There are two important questions about the general
situation of the economy:

l. Is it growing fast ?
2. What is the employment situation ?

In Chapter 1 of "The Worker in Society”"we give a short
history of the development of the South African economy.
From it, you can ses that it has been growing quite
fast. In the 1860s, it grew at an average of nearly

6% per ysar. This means that for every 100 goods in

one year, there were 106 in the next. In the 1970s,

it is likely to grow less rapldly - about 4% each year.

The importance of the growth rate is, firstly, that

it increases the total amount of wealth in the country,
and, secondly, that 1t usually increases the number

of Jobs. This 1is very important, because the
population is growing, and more and more people are
looking for jobs each year. The fact that the

growth of the economy increases the amount of wealth

in the society does not mean that everybody gets
righer. But it does mean that it 1s sasisr for the
workers to get more, by struggling for it,

(7] EMPLOYMENT.

One of the things which affects wages is the amount
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of unsmﬁloyment in the economy. 1t ie very importent
for a trade urion toget the governmert adopt

policy which increases employment. (See "The Worker
in Society”., chapter 8 ). There are two different
problems with employment. The first problem is
whether or not there are enough jobs for the total

number of workers. .
The second problem is the problem of skills. Are
there enough workers with the different kind of skills

required to do the different kinds of jobs.

Tn South Africa the situation is that there are un-
skilled workers looking for jobs, but the growth of
the economy is slowed down because not enough people
have been trained to do all the skilled jobs that

need to be done.

The Unions must keep watch on the tota} number of un-
employed, because this will affect their strength.
They must also keep a watch on whether there is a
shortage of skilled workers in the economy as a whole,

or in their industry..

This shortage of skilled workers 1s & very good
argument in fevour of better training for workers
within each factory. The employers do net have to
wait for the government to improve the education :
system. They can and should spend money on training
workers themselves. The unions ctould help them to
do this. It will help the unlen members, and it will

also help the economy.

(i) THE BUSINESS CYCLE.

A capitalist economy does not usually grow smoothly.
Instead it usually goes through periods of growth.
often with inflation, (see*The Worker in Society"”.
chapter 3) and then through periods of recession,
when growth slows down or stops.
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If the economy is going through a period of rapid
growth, then it will probably be easier to negatiate

a good agreement. If there 1s, at the same time, a lot
of inflation, this will make it more difficult.
Employers will say that they are having to pay more
for their raw materials, so that they cannot afford
also to pay higher wages.

But the fact of inflation, which means that workers

are having to pay more for what they buy, is also a
good argument for a wage increase. If prices increase
through inflation, but MONEY WAGES stay the same, then
REAL = WAGES are actually falling. Real Wages are what
you can buy with your wages. Real Wages are more
important than money wages.

During inflation it 1s also important for the union to
negotiate for some cost of living allowance. If you
get a wage increase of 10%, and inflation is running

at 15%, then at the end of a year your real wages will
be less than they were at the beginning.

In a period of recession it is also important to
negotiate for job security. The union must try to
make sure that workers are not laid off too easily,
and without compensation.

(¢i¢) [THE INTERNATIONAL ECONOMY.

South Africa imports and exports many goods. This
means that the state of the South Africa ecanamy is
dependent on the situation of the international
economy. Some industries are more 'dependent on it
than others. But all industries are affected in the
end. If an export industry has to cut back on
production, then it earns less profits and pays less
wages. This means that the people in that industry
have less money to spend, and so there is a drop in
demand also for goods which are made inside South
Africa.

At present the international ecanamy is not in a very

good state. There is very high inflation in many of
the main capitalist countries, and this is one reason
for the inflation in South Africa. Many economists
believe that the high rate of the inflation will lead
to a recession, or even to a depressiaon.

If this happens in the rest of the world, it will

also affect South Africa. South Africa is lucky that
its main export is gold, and in times of economic
trouble the price of gold often increases. People
with money prefer to buy gold instead of investing in
factories, because they do not know if they will be
able to sell the product of the factories, but they
are sure that they will be able to sell the gold again
when they want to. But even gold will not protect

the South African economy if there is a bad depression
in the rest of the world.

(iv] WAGES AND JNFLATION.

The employers will say that if they increase wages
this will increase costs, and so they will have to
increase prices. If they increase prices, other firms
will also increase prices, and at the end all prices
will have risen as much as wages. Real-Wages will
have stayed the same.

There are two arguments against this.

The first argument is that the union is not asking
that all wages should be increased. It is not
arguing that the directors and manager and the.
personnel manager and the salesmen and the engineers
should be paid more. It is only arguing that the
factory workers and perhaps the clerks, if they are
members of the union, should be paid more.

Because the factory waorkers get paid such low wages,
their wages are not such a big share of costs. In
fact, it has been worked out that South Africa the
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wages of African workers make up only about 27% of
the total cost of production in manufacturing.

This means that a big percentage increase in African
wages should mean only a small percentage increase in
total costs. So, even if all the firms have to put
their prices up, the percentage price rise would

need to be much less than the wage rise.

The second argument is that an increase in costs does
not necessarily mean that prices.have to rise.
INCREASED COSTS COULD BE ABSORBED BY DECREASING
PROFITS. In South Africa profits are usually high

g0 this could easily be done. -

IT IS THE EMPLOYERS WHO CAUSE INFLATION BY
RAISING PRICES SO0 THAT THEY WILL BE ABLE TO
KEEP SUCH HIGH PROFITS.

(v) WAGES, GROWTH AND DEMAND,

But the employers will answer this by saying that
they do not want the profits for themselves. They
want the profits so that they can be reinvested to
make the economy grow faster, which, they say, will
help everybody.

We can sea:

l. That growth is important

2. That growth requires investment.
3. That investment requires saving.
4

. But that there are different ways in which
saving can be done. If workers got higher
wages they could also save more, and their
saving could be used for new investment.
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But it is also true that even if workers got higher
wages they would still save less than can shareholders
who have large incomes. So this is a difficult

argument.

But there are three answers to it:

1. The first argument is that not all profits are
jnvested. The level of investment can be maintained
if more profits are saved for reinvestment, and less
profits are distributed as dividends. There is no
reason why saving and investment should be at the
expense of the wages of the poorest workers. If the
owners are really so keen on growth then they can
make some of the sacrifices necessary for 1it.

-

If the employers say that higher wages will mean
lower growth then they are admitting that it is the
workers who pay for growth through their low wages.
In that case they should be willing to give the
workers shares in the company in return for their
savings through low wages.

2. Anyway, it is not only savings which are important
for growth. It is also important that there should be
an increase in the demand for the goods being
produced. If demand increases, people will be en-
couraged to invest more money.

If wages are increased, this will increase demand for
many different kinds of goods which workers have not
been able to buy before. This will be good for the
industries which produce those goods. Growth in these
industries will also help the other industries by
increasing demand for their goods.

3. The third argument is that increased productivity
is also important for the growth of the economy. We
have seen that in South Africa an increase in wages is
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very important fer an increase in productivity.
Increased wages would mean that workers would be
healthier and more interested in their jobs. The
resulting increase in productivity would benefit
everybody. It would mean that more goods could be made
with the same amount of investment.” In this way it
would balance out any decline in saving which resulted
from a fall in profits.

1. THERE IS NO REASON WHY IT SHOULD BE THE
WORKERS WHO BEAR THE COST OF INCREASED
INVESTMENT

2. WABE INCREASES CAN ENCOURAGE GROWTH BY IN-
CREASING DEMAND FOR CONSUMPTION.

3. WAGE INCREASES CAN HEL% GROWTH BY INCREASING
PRODUCTIVITY.

(vi) WAGES AND EMPLOYMENT.

The third employer argument is that increased wages
will mean that employers will find it cheaper to re-
place workers with machines. This will lead ta an
increase in unemployment.

There are four main arguments against this:

1. The first argument is that it is probably not true.
Wages for factory workers are so low that they would
probably have to be increased very much before it

would be cheaper to replace many workers with machines.
(But this will also vary from industry to industry).

2. Increased wages will mean that employers will want
to train their workers better, so as to get more out
of them for the increased wages. But this will
benefit everyone.

B3

3. In any case, a firm cannot afford to buy a whole
new lot of machinery just because wages have risen.
It may decide to become more capital-intensive as it
expands, but this will be a slow process. It may
mean that employment will not grow as fast, but is
unlikely to mean that workers in the industry will
actually lose jobs.

4. But if they do slowly buy more machines, this will
increase the demand for the products of the machine--
making industries. So it will create new jobs in
those industries, and thereby increase employment.

(vii) THE VALUE OF ARGUMENTS.

Employers will usually say that they are only really
interested in the good of the workers. It will not
help the workers to have a trade union. Low wages
really help the workers, because otherwise they would
not have any jobs at all. ' '

Workers know that this is not true. Employers are
mainly interested in profits, not in workers.

It would be silly of workers to try teo do the. same
thing, and to pretend that they were really only
interested in helping the employers to get higher
profits, and not in higher wages.

There is a conflict of interest between the two groups.
The arguments we have given in the last few pages can-
not show that employers will never suffer as a result
of paying increased wages. The arguments can show
that things will not be as bad as they think for the
employers. But in the end conflict of interest is
still there, and it is the solidarity and organisation
of the workers which will decide whether they are
successful or not.




64

For example, even if 1t does not make much differentce
to the costs whether there are more machines or more
workers, employers will probably prefer the machines.
The reason is that machines cannot go on strike or
make wage demands in the future. The threat of re-
placing workers with machines becomes a weapon which
the owners use against the workers.

WORKERS OR MACHINES.

For the worker a machine should be something which
can help to increase the product and make work easier
and more comfortable.

But for the employer the machine can be the way of
increasing profit by cutting wage costs. :
This is why the workers have to fight to protect
their jobs, as well as to increase their incomes.

The gquestion is WHAT IS PRODUCTION FOR ?

Is it to benefit all the people in the country ?

If it is, then machines will be used to help workers,
not to take their jobs away from them .

But if employers are concerned only with their awn
profits, then they must not expect the workers to
co-operate with them. If employers are selfish, then
the workers are bound to be "selfish™ as well.

EMPLOYERS MUST DECIDE.

Employers now have the opportunity to choose to
negotiate a falr agreement or to continue their
extreme exploitation. If they decide that there
should not be reasonable negotiation, they they must
‘take responsibility for the conflict which results.

B5

EHARTER, « +8..

NEGOTIATION AND TEE LAW.

() THE LAWS.

It can be argued that many of the industrial laws do

not go far enough to help workers. It is, however,
important that workers know them since they affect

what workers can and cannot do. Some of the laws
provide minimum support for workers 1in their-struggle
against management. Some employers appear either to

be ignorant of the provisions of the laws, or else they
avoid complying with laws until they are forced t? dQ
so, by workers who manage to employ an attorney willing
to act on their behalf, or through trade union pressure.

So whether you are taking up a grievance on behalf of
workers with management, or preparing to negotiate an
agreement in your factory, or to negotiate an agree-
ment for the industry as a whole, it is important that
you know what the laws provide for.

There are four main laws affecting wages and working
conditions. These are:

FACTORIES ACT
THE INDUSTRIAL CONCILIATION ACT
THE BANTU LABOUR RELATIONS REGULATION ACT

THE WAGE ACT.

1. The Factories Act laysdown minimum conditions
regarding working hours, overtime, and health
and safety conditions in factories. These are
minimum conditions. One of the aims of
negotiating an agreement is to get better .
conditions than those set out in the Factories
Act. If you negotiating about conditions,
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you should know what the Factories Act
says. The Factories Act regulations are
explained in "THE WORKERS' LEGAL HANDBOOK".

2. The Industrial Conciliation Act makes it possible
to get up INDUSTRIAL COUNCILS representing
employers and registered trade unions. Together
the representatives of the employers and of the
registered trade unions in the industry negotiate
agreements which become law for the whole industry.

According to the Industrial Conciliation Act only
Coloured, Indian and White workers can belong to
registered trade unions. This means that African
workers are excluded from full participation in
Industrial Councils.

3. The Bantu Labour Relations Regulation Amendment
Bct of 1973 makes it possible to set up:

i) Works Committees elected by the African
workers in the Ffactory:

ii) Liaison Committees, 50% appointed by
management and 50% elected by the African
workers in the factory.

These committess can deal with matters affecting wages,
working tonditions and employment in the factory.

(For a full discussion of these committees, see chapter
8 of "The Workers' Organisation”).

This Act also makes it possible for the Minister to

make an Order for any industry in which there 1s no

Industrial Council, and no Wage Determinatnion

{see next section for explanation of Wage Determina-
tion). The Minister can do this if he is approached
by a group of employers in the industry who want an

increase in the minimum wages and conditions. If he
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agrees with their proposals he can order all the other
employers in the industry to pay at least the same
minimums

The Act also makes provisions for African workers from
the Regional Bantu Labour Board or from Works or
Liaison Committees in the industry to attend
Industrial Council meeting, if there is an Industrial
Council for the industry.

4, The Wage Act enables the Government to set up
a WAGE BOARD to regulate wages in industries
in which there is no Industrial Council. The
Wage Board does not negotiate. It listens to
what the employers have to say, and to what
the workers have to say. Then i1t makes its
own decision, and this decision becomes a law.

There are two important things to notice about these
laws:

Firstly, all of them desl only with minimum conditi
conditions, and with ways of reaching minimum agree-
ments. THERE IS NOTHING WHICH SAYS THAT
EMPLOYERS CANNOT PAY MORE THAN THESE MINIMUM

WAGES.

Secondly, you must notice which laws make negotiation
possible, and who is allowed to negotiate through
the machinery created by each law.

The Factories Act deals with minimum conditions laid
down by the Government. Better conditions can be
negotiated.

The Industrial Conciliation Act makes possible
negotiation between employers and registered trade
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unione of Coloured, Indian or White workers.

African workers cannot negotiate at Industrial
Councils. They may have the legal right to attend
as appointees of the Central Bantu Labour Board, but
they cannot vote when decisions are taken.

The Bantu Labour Relations Act makes possible negotia-
tions through the Works or Liaison Committee at the
level of the factory.

The Wage Act makes it possible for workers to present
their case to the Wage Board, but there is no
guarantee that the Wage Board will actually take what
the workers have to say into consideration when coming
to a decision. In practise the Wage Board pays more
attention to the arguments of the employers than it
does to the workers' arguments. Through the Wage
Board, the State and the smployers come together to
lay down minimum wages and working conditions for
those workers in industries not covered by Industrial
Council agreements. But the final decislon about the
wages to be paid and the working conditions to be laid
down is made by the Wage Board. It is a decision of
the State. The Wage Board does not involve any
negotiating between workers and employers.

(i7) AFRICAN WORKERS AND THE INDUSTRIAL COUNCIL.

For workers in registered trade unions the Industrial
Council is where the most important negotiations take
place.

For African workers, who do not have the right to
full representation on Industrial Councils, there are
a number of special problems.

The highest body dealing with African workers is the
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CENTRAL BANTU LABOUR BOARD. This is not an elected
body. It is appointed by the Minister of Labcur.

This body in turn chooses members of the Regional
Committes, or of Works and Liaison Committees, to
represent African workers at the Industrial Council.
This means that while the registered union representa-
tives are chosen directly by the workers, the African
representatives are not chosen directly by the workers.

The representatives appointed by the Central Bantu
Labour Board do not have the right to vote at the
TIndustrial Council meetings. They do, however, have
the right to speak at these meetings. But since they
are not the representatives of the African workers in
the industry, but representatives appointed bv the
Central Bartu Labour Board, they do not necessarily
present the views of the workers.

The fact that they are allowed to attend and to speak’
at Industrial Council meetings, does not necessarily
mean that their presence there will be of help to the
workers in the industry. The representatives appointed
by the Central Bantu Labour Board are not obliged to
meet with all the workers in the industry in order to
find out what their demands are, and are not
responsible to them.

Workers will only be able to make some use of the fact
that it is possible for them to be represented at
Industrial Council meetings, when they have effective
control of the works and liaison committees; when they
to make the committees responsible teo them and not to
management.  But even if they were able to do this, it
is gtill the Central Bantu Labour Board that decides
who the representatives on the Industrial Council are
to be. So it is very difficult to see how workers
will be able to get effective representation through
these channels.
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The only way in which African workers can ensure that
their views are being put at Industrial Council
meetings, is through bodies which they can control

and which are responsible to them, their trade uniaons.
However, since African workers are not recognised as
"employees" in terms of the Industrial Conciliation
Act, their trade unions are not given the legal
recognition that will enable them to be registered and
to negotiate with management at Industrial Council
meetings. Until the Industrial Conciliation Act is
changed to recognise African workers as "employees”
and so enable them to take part fully in Industrial
Council negotiations and to form Industrial Councils
where none exist, there will be no real negotiation
between African workers and employers at Industrial
Council level.

As it is the Industrial Council system makes decisions
that affect the African workers in the industry without
having to consult with them.

If African workers decide that they want to make use
of the present Industrial Council system despite its
inadequancies in ogrder to have their views taken into
consideration, they will have to seek the co-operation
of the registered trade unions.

But it is not always easy to get co-operation between

a registered trade union and its companion unregistered
trade union because the immediate interests of the two
are different. The registered trade union is concerned
with protecting the interests of its members. And
because racial discrimination exists in South Africa,
it is easy to see how workers, instead of being united
against the employer,come to fight amongst themselves
and to split their interests along race lines. 1In
South Africa, most of the unskilled workers are
Africans and skilled workers are mostly White, Coloured
and Indian. The skilled workers are worried about
protecting their jobs from competition from unskilled
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workers. The problem of skilled workers against

unskilled workers becomes a racial one and the
different workers (skilled and unskilled) find it
difficult to co-operate with and trust each other when
they see themselves in competition with each other.

It is in the interests of both the State and the
employers if workers allow themselves to be split into
different races. The more divided they are amongst
themselves, the easier it is for the State and the
employers to control them. It is in the interests of
workers' unity against management that workers attempt
to overcome the racial barriers that separate them.
This is a difficult task since different groups are
treated differently both inside and outside the
factory. But it is nevertheless important that
workers start at the factory to begin to see themselves
as workers and not as different races of workers.

It is important to remember also that the potential
membership of the registered trade union is declining
as more and more White, Coloured and Indian workers
move up into managerial and semi-managerial positions.
As the potential membership declines, so the strength
of the registered unions decline. But while the
strength of the registered unions is shrinking, the
potential membership and strength of the unregistered
trade union is increasing. More and more Africans
workers are being brought into the factories, so their
numbers -are getting bigger. The registered trade
unions are therefore speaking on behalf of a shrink-
ing minority of workers in the factories. It is
becoming very difficult for them to put up a strong
stand against the employers. But if the registered
union were to be effectively linked with the un-
registered union, the power of all the workers in the
factory against the employer. would increase. So it
is in the interests of the registered trade union to
have a good working relationship with the unregistered
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union. The registered unions have much to gain if
they are prepared to see their interests in terms of
the interests of the unregistered trade unions.

Workers belonging to registered unions should be
persuaded to co-operate with members of unregistered
trade unions and so attempt to overcome the obstacles
that are being placed from outside the factory against
worker solidarity.

But even if there is good co-operation with the
registered trade union at all levels, the unregistered
trade union still needs the agreement of the employers’
association and the Labour Department before the
representatives of the unregistered trade union will be
allowed to sit at the Industrial Council meetings.

When a registered trade union is weak and has lost
effective contact with the majority of its members, it
is very easy for it to be controlled by the employers’
association on the Industrial Council. In this case
the union will not do anything that will upset either
the employers® association or the Department of Labour
and so will not be of much use to the unregistered trade
union. But if, on the other hand, the registered trade
union is strong, and is being effectively controlled

by its members, then it is less likely to be weak in
the face of opposition from the employers' association
and the Labour Department. A strong registered trade
union concerned with the problem of worker solidarity
is more likely to enter into a good working relation-
ship with its fellow unregistered trade union, A
registered trade union can become strong when it is
effectively linked with, and so comes to represent

the interests of, a strong and well-organised un-
registered trade union.

Remember: The present Industrial Council system
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divides the workers;

The present Industrial Council system offers
no base for real negotiation between African
workers and employers.

(¢i7¢) THE UNREGISTERED UNION AND THE INDUSTRIAL
COUNCIL.

The representatives of the registered union take part
fully in the negotiations. They can bargain with the
employers. They can offer a compromise, or they can
threaten to strike. This means that they have real
power during the negotiations.

For the representatives of the unregistered union the
position is more difficult. They may be given
permission to attend the meeting, but they dc not have
a right to attend.

They may speak, if they are given permission, but they
may not vote.

They cannot use the machinery of the Industrial
Conciliation Act to threaten to strike if they are
dissatisfied with the employers' offer. But still if
African Workers decide that they want to try to work
with the Industrial Council and if they are given
permission to speak, then they must put forward a good
argument for improved wages for their members.

They should argue:

1, That there should be one salary scale fecr
all workers, instead of a different salary
scale for each race group:

2. That worst paid workers should get the
highest wage increase;



3. That training facilities should be improved,
so that all workers have equal promotion
chances.

4. That all workers be properly graded, to make
sure that they are really being paid properly
for the job.

The main thing is that there should be one agreement
for all workers, and not separate agreements for
separate "races”.

(7v) TRADE UNION CO-OPERATION.

If African workers decide to try to use the Industrial
Council system, this can only be done through full
co-operation with a registered trade union. Full
co-operation means that the demands must be drawn up by
both unions together and that the registered union

must agree not to sign an agreement until ALL demands
have been satisfied, or until the members of both
unions have agreed to the compromise being offered.

The two unions should agree:

1. That the demands to be put forward should be
prepared together by both unions in - )
consultation with their members.

2. That the registered union should negotiate for
all the demands at the Industrial Council
meetings, and should keep in close contact
with the unregistered union throughout the
negotiations:

3. That an Agreement should only be signed if it is
acceptable to the members of both unions.

Unless the registered union is willing to do this, it
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cannot expect to get any support from other workers.

(v) THE WAGE BOARD.

The Wage Board deals with industries in which there is
no Industrial Council. The job of the Wage Board is to
make a full investigation of the industry, and then to
make recommendations about wages and conditions.

In order te do this, the Wage Board has been given the
power to get the information which it needs from the
employers. The employers have to give them full
information about wages, costs and profits, and any
other information about the industry which they need in
order to be able to say how much the employers can
afford to pay.

The Wage Board also has to hold a public hearing at
which employers, workers, and other people can give
evidence about what wages they think should be paid.
Workers have the legal right to take the day off work
to attend Wage Board hearings. The date of the hearing
is published in the Government Gazette. Your union
should make sure that somebody reads the Government
Gazette every week, so that workers can know when

these hearings are.

The Government Gazettee will also say exactly which
industries and which grades of work the Wage Board is
trying to find out about. If you go to give evidence,
you must know exactly what the "terms of reference”
are. It is no use telling them about jobs that they
are not enquiring into.

According to law, the Wage Board has to take into
account two mein things in deciding what wages to
recommend:
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1. The Wage needed by the workers in order the firm is doing badly. But if the workers know the
to have a civilised standard of living. facts about their firms, then they can give the true

picture.
2., The ability of the firms to pay.

The workers must remember this when preparing their

to persuade the Wage Board that their picture is the
demands. The demands should be prepared in the same

It cannot be guaranteed that the workers will be able
|
| true one, and that it should believe the workers

way as for negotiations. There should be full rather then the employers. All the workers can hope
discussions with all workers. A committee should be to achieve by presenting their facts to the Wage Board,
elected to lead the evidence to the Wage Board. is tao make the members of the Wage Board more

sympathetic to their situation,
When giving evidence, you should begin by saying

exactly who you represent, and how your demands have | For the workers themselves, the most useful thing about
been prepared. If the Wage Board understand that the Wage Board hearing is that preparing for the . |

all the workers in the industry belong to your hearing provides workers in the industry an opportunity
organisation, and that all the workers have been : to come together to discuss their problems.

consulted, then they are much more likely to listen to
you than if they think that you are one worker talking
for yourself.

You should then talk about the wages in the industry,

about how they have changed over the years, and how

they compare with other industries. Then you

should talk about the actual needs of the workers. It

will help if you can show some budgets of individual
workers, showing what they need money for. |
Finally you should talk about the profits in the

industry. If profits are low, you should explain in

what way this is the fault of bad management.

Remember, the Wage Board hearings do not give workers

an opportunity to negotiate with employers in their

industry. All workers can hope to do at these hearings, ‘
.is to present arguments that show the state of the

industry from the point of view of the workers.

Employers do not always tell the truth about the profits

that they are making because they do not want to lose

some of the profits by having to pay their workers

higher wages. So they try to give the impression that
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. CHAPTER - 8.

NEGOTIATIONS AND POWER.

(i) THE WORKERS' POWER.

We have made the point again and again that it is
important to be able to use good arguments to back your
demands. But negotiation is never only a question of
arguments. It is also a question of power. If the
workers are weak, the owners will not li#sten to good
arguments.

So we have to ask:
WHAT POWER DO THE WORKERS HAVE?

HOW CAN THEY BEST USE THEIR POWER?

In order to make profits, the owners need the labour
of the workers. In this way the owners are dependent
on the workers. So the only power which the workers
have is TO REFUSE TO WORK. But it makes no
difference if one worker decides to stop working for
the owner. ALL the workers have to stop working
together, until they are satisfied about wages and
conditions.

The workers' power is the power to strike.

Workers have discovered different ways of striking.
Some strikes are total strikes, in which all work in
the factory comes to an end. But many strikes are
partial strikes, in which workers continue to do
some work, but do not work fully.
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(12) STRIKING AND THE LAW.

Because the strike is the only way in which workers
can really exercise power, the right to strike has
always been one of the main demands of the workers’
movement in all countries.

THE RIGHT TO STRIKE IS AS IMPORTANT FOR

WORKERS AS IS THE RIGHT TO HAVE TRADE UNIONS.
This does not mean that workers like striking. A
strike always means a loss of income, and, because
workers are poor, this always hurts them. But without
the right to strike they are at the mercy of the
employers. If the employers know that they CAN strike
IF NECESSARY, then they are much more likely to listen
to the workers.

7
However, in South Africa the laws regarding strikes
are at present very strict. These laws are explained
more fully in the Workers' Legal Handbook. Here we
shall give you just the most important points.

The two main laws are The Industrial Conciliation Act
and the Bantu Labour Relations Act. The first applies
to Coloured, White and Indian workers, and the second
to African workers. Both Acts outlaw all strikes in
certain industries: all municipal services: electricity;
water; sanitation; passenger transport and fire .
services; industries using foods that might go bad
during a strike.

STRIKES AND NEGOTIATION -~MACHINERY:

There are certain industries to which neither of

these Acts applies. The most important of these are
mining, agriculture, and domestic service. To those

to which the Acts do apply, and in which it is possible
to strike, a strike may only occur after the Negotiation
Machinery has been used.
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For Coloured, Indian and White, this means:

(a)

(b)

(c)

(d)

that an Industrial Council or a Conciliation
Board must have failled to resolve the dispute;

that the matter has besn referred to the
Minister of Labour;

or a period of 30 days has passed since the
Council or Board failed to solve the disupute;

and that the union organising the strike has
had a vote of all its paid-up members in the

industry or factory concerned, and a majority =

have voted in favour of striking.

For African workers this mean:

(a)

£b)

fc)

that the matter is not covered by any
Industrial Council Agreement, or by a Wage
Betermination or Order which is less than
one year old;

that a worke committee or 1iaison committee,
or some meeting with the employer has failed
to settle the matter;

that 30 days have passed since it was referred
to the Bantu Labour Officer, and he has
neither settled the dispute nor referred it

to the Wage Board.

WHAT IS A STRIKE?

From this you can see that the question of a legal
strike is quite complicated. It is therefore
important that you should ALWAYS CONSULT A LAWYER
BEFORE PLANNING TO HAVE A LEGAL STRIKE.
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Also, remember that the definiticn of a strike
involves three different things:
1. A stoppage of work (or a go-slow)

2. By a group of workers, not just by one worker

3. In order to force the employer to give in to
certain demands.

This means, for example, that if workers stop work to
talk to the employer about wages, then it is still
not a strike. If the workers do not actually make
demands then it is not a strike. (This applies only
to African workers).

OTHER STRIKES AND THE LAW.

So far we have seen the laws which govern a total
strike by workers. But, as we have seen, there are
other kinds of strikes.

1. The Go-Slow. The laws against strikes also apply
to Go-Slows. However, it would have to be shown that
there really was a planned go-slow strike to force the
employers to accept demands, and not just a period of
bad work because of bad management which produces
employee dissatisfaction.

2. The Overtime Ban. If the agreement covering your
industry says that overtime is voluntary, then an
overtime ban is legal. If the agreement says that a
certain amount of overtime is compulsory, then e
refusal to do this overtime is illegal. If the agree-
ment does not mention whether overtime is voluntary or
compulsory, then the law is not clear. It would be
best to consult a lawyer before deciding on an overtime
ban in these circumstances.
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3. The Ban on Incentive Schemes. These schemes are
always voluntary. They offer the worker more maney
for producing mare than the normal. If the worker
chooses only to produce the normal amount, there is
nothing that the employer can do about it. So it is
always legal to have a ban on taking part in incentive
bonus schemes.

4. Sympathy Strikes in support of other strikers are
illegal in South Africa.

5. Factory Occupations (where workers instead of
standing outside the factory, occupy it to make sure
that no work can be done during the strike) are
illegal in South Africa.

(2171) ORGANISING A LEGAL STRIKE.

You now know when it is legal to have a strike. But
how exactly should a strike be organised? Obviously
you want it to be as effective as possible. So you
must make sure that it is properly prepered and well
organised.

The first question ig, when to have the strike.
Partly this is determined by when your negotiations
break down. And sometimes a strike will be caused by
something which the employer does, like victimization

O dismissels.

‘But we have seen that you should be careful in
deciding when to put forward demands. You should
choose a time when the industry is doing well, when
there are big orders, and much overtime is being
worked . This is the time to choose for your legal
strike, or for an overtime ban or a ban on incentive
schemes.
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Once you have choosen the time, you must prepare the
strike well. You will have to wait for at least 30
days after the dispute has been referred to the Bantu
Labour Officer, or after the Industrial Council has
failed to settle it. You should use these thirty days
to prepare the strike.

THE STRIKE.

1. The workers' representatives who are organising
the legal strike must begin by making sure that:

(al All the workers fully understand the
reasons for the strike;

(b) All the workers support the strike;

(c) All the workers understand the laws
about strikes.

This must be done through meetings and through full
discussions with all the workers. If many of the
workers do not understand the strike it is bound to
fail.

2. The beginning of the strike must be very carefully
planned. It is no good if some werkers come out
before the others are ready. It is no good if only
one shift goes aon strike. Unless all the workers know
when they should begin to strike, the strike will be
easily broken.

3. A strike is the action of a GROUP of workers, not
the action of an individual. Unless the workers can
be kept together as a group, individual workers will
feel afraid, and will begin to drift back to work.

In order to keep the workers together, there must be
regular meetings. If possible all the workers should
come together outside the factory or at a special
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meeting place. If the workers live far apart, then

there should be meetings in each township for the
workers who live there.

These meetings should be used Ea:

(a) Keep all the workers informed about the
strike and the negotiations;

(b) Educate the workers about the Union, and
about the workers' movement.

THE STRIKE FUND.

4. Many unions have a special strike fund, which
they use to give the strikers some money while the
strike lasts. Each workers’ organisation should
have its own strike fund. It is legal for the union
to collect money from other unions or from
sympathises during & legal strike. This is the best
way of showing worker solidarity.

It is very important that the strike fund be well
administered, and that everybody be treated fairly.

You may decide to give more money to those who have

larger families, or you may decide that everybody

should get an equal amount. But whatever is decided,

it should be fully discussed by the workers befaore-

hand, so that they all accept it.

The strike fund should be made to last as long as
possible, so you should try not to pay out too
much in the beginning.

PICKETING, : .

5. There will always be a few workers who will be
weaker than the others and will want to end the
strike too early. Once a few start work, then

85

solidarity is broken, and it is difficult to keep
an effective strike going.

We have seen that meetings and information help to
preserve solidarity. But in addition strikers u5u§11y
put a PICKET of strikers outside the Factnry. It is
the job of the workers on the picket te remind Evgry-
body that the strike is still on, and to try to d%sf
courage people from strike breaking. Remember this
picketing is only legal if the strike is legal.

STRIKE BREAKERS.

There will be two kinds of worker who will try to |
break the strike. .

The first are a few of the striking workers them-

selves. With these, you should first see whether it

is not because they have a very bad personal problem.
For example, a man with a sick wife may feel that he
has to work so that he can get money for medicine.

In this case, you might be able to give the worker .
special help from the strike fund.

However, if the worker has no special reascn, then all

you can do is to try to convince him or her of the

fact that by going back to work he or she is hurting

all the workers, including him or herself.

The second kind of strike-breaker is & scab who has

not worked in the factory before, but is being brought

in to take the place of the strikers. In this case,

it may be that the scabs do not know that there is a

strike on, and will refuse to scab once they have

beer teld.Scabbing is less likely once a sense of class
solidarity has developed. But when there is high un-
employment it is difficult to avoid. |
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SOLIDARITY.

In order to get support from other groups, the
strikers could:

(a) Issue written statements to the newspaper
in which they explain carefully why they
are striking. This is important, because
it is through the newspapers that most
people learn about the strike. If many
hear the workers' story, then there is more
likely to be public support for the strike;

(b) Ask for donations of money to help to

feed the strikers while they are not earn-
ing.

LAWS ABOUT MEETINGS.

There are two legal problems for pickets.

The first is that it is of course illegal to use

any violence against scabs. The second is that a
big picket (say 50 people) would be a meeting, and
it is probably necessary to have permission for such
a meeting.

In most towns there are laws about meetings in the
streets. A picket in the public street outside a
factory would be such a meeting, if there were too
many people in the picket. The police would there-
fore be allowed to break up the picket. If you held

the picket on the property of the company, say, in the

the company car park, then the company would be
entitled to have you prosecuted for trespassing.

This means that you must be very careful about:

(a) the number of people in the picket;

(b) choosing the place where the picket is
standing.

Again, you should consult a lawyer about this before
the legal strike begins.

(iv) DEMOCRACY AND STRIKES.

You have learnt throughout these Handbooks that
democracy is the most important principle of worker
organisations. Without democracy, there can be no
real unity.

The same applies to & strike.

All the workers must be involved in the decisions
about the strike.

There are many jobs which need to be done during the
strike:

negotiating

organising meetings

organising education

looking after the strike fund

helping workers with special problems
dealing with the newspaper.

It is no good if a small group of workers try to do
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all these things. As many workers as possible must be

involved in organising the strike.
In this way:

* more things will be done,

* more workers will learn about the problems

of organisation and the problems of the
unions,

* people will be kept busy during the strike,
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* workers solidarity will be strengthened. certain that it is understood and supported
by all the workers.

Finally, the return to work should be democratically
decided on. Whether the workers win or lese, they
must go back together. If a few more go back each
day, then the solidarity of the workers in that
factory will be broken for a long time to come.

(v) DECIDING TO STRIKE.

A strike is dangerous for workers in two ways:

1. We have seen that in many cases it is illegal
to strike in South Africa.

2. But even when it is legal to strike, it is
not certain that the workers will win.
When workers lose a long strike, it can do
damage to the workers and the union. Once
the employers have won, they will do every-
thing that they can to ensure that the
workers stay weak. They will know that the
workers will not come out on strike again
if they victimise the strike leaders. So
they will sack many.of the strongest workers.
They will begin to push the workers harder,
and they will do everything that they can
create disunity

For these reasons it is important:

(a) only to risk a long strike for a very
important issue “x

(b) never to strike unless you believe that
you have a very good chance of winning

(c) never to start a strike unless you are




