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REPORT ON TRAIN OF THOUGHT MEETI NGS HELD

I N SOUTH AFRI CA | N FEBRUARY/ MARCH 1993

V. | NTRODUCTI ON

A series of neetings of SAAEP Fellows, entitled Train of Thought,
was held in South Africa in February/March 1993. The purpose of
this report is to explain the background to these neetings; to
provide a summari sed record of the discussions, comrents and

poi nts made at the meetings, together with some associ ated
reflections; and to indicate what foll owup action is proposed.
BACKGROUND

Fel | ows neetings have been a feature of SAAEP activity since
1989. The focus of neetings reflected the changi ng needs for
information as the situation in South Africa devel oped. At

first, the npst inmportant need was to bring Fell ows together and
to create a forumfor discussion about South Africa s politica
and econonmic situation and their future role as trained
professionals in a new South Afri ca.

Meetings gave Fellows an opportunity to voice doubts, conplaints
or worries about their programmes or future plans and gave SAAEP
staff insight into their main concerns and the problens to which
SAAEP coul d respond. Visitors from partner organi sations, some

of our funders, representatives of industry, and careers advisers
attended neetings and nade a contribution

After 2 February 1990 questions about the organisation of returns
were on the agenda. More recently, the Fell ow neetings have’

i ncl uded workshops to develop skills for job-search. The process
of returning to South Africa has had several stages including
prelimnary visits for interviews before conpletion of programes
in the UK Infdrmation fromvisits has been fed back at Fell ows’
nmeeti ngs.

It soon becane clear that Fell ows were encouraged and supported
by these weekend events as well as gaining useful information.

It becane evident that a SAAEP network was grow ng up

In the course of 1992 the idea of a SAAEP association in South
Africa was put forward, both in the UK and at informal gatherings
of SAAEP Fell ows held in Johannesburg, Durban, Cape Town and Port
El i zabet h.

TRAIN OF THOUGHT MEETI NGS

The aim of the Train of Thought neetings in February/March 1993
was to |l earn what Fell ows experienced after return to South
Africa and to find our what advice they could give SAAEP for the
future, as well as to explore possibilities of an association for
SAAEP Fellows in South Africa. It was prohibitively expensive to
gather all Fellows at one centre and it was, therefore, decided
to hold three regional neetings in Cape Town, Johannesburg and
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Durban. In addition, a further neeting specifically for ANC
Public Sector Fellows together with nenbers of the ANC Civi
Service Unit was held in Johannesburg. These neetings were
attended by a total of nearly 100 SAAEP Fellows. In addition
the regional neetings included participants from anbngst our
South African partners as well as the Fellows and representatives
of our sister Canadi an organisation, the Southern African
Educati on Trust Fund (SAETF); the Chairnan of the SAAEP Trust ees
"and SAAEP staff.

A summary of points covered and coments nmade at these neetings
by SAAEP Fell ows and other participants is attached in the form
of an Annex. Sone of these points bring out a sharpness of
percepti on about the current situation which would be lost in a
bl ander form of summary.

SOVE PRELI M NARY CONCLUSI ONS

The | npact of Training |Investnent

Trai n of Thought enabl ed SAAEP to begin to assess the inpact of
the training investnent nade by SAAEP funders. Fell ows had
definite Views about the inmpact of training since their
experiences following their return to South Africa were woven
around their reception as trained individuals. Jobs, salaries,
houses, social status, the welfare of their fanmilies are al
affected, not only by the econonic climte, but also by the
climate of managenent within conpanies as well as by the view
taken by bl ack communities of highly trained returnees.

Fell ows said that training nust nmake an inpact. The inpact of
training is affected by the foll ow ng:

- nunbers trained and | evels of training

- the recession in South Africa

- the willingness of enployers to invest in the future

- the .rigidity of views of sone enpl oyers about

qual i fications obtained outside South Africa

- the rigidity of view whiche relies entirely on paper
qualifications and is unwilling to assess standard of
performance and practical achi evenents

- appropriateness of training

- in sone cases, the welcome by the top managenent of

conpani es and the cool ness of the m ddl e nanagenent

- proving yourself on the job

- conservative resistance and change.

It will take tinme for Fellows to evaluate the inpact of their
programes effectively and to discover whether their skills are
bei ng used. The key question for new bl ack managers may be how
to co-exist successfully with white m ddl e managenent .
"Training should nake an inpact." Sone further analysis of what
this neans is necessary. It is a different way of saying_that
training should relate to transition and. to the change and
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transformation of institutions. Questions nust be asked about
the intensity of training, duration of progranmes, strategic

pl acenent of those trained, continued support of those in
position, replication of courses, and follow up and nentoring of
trained people in post. t

Affirmative Agtion

Affirmative action may necessitate a |onger | ook at the need to
encour age top managenent to take on the responsibility of
retraining mddl e nanagenent. Political change will clearly

af fect the speed of adaptation by white m ddl e nanagenent. New
structures to effect consultation and devel op arrangenents for
change will be required.

Affirmative action remains a difficult term hedged about by al
sorts of cautionary views, such as "does affirmative action
within present structures nean that the structures thensel ves are
accept abl e?" Appoi nt nents which should be nmade on nerit are
sonetines treated as affirmati ve action. The danger of
"tokenism' still exists. The inpression made at neetings was
that there was not a clarity of view or |anguage to deal with the
probl ems of advancenent.

A nunber of Fellows indicated the need, as part of their

conti nui ng devel opment, to becone effective in challenging
positions. Experience, rather than formal qualifications, should
be regarded as the basis for affirmative action

SAAEP - The Question of Dependency

The question was rai sed whether sonme Fell ows nmay have becone too
dependent on SAAEP and were waiting for things to happen instead
of addressing the issues thensel ves. For those who went back
into jobs without too much delay, there was a great deal of

| earning to do, but there was a context and opportunity. Those
who did not find jobs soon have suffered a | oss of energy and
some have becone denoralised. Fortunately there are few SAAEP
Fellows in this position and one of the effects of the Regiona

. Meetings was to bring sone of those jobless individuals into
touch with Fell ows who were already placed in jobs. A helpfu
network has al ready been established as a result of these
encount ers.

Trai ni ng Continuation

An inportant question was raised about training continuation in
South Africa and increasing the existing investnent in

i ndividuals by a continuation of the process of training.

The question for SAAEP may be how to persuade South African
organi sations to take up individual training and invest in the
career devel oprent of blacks by, say, providing opportunities and
experience in different branches of a conpany of overseas. In
sone cases conpanies may be willing to help through in-sgrvice
trai ning.
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The heart of the matter seens to be that Fell ows are not
necessarily convinced that the doors which have opened so far are
taking theminto the centre of the house - they may still find
thenselves in interlocking passages on the outskirts. The

probl ens for incomng trained managers and also for the old
managenent structures are different states of nmind, particularly
in regard to the speed of change and the col our of those taking
mai n responsibilities.

"SAAEP ni ght need to consider encouraging a support base (in
South Africa) for many of our (disadvantaged dare | say!) people
who will be returning to various organi sati ons as nanagers,

wor kers, adnministrators etc. In the probation service in the UK
there is a black officer support systemto enable people to off

| oad, test ideas etc. In South Africa something simlar may be
needed to enabl e people to deal successfully with the hurdles
ahead - whether it be racism narginalisation or gender
discrimnation. | think bases |like those build on one’s
strength." (Conmment by Fellow. )

Trai ning and Leadership in the Conmunity

A further COHCA Tl was around 1lthe need. to contribute at the
conmunity | evel. Some Fell ows gave the inpression of finding
thenselves in rather isolated positions because of the |ack of
trained individuals in communities. Their peak of achievenent
made them feel exposed. It was suggested that if trained Fell ows
had perceived thensel ves as the "Departnent of Eagles", it was
now i nportant to becone the "Departnment of Ants."

This remark seenmed to sum up the experience of being dangerously
i sol ated from what was happening at comunity level. It may
point to the need to nmove towards in-country | eadership training
programes at a. much nore basic | evel than SAAEP has been
accustoned to take on. However, there is an exanple through the
conmunity sports adm ni stration progranmme of how to develop a

| eader shi p team which can then devel op training in-country and
spread the network of trained people into different communities.
Ext ernal Traini ng

On the question of external training, the consensus was that
there was no substitute for external training and that it should
certainly not be dropped fromthe agenda in favour of al
training being carried out in South Africa. However, it was
consi dered that selection for external training should be very
careful ly done and should involve fewer people in the current
situation and that it mght well be npost appropriate for
speci al i sed areas of attachnents and progranmres.

Begr _ui bm en_t

The question of recruitnent cane up a nunber of tinmes. There is
a general feeling that political recruitment is too narrow and,
furthernore, that 'jobs for pals’, patronage and training as
reward for long political service should now be abandoned. This
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rai ses the question of how the sel ection process should be
carried out for the surge of activity around Cvil service and
| ocal governnment training which is undoubtedly ahead.

SAAEP' s practical interest in the process of recruitnment may
continue to be useful and networks established over the past
years wi |l provide guidance about priorities.

It is possible to advertise nationwi de to start mustering

i ndi viduals who are interested in noving into the public sector
as opportunities are opened. This is a mgjor task which would
entail sifting through applications, making shortlists,
consultation with regi ons about interviews, and the |like; but
this my be the only way ahead.

Devel opnment of Work Experience in South Africa

A number of questions on the devel opnment of work experience in
South Africa cannot yet be answered. Through the UAC, the
Institute for Local Governance and the UDW initiatives for work
pl acenent are being tried out. There seens a long way to go to
make the idea and practice of work experience acceptable and for
it to be regarded as a serious way of furthering skilled

devel opnent, both for conpanies and organi sations and for the
country as a whole. Possibly the offer of jobs after

sati sfactory work experience will prove the nost positive way
f orward.

NEXT STEPS

SAAEP undert ook:

1) to circulate a record of the meetings

2) to explore the possibilities of an association

3) to explore the possibilities of a newsletter

4) to consult further about the possibility of association

wi th ot her bodies, such as The Bl ack Management Forum



ANNEX

SUMMARY OF PO NTS AND COMVENTS MADE

AT TRAIN OF THOUGHT MEETI NGS

Sunmary of Points and Commehts nmade by Participants

The devel opnent of human. resources for the transition to a
denocratic South Africa requires affirmative action in both the
public and private sector and NGOs. Gender issues need to be
addr essed.

Questions of how training can relate to the probl ens of
transition need to be answered. It is necessary to draw on
experience in both the public or private sector and to study the
interaction of sectors.

Questions to be discussed are:

VWhat is affirmative action?

VWhat can the public sector learn fromthe private sector?

What -can the private sector contribute to training?

Can "work experience" be devel oped in South Africa?

What shoul d be the bal ance between internal and external training
pr ogr ammes?

VWhat periods of training should be offered - short and intense
or |onger?

VWhat training is required for policy research?

VWhat are the priority areas for training?

What is the outcone of SAAEP investnent?

I's the best use being made of this investnent?

Human resource needs and training priorities

This requires nore integration between organi sations in South
Africa and deci sions about who shoul d go abroad.

CGovernment and busi ness should jointly assess | ong-term needs.
There is not accurate information on what the country needs and
what skills it has. Skills may not be certificated.

NOTE "Beyond Aparthei d' Conmonweal th Secretariat report which
assesses priority needs for sectors. '’

The questions: "Who are we training?", "Wiat are we training
for?" are not clearly answered.



Priorities

The difficulty of defining priorities is partly because of the
di fferent enphasis on short, mddle and | ong term needs.

They tend to be spoken about in one breath. It is dangerous to
focus solely on the short term

“Traini ng should nake an i npact.h

In South Africa there is confusion about objectives and there is
conpetition for resources.

Transitional Executive Council proposals indicate the i mediate
need for devel opment of staff. The Executive Council and Sub-
Councils in Foreign Affairs, Defence, Mdia, Finance, Local and
Regi onal Governments will require a core of individuals’

know edge all about our policy and problens of inplenentation
Sone argue what is required is a culture of managenent

A smal | er nunber of people should be trained at very high | evel.
I ncreasing nunbers trained at mddle level will begin to produce
a culture of managenent.

There is also the need for nore high level training with broad
functional skills for managenent.

There is a lot of poor training, curriculumof public

adm ni stration courses should be reviewed. It is a soft option
and the qualification produces 'machines’. Skills devel opnent.
is required by the econonmy and flexibility. There should be
networ ki ng to change attitudes.

Programmes of training and work experience need to be organi sed
and eval uat ed

Students/trainees on attachment require a nmentor.

Organi sations shoul d be encouraged to train enpl oyees and to take
affirmative action.

Sel ection of Candi dates and Trainers

Peopl e who have been trai ned should begin to set up a recruitnment
system defining the type of training and area of expertise.’
Non- partisan recruitment is necessary.

NGOs coul d organi se sel ection and recruitnent.

Direct training is necessary and so is training of trainers who
wi Il have to change the col our, structure and gender of
institutions.



The enphasi s must be on bl ack trainers.

A register fromwhich individuals could be drawn shoul d be
conpi | ed.

Internal and Externgl Trainings

Br oadeni ng of skills training can be done in-country.
Speci al i sed training should be done externally.

Ref |l ecti on on external programres indicated, their range and
useful ness. They had offered experience which could not be
acquired in South Africa. Experience in Southern Africa and

ot her devel opi ng countries would be val uabl e. Southern Africa
will be particularly inportant.

There is nothing to replace external experience.

Accreditation

"We are not reinforcing the diplonma disease, but returned

i ndi vidual s needs accreditation for training. They may need to
transfer fromone job to another."

The val ue of work experience has to be spelt out.

A national skills audit is required.

Sone skills have been acquired by "a process of experience" not
by qualification. Lack of accreditation should not create a
barrier to the use of these skills.

Maki ng use of training

There is poor use of existing skills.

What enabl es individuals to nake use of training?

Political changes are needed to enable individuals to use what
t hey have.

The use of human resources and skills w thin organi sati ons needs
to be critically exam ned.

Possibilities for using skills on conpletion of training
progranmes cannot al ways be found w thin organi sations.

It is not easy to make an input on return fromtraining.

"How do you get over being hostage to organi sati ons which do not
wel cone new i deas?”

I nnovations and transform ng of skills in South Africa should
foll ow on external training
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"External and internal training should be conbined. They shoul d
bring about cross fertilisation."

Training of trainers is necessary.

Sel ection of candidates for jobs

An ol d fashioned qualification base is often still required.
Candi dates for public jobs may be in universities or NGOs.

Jobs for pals should be stopped.

A nmodern agenda should be created to prioritise adm nistration
requi renents and sel ection of candi dates.

Need to consult with Professional Associations and sinilar

bodi es.

What ki nd of radical Change in associations and institutions is
necessary to get themto open doors?

Affirmative action - caution is necessary

The plea for this is sonetines based on the supposition that the
"system is fine.

But the system has to be changed. Training and re-training of

i ndividuals already in the systemhas to take pl ace.
Affirmative action is sonetimes used for individuals who can
conpete on nerit.

South Africa is not a nornmal society.

Bl acks shoul d be drawn in as trai nees for managenent.

Trai ni ng shoul d be continuous process for individuals

The responsibility of those trained is to train others. This
shoul d be a conmon objective. -

Training is the bedrock for creating resources and wealth.
Training is not only for the period of transition, but is a |ong-
termcomm tnent for nation building.

Thefe nust be a "critical nass" of skills. Note that some
African countries have becone dependent on external skills.
There is too much of ad hoc unco-ordinated initiatives. Sone
organi sations are flooded by offers of training.

"There are teachers and nurses - but you can’'t run a country on
t hem al one. "
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COVMMENTS ON SAAEP PROGRAMVES

SUMVARY

Training is needed to develop skills for both the public and
private sector and NGGCs.

Gender issues should be addressed as a part of training

pr ogr amres.

Ext erna; programmes, attachments and wor k- experience shoul d be
continued on a sel ective basis.

Return shoul d. not. be the end of training. Continuation of
enpower nent training should take place in-country.

Trai ni ng progranmmes shoul d be devel oped in South Africa.
Conments on particular difficulties on Return

Structure on return and report-back systens are needed.

Finding jobs in specialist technical fields.

There is still "tokenism' and affirmative action is needed.
Tokenismis sonetines seen as affirmative action

A nunber of Fellows are not working in their own fields.

Sone trai ned peopl e have nowhere to go.

There is not effective co-ordinati on between SAAEP enpl oynent
openi ngs.

Wil e Fell ows are unenpl oyed, sonme could assist in training and
policy research. This could assist Fellows and nake t hem nore
mar ket abl e.

Advancenent prospects are open to question

Further training of SAAEP Fell ows may be feQuired.

The job market shows there is protectionismin South Africa. The
view that local training is best can exclude individuals trained
out si de Sout h Afri ca.

There is suspicion of external qualifications and conservatism
i n conpani es.

Pressure shoul d be on conpani es and al so on professiona
associ ati ons and Hurman Resource Organi sations to open up
opportuniti es.

Training overseas is in a different culture and on return racism
and ot her obstacles are encountered. There is also the
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difficulty of black perceptions. Some bl ack see those qualified
abroad as a threat.

Qpportunities for jobs in small conpanies as well as corporations
shoul d be explored. ’

There is no formalised structure of what happens after training.
Returning Fellows find that practical experience in another
country does not necessarily equip themfor South Africa.
Returnees are rejected despite good certification

SAAEP and SAETF should network with nore conpanies.

Broadening of Training Initiatives

Trai ni ng opportunities nmust be broadened.

"Departnent of Eagl es nust be succeeded by Departnent of Ants."
VWhat is the responsibility of SAAEP for grassroots training.

it is necessary to "go deeper and deeper into the conmunity."
Expefience should be the basis for affirmative action.

SAAEP Associ ation

SAAEP Fellows in South Africa should neet nore often and branch
of fi ces shoul d be opened.

A network shoul d be devel oped.

SAAEP m ght becone a chapter of taaaBMrtsaa. Contact shoul d be
establ i shed with other organisations. Individual Fellows should
convey information about conpani es to SAAEP

SAAEP Fell ows may need to conpare notes on return experiences
rel ated to managenment problens and the entrenched culture as well
as to cope with unenpl oynent and probl ens of the recession.
There is not a network for those qualified abroad. Networking

wi th professional colleagues is necessary.
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