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Managing downscaling

a social plan for the mining mdustry

he South Afncan mining indusiry
currently employ s less than
SO0 OO warkers In 1987, the figure
stood at over 750 000 The majonty of
workersin the indastry are employed on
the polld mines
Duning the last year and a quarter over
30 000 workers have been retrenched A
further 310 D00 sere dismuissed
The cnsis in gold mimang is the result of
a gradual downscahing process While
South Africa still enjoy s larpe reserves of
unmined godd, it is buned up o five
Mlometres undernground This makes
mining much more expensise It is
possible that, in 50 years time, the
mineable ore will have been depleted

Summit

Employers have laid the blame for the
most recent job losses on the decline in
the pold pnce.

While this factor cannot be ignored, the
UM belicves that, in mzany instances, it
has not been the main reasan At the
Hartheesfontein mine in Klerh<dorm, for
cxaample, 5 000 jobs are currently under
threat Last year, the mine was forward-
<¢lling its gold at $320 an ocunce, nell
abmc the January 1998 pnce of $280-
$2X)

It ~cems that employers have been
using the gold price as an excusc to
mechanise and lay workers off. Profit
maximisation, mather than the interests of

Early this year, the NUM
initiated a gold summit to deal
with the current crisis in the
gold mining industry: A social
Plan to manage downscaling
was at the heart of the wirion’s
demands. Devan Pillay reporis.

worhers, their families and communities, §s
ther pnmary concern

In cesponse to thus cnisis, the NUM
called for a pold summit at the end of
February In January, the union sent
imitations ta the summit 1o <even
government departments (Labour,
Minerls and Energy, Public Works,
Finance, Cducation, Water Affairs and Trade
and Industry) and the Chamber of Mines
Fraternal organisations, including COSATU,
the SACE, the ANC, the NGO Cozlition and
smaller mining unions, were ivited as
obseners Thie union then set about
working on 1ts proposals for the summit

Background

In 1991 a miming summit was jointly
comened by the NUM and the Chamber
of Mines Job losses were mounting at the
time, and the union foresaw further losses
0 the years to come.

At this summut, the union called for a
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social plan (o manage the gradual

downscaling of the industry, The union

wanted a planned process 10

O Minimise job losses by making
management more efficient, and
prolonging the lives of marginal mines
foras long as possible.

) Genermte alternative forms of
employment in mining towns and
labour-sending rural areas in the short-,
medium- and longterm.

O Cushion 1he effects of retrenchiment
through counselling and retmining.

This proposal was met with firm

opposition from both the Chamber and

the apartheid government (in particular
the Department of Minerals and Enecpy,
which, until 1996, was under the control
of the National Party). Theic view was tlhat
the downscaling should be left 1o market
forces, and the piecemeal efforts that went

with that In the ¢nd, the summit issued a

broad declaration of good intentions, and

locked the parties into endless working
groups The working groups eventually
folded, having achicved very little,

Since then, the union has made
repeated attempts 1o get government and
the employers to take up the need for a
co-ordinated downscaling plan, as
occutred in Northern Eurape, particulacly
Germany.

Frnd

In 1993 the union marshalled its forces to
try and persuade employers 1o apree to a
social rehabilitation fund This was
intended to meet the costs of future
restructuring and retrenchments at mine
level. Demands around the fund were
taken to the annuzl wage negotiations,
They mct with solid resistance from
employers Some mines - Durban Deep,
Harmony, CRPM and Grootvlei - gave the
union the right to negotlate on 2 social
plan, but no formal agreements were

reached, as these marginzl mines could
not see how they could build up the
reserve funds needed for such a plan.

It became clear that a social plan
needed to be accepted for the industry as
a whole. Healthier mines needed to start
immediately to build up reserves for when
they, too, became marginal.

After the election of the ANC-lcd
government in 1994, the NUM succeeded
in getting the social plan - amended to
apply to all industries ~ onto the Nedlac
agenda. After almost three years of
negotiations, 2 much watered-clown
version, which places little obligation on
employers, may be agreed upon.

The union also ook the plan to the
Labour Market Commission, where it was
discussed and incorporated into the
Commission’s 1996 report. Strong
opposition from ecmployers resulied in a
proposal that the funding of the plan be
left to foreign donors and government.

The NUM also sought to ensure that a
social plan for the mining industry was
incorpeonuted into the Green Paper on
Mining and Minerils, a draft of which was
submitted to the new ANC Minister of
Minerals and Enerpy, Penucl Maduna, in
September 1996

By the end of 1997 the Green Paper
was still sitting with the Minister, The
piecemcal, unco-ardinated approach to
downscaling remained the rule, with little
change in the thinking of mining
employers and, seemingly, the state.

Demands

The NUM felt that another sumimit was
nceded to spur things on and arrest the
prowing crisis in the industry. This titne
around, the unlan was determined to
avoid the 1991 experience. [t wanted 2
summit that dealt with concrete proposals,
with binding commitments on cach pacty.
The union declined the Chamber's offer to

8

SA Labour Bufletin



jointly host the summat It wanted to
control the proceedings from start e
fimish The eapectanion was that, gnen the
nature of the cnivs, and the hogh profile 1t
accupred in the media, there was hittle

chance that the Chamber or govermment

would spurm an invitation to attend
Dunng the run up to the summt, the

SNUM released an outhine of jts ey

propesils, and circulated thas to the

Chamber and gosernment The Chamber

un turn released s 16-point plan, which

the union felt was hittle more thana

‘motherhood and apple-pie’ statement,

contaneng nothing of substance The

NUM's proposals nere much more

specific. They revohed around the

following proposals (many of which were
axpancions of the 19¢1 submissions)

3 Minerals are a natonal asset Pnvate
mimng companies are mining these
munerals, in the first instance, on behalf
of the country as a whole, Unlihe in
manufactunng, where sharecholders can
oxXpect 2 maximum return on their

SOCIAL PLAN

imvestment, through the «ale of value-
added commuodities, mining should be
conducted in such a manner that profit
mxximisanon s subordinated to the
national interest

T The mining industry peeds a social
plan, which makes provision, well
belore sworhers are retrenched, for the
future well being of workers and
society at large. The plan must be an
integral part of the long-term
management of downscaling :in the
industry, as opposed to the current ad
Iroc approach adopted by employers

Moratoritim

In order 1o implement the social plan, the
NUM sought a moratorium on
retrenchments, and greater government
intenention - iminally through z
‘gatchecper’, which grow s into a statutony
national commission on downscaling The
role of the gateheeper would be to ensure
that employers seck alternatives with
gorernment and the union hefore they
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make a final decision on retrenching
workers

The NUM's experience has been that,
where the union has intervened and
conducted its own investigations into
blockages to performance at mine level, it
has often prevented retrenchments. The
union wants employers to embrace the
concept of world class mining, which,
amongst other things, means flattened
management hierarchies, more efficient
management practices and greater worker
empowerment for informed decision-
muking.

For this to succerd requires an
industnal relations system that embodies
respect for human beings that our new
Constitution entrenches - human dignity,
equality, freedom and democracy.

The union also supported continued
stiate assistance 1o marginal mines.
However, unlike in the past, where
government merely doled out a subsidy, it
argued for targeted, socio-economic
investment, where the social plan is an
integral part of the prolongation of the life
of a mine and the community that
surrounds it.

If, after all avenues have been pursued,
workers are still retrenched, the union felt
that this must happen at the point when
counselling and retmining has already
been embarked upon Retmining and
reshilling needs to occur within a wider
steategy of stimulating altecnative
econonic activities in the rurl areas and
towns that retrenched worckers retuen to,

The Mineworkers Development Agency
(MDA), an off-shoot of the NUM's
Development Unit, had been
experimenting with these alternatives for
a number of years on a small scale, with
S0Me success,

The newly-established tripartite body,
the Minlng Quualifications Authority, is
another arena within which the NUM is

operating to improve education and
training on the mines.

The vnion noted that the Green Paper
on Mining and Minerals, Department of
Minerals and Energy, which was finally
released for public discussion in early
February, had placed the social plan and
an advisory body to deal with downscaling
an the agenda.These are, however, very
broad propaosals.

Firmer agreements necded to be
reached that would prevent the
destruction of work, save jobs, create new
jobs and ensure the implementation of the
social plan,

The NUM also noted that labour for
South African mines is sourced from
countries in the southern Afcican repion -
Lesotho, Mozambique, Botswana and
Swaziland These countries raised funds
abroad in the name of these mineworkers,
but such funds rarely benefited the
workers or their families The union
argued that there is a burden of
responsibility on the government of these
countries to channel such funds into
social plans that will benefit mineworkers
and their families

The summit

The union kept contact with key
individuals in povernment and the
Chamber during the run-up to the summit,
50 as to ¢nsurce its success. The idea was to
iry and reach agreement on as many issues
s possible prior to the summit, and to
issuc a joint declaration pointing to arcas
of agreement, and areas that still needed
further discussion, Right up until the eve
of the summit, however, it became clear
that the Chamber had little to offer There
scemed to be wide differences amongst
Chamber members regarding the NUM's
proposals,

Gavernment, on the other hand, pulied
itself topether, and, to the union’s surprise,
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accepied most of the proposals Tt
supported the estabhishment of a
gatcheeper, catling it the Gold Crasis
Committee (GCO), which would act as a
forerunner to the Advisory Board
mentioned in the Green Paper Thie only
issue ot differed on was state assistance 1o
matgnal mnes

This strong support from goyvernment
threw the Chamber into confusion Dunng
the evening of the Gest day of the summit,
the union met with povernment and
produced a draft declaration, which, after
prolonped caucusing amongst employers,
was cventually adopted by all three
parucs Government agreed to iny estipate
the frasiibiny of state assistance 1o
marginal mines

The declaration also placed a
mofalonum on retrenchiments until the
establishment of the GCC

This was a momentous victory for the
NUM, afier yeans of frustration Finally.all
parmes apreed 1o the management of
downscaling in the industry - although
further agreements still have to be ccached
regapding the dewnls and the funding

The GCC

The GCC consists of three cahunet
ministers (Labour, Mincrals and Energy and
Public Works), three NUM representats es
and three Chamber reprosentatives, with
alternates It mects mast Monday s

A sccrelanat compnsing 2] three
partics has been formed 1o ensure
continuity betneen mecungs The
chairpersonship s rotated amongst the
ROA Crmment manisters

The main task of the GCC js 10 recene
notice of all larpe-=cale retrenchments
from employers,and oblige the affccted
panies to seck altermauves 1o
retrenchment. Many jobs hasve already
been saved as a resuli of this (thrmough
measures such as extended leave and job

<haring}

Where retrepchment is unaveidable, a
second notification has to be gnven,
leading to the implemenation of the
social plan {details of which still necd to
b agreed upon)

Things began very smoathly However,
it soan dawiied upon the union that <ome
mines were intent on using the GCC o
rubberstamp metrenchments Thie NUM
woiced strong disquiet at such attempts 1o
undermine the GCC, prompting a htlateral
meeting between it and the Chamber

Task teams

The GCC has also set up tash teams to
iny estigate arcas contained in the
declamation, including

Q smate assistance 1o marginal mines,

O adapting the Nedlac social pian to the
mining indusin,

Q) beneficiavon and market deyelopmient
of gold,

O ensuring the correct balance between
lzbour-intensive mining and labour
sning technology,

O gold price stabilisation

The NUM now awwts the publication of

the White Paper on Mining and Minerals,

w hich will hopefully speaify the terms of

reference of the pmoposed Advisory Board

The union would Like to see a dedicated

statutory bedy which will take over from

the GCC and manage the full process of
downscaling - including sumulating
altcrmativ e industrics, small and large, in
mining towns and rural areas where
mincworkers come from.

Gold mining has 30 to 50 years of hie
left. If the gradual denuse of the industry is
properly managed, much hardship - for
minew orkoers, their familes and the
cconomy as a whole - can be avermed *

Dt an Fillay is the bead of rescarch at the
NUAL
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