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THE STATE, PLANNING AND LABOUR: TOWARDS TRANSFORMING THE COLONIAL
LABOUR PROCESS.
By

NELSON P. MOYO

INTRODUCTION
Zimbabwe inherited an economy characterised by uneven
development, possessing on the one hand a madern industrial and
commercial aesctor which was primarily designed to serve the
interests of the minority white settler cammunity, yet ane which
was notably dependent on foreign monopoly capital and technology,
and, on the ather hand, & low productivity amd generally
underdéveloped peasant sector. These colonial teatures of the
economy were summarised most vividly in the first government
gconomic policy statement, Growth with Eguity, (1991) in the
following terms;
"ecanomic explaitation o+ the majority by the tew, the grossly
uneven infrastructural and productive development of the rural
and urban economy, the lopsided control of the major means of
production and distribution, the unbalanced levels of
development within and among sectors and the conssguent
grosely inequitable pattern of income distribution and of
benafits to the overwhelming majority of the people of this
country, stand as a serious indictment of our society. So does
the imbalance between predominant foreign ownership and
control of assets on the one hand and, on the other, limited
local participation as also and more especially the past
colonial disposaession of land and ather economic assets and
the conmequential impoverishment o+ the masses of the peaple
e p. 1)
Emphasising the point af linkage between the two sectors, the
Three~Year Transitional National Development Plan (TNDP)
1982/83-1984/85% said, “the two sectors, however, are not

functionally separate and of particular importance in this regard

is that the one, the modern sector, has historically fed on the




other'. The above two statements together capture, on the one
hand, the essence of the problems and contradictions of
capitalist development under colonialism and, on the other, the
urgency of tgckling those problems. The policy document went on
to state the gnvernment‘s.determinatian to undertake "a vigorous
programme for the development of the country" with the ultimate
objective of establishing "a democratic, egalitarian and
socialist society".
But the achievement of the goal of growth with equity, let alone
that of a truly socialist society, is not an unproblematic‘#
process as the experience of other third wnrl& countries which
have embarked an this path has shown. For this will involve a
number of interrelated and sometimes contradictory processes
invalving, on the one hand, the need to transform the colonial
economic structures while, on the wther hand, and because o+ the
necessity to avoid economic collapse or chaos, preserving
productive forces. The preservation aof the productive forces has
crucial signiticance in Zimbabwe not only because their
development had reached an advanced stage under culaniagkule but
also because of the instructive experiences of Zimbabwe’s closest
neighbour and ally, Mozambique.
The need to preserve productive forces was stressed in the
introductory chapter of the TNDP which said,
While the inherited economy, with its institutions and
infrastructure, has in the past served a minority, ¢ would be
simplistic and, Indeed, naive to suggest that i1t should,
theretore, be destroyed in order to make a fresh start. The
challenge lies in building upon and develaoping on what was
inherited, ..." p. &.

These concerns are real and every socialist experience must

canfrant them in one way or another(1).
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_ButAéiQnrd of waphéng }5 perhaps apﬁrupriéte here. What we are
'séyipéjisvfhai eve# ;f:a party a&dlihe 5t;;; are committed to
ﬁbq%{buétiég anci%liaﬁ,'tﬁg is;he;of prgsgrying and developing
p;ndu¢£§§evfngcés,land of sim#ltaneously_tra;s+urming:existing-
prududtjonrfelatisns.is one ri&died w;£h tén5iun5. Moreover, as
Leniﬁ_knegrwell, and aﬁ_ghe-Chinése alsa stressed thfuugh their
- ;xperieh;e, these tensions aléu reflect claés struggle(2). fhis
isxvéry mucﬁlthe case in Zimbabﬂe as we ‘shall show later. . Thus
while trﬁns+nnmation is a p}ntpactéd'pnucess, théré'are definité
fuf:éé within so;iety ;hoihayé no iqtérest to do so, and these
wilf‘pften hide as well behind thé emphasig on preserving
‘ prnﬁuctive forces. ‘
We must ei;bératg a little +Qrther on this point. PFoduEtive
¥érce§ davnot exist in a vacuum; but bear the stamp af the 5;cial
réléﬁipn; ot producéian. What }5 inherited t+rom the past is nn?
j#§E techn61ngié5 and péople with varying skill levels, but
E;pitalist-labnur processes set within capitalist relatianslnf
p;oductian.Which themselves. are sitqated jn varying concrete
cnntegté-; ;niunial settler;basqd capitalism in Zimbabwe with
however str;ng dnminance.of foreign Eapita}.
iihé task is to transform the colonial capitalist labour process.
It.is~important, in this resﬁect, tn'understand the labour
ﬁpéer{labaur di;hatumy, the crucial concept in Marxist economic
theony»tﬁat deiiheates the essential nan;ex:hange relalinn; of
the caﬁi£a1i5£ economy. Labour power, the commodity which is
_ek;hanged.in t%e labour market, fs the human capacity to work.
Lapnqr, dn_ﬁhe ather hand, "is the.active, concrete, living
:pfoéess carried on by the Gorkersi its expression is determined

not only by labour power but also by the ability ot the
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capitalist to explﬁit it® A(Gintis, 1976, p. 37). Tge aim af the
capitalist is fn extract as'much surplus value as pnssiblelfram
the {abourer. Three +act;r5 determine the extraction of surplds
value: +irst is tﬁe length ot the working day, i.e. the number
af hdurg that the labourer Has to work each daysi Eeennd is the
intensit§ ot labgur related to.hnw hard the labnﬁrer works or is
dripen or thiv;ted by thé cépitalist employer; third is the
prodﬁctiveness ﬁ+ laboﬁr wﬁiéh re%ults i; more goads being
produced in the same amoun£ af time and.with the same intensity
of labour. Thelbringing together o+ large numbers o+ woarkers
under one roof requires control and cé-éréinatinn. Under
capitalist relations aof production such cantrnlAtends ta be
authnritérian and cnerciQe (3).

Al though Eﬁme recognition is given to it, transforming the labour
process is generally seen as being outside the daomain of
planning.

in Eumﬁary, planniné muét address the issue ot the transtormation
of the iabour proéesses if at all.it is concerned with advancing
socialism. The issue is not merely one D+.Eeizing the commandiné
heights of the economy through natianglisations, but also of
reorgénising ﬁruductinn-an& labour processes. Adﬁittedly, this
cannot be done ‘overnight, but a clear strategy is needed so as to
be able to identity tactical iﬁtérventinns; In this respect, the
concrete conditions needlto infarm strategy. In the case of
2imbabwe we need a clear understanding ot colonial history in
general and af the UDI periad in particular, for, auring the UDI
regime the state was not just a laissez taire state but a
strangly intérventiuniﬁt ane. rhe state itself invested

significantly in public enterprise within key sectors o+ the



econcmy and aided private as well as public cppital t6>
gubordinate blacik labour under their command.

Hence, the inherited ecanomic structure was camprised éf a
mixture af publiﬁ and private enterprises (the latter mainly
‘'under cantral of fareigw capital) and both relying heavily on the
‘state ta structure their pra#itabiiity thréﬁéﬁ keeping black
labaue cheaﬁ and :umbliant.“This is refleciéd in the nréaniéatiun
of the labour process and ot the employment relationship. Hence,
issdg& which will be af major cancern in the transition period
include:

- the question'uf-:un+idenge: nat merely thé tear of
natiunalisation; but also the questian of labour and its controls
- the incorporation ot Z2imbabweans into mamagement and ownersivip
within a baaically unchangéd structure at control;

- the staté and the working claass: will the state propel warkers’
pawver wWithin public‘anterprises and the private seztar ar will it
ally iteelt with capital ‘againet labour’

These are fundémental isques aof blanning which have become
fudged. My papef attempts to highlight their importance and tuv

put them back on the agenda.



THE COLUNIAL INHERITANCE

An.impnrtant feature o+ the colonial ecaonomy is that far from
being laissez faire, it was actually subject to close state
régulatinn 6r *planning’, especiaily with respect to the creation
af and continued reproduction of 1abo4p:ppwér. #6r example,
pre-World War II colonial developnent ﬁﬁieh‘centred around the
white agrarian bourgeoisie who were aided'ta capture large
portions o+ the most tertile and well-watered land +rom the
African peasantry was. not just a question of creating more land
for settler agriculture, but a way to restrict the scope of
peasant agriculture and of drawing labour from the peasanty.
Herein lies the origins of the 'success’ story of white
cammercial agriculture. arrighi (1947) wrote about the two main
consequences o+ land apportionment: tirst, it ensured an
expanding supply of labour to white farms, mines and industry as
the productivity o+ peasant agriculture progressively became
undermined and peasants were thrown on to the job marketf4) and,
second, it divided the economy into non-competing racial groups
by restricting caompetition on produce and labour markets as well
as other individual spheres(5).

Many studies that describe the impressive growth and
technological development of the manufacturing sector up to the
callapse of UDI tend to ignore the repressive labour regime that
accompanied it. The colonial form of production organisation was
based an very tight control over black unskilled and semi-skilled

labour by white managements. White workers, on the other hand,

formed a labour ’aristocracy’, which possessed the skills and

jealously guarded their *skilled' jobs. The state not only
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propelled the industrialisation process but also shaped the

conditions for cheap black labour while a?ting as a bulwark for
the white skilled warkers(4). But the expéns{un bf'?apitglist.
industry involved the neéd +u; the t+lexible use o+ labour and
came into conflict with the racial character of the divisinnvof
‘labour.

At +irst capitalist employers relied on unskilied 1abour
recruited on a migrani basis. With the rapid growth of irndustry
and the shortage ot skilled labour, many employers began to make
efforts to stabilise the African labour force for use in
industry. Many 'ﬁel+are' schemes designed to stabilise lahour,
such as hostel or compound éccummodation, rations, ?tc., were
installed. But broadening the base +or black.labour while
'keeping-£t‘:heap propelled changes in the organisation of the
tabour process, in the employment relation and the structure»n;
the labour ma;ket.

Major battles were tought between white skilled workers and
capitalist emﬁluyers who pushed ahead with job $ragmentation to
bring in sami-skilled A+ri:a6 NQrkars(?). The main aobjective of
the :apitallit emp loyers né- ﬁat just to 'demkill’ the white
workers bhut to use the less expensive semé—skilléa labour mare

flexibly and thus increase profits.

-The potential o+ semi-skilled Atrican workers since the beginning
o+ the Second World War was recognised by the Todd Select
Committee when it sald, “Since the beginning of the Second World

War.... there has been the beginning ot what can'+airly be

idescribed as an‘indﬁstrfal revalution. In the older industries

A@ricans have learned to do jobs o+t a-higher grade than

labourers’ wark and, in a number of cases, to do fully skilled
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wark. At the éame time new industries have been established an

- mass production lines whefe, except +or a small number o+
Euraopean supervisors and European eggineers to mainéain én&
repair the machine?y, practically the whaole laboﬁr torce cpnsists
at Africans;:and it has come to be realised that the aptitude of
Atricans +or this type o+ operative work, and the availabi&ity o+
large numbers aof them, is one of the most important facéoés '
tavourabie tao the'develupment ot modern secondary industry in
this country." (p. 5)

-.Uhile under the 1959 Iﬁdustrial Conciliation Act (Chapter 2&7)
the definition of ‘emplayee’ included all races, the.Act was nat
ﬂesigned tol+acilitate the grawth o+ Atfrican tr;de unions. Its
basic feature was caontral of u;registered trade uniaons, all of
which were Atrican. While unregistered trade unions were given
no status under the law they were nevertheless closely watched -
they were required t; natit+y the Registrar ot their existence,
supoly copies af their canstitution, keep bookg ot a;count, etc;
In presenting the Bill to FParliament the Minister respunsible(é)
admitted and confirmed that "to praovide for these éssuciatiuns is
nothing more than a control measure® (Col. 1547). Moreuver’ the
'ruad ta registratiaon was meént to be as hard as passible.
According to the Minister, the_Hill was not meant to "open the
door wide to full trade unian rights far all overnight." (Col.
1547)

The:change in the labour law was not a benevolent act. It was a
result of, on the one hand, the struggles and growing militacy of
the black labour movement and, on the ather hand, a respuase to

changes at the level o+ productian which brought blacks inta_

semi-skilled work. The 1959 legislation did not however apply to
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agricultural and domestic workers whaose conditions ot service

continued td be governed by the Masters and Servants Act.
Another important feature of the Act was the protection afforded:

to 'minority interests’ or skilled members of a trade union.

" While no person could be excluded +rom a trade union on the

grounds of race, colour or religion, the constitution of ; trade
union. could provide ';nr its ﬁembership'tn be divided into
branches on the basis of class of work or ente?prise or the place
of work or business or the sex or the race or cnlour of the
members, or obtherwise.Y (Section S0(3)(b) p. &4).°
During UD1, the Rhadesia Front gnvernmeﬁt took more steps to
protect and enhance Lhe interests of the white artisan class.
They tightened surveillencé over National Industrial Cuun:;I
AgreementlAand the arganisalkian af apprenticeship training. A
classic example ot the government’s protection ot white

]
journeymen was revealed in a confrontation between the Ministry.
of Labour and the Transport Uperators’ Association in 1976
$ollawing the recommendations of the sub-committee of the
National industrial Board o+ the fEanspurt Operating lndgstry set.
up to, inter alia, “investigate the wﬁru performed by unskilled
and memi-skilled employoes in the workshops af establishments in
the induitry'.‘ The sub-committee’s repart, which recommendédAa major
+ragmentation ot skilled jobs, was rejectad. by the Ministr; on
the grounds Lhat there were many operétiunﬁ.whi:h eilher -
intringed on journeymen’s work or could not be satistactorily
identified with the 'Agreements’ jaobs (a reference tc the hntnr
Industry Agreement which the Ministry claimed was the *parent
body®). Tﬁe Transpnrg Operators’ Association nbje:tedAstrungly

to the Ministry’s position and to the tact that certain sections
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af. their reeammendations had been referred to the Indusirial
Council a+ the Motor -Trade. Why should recommendatians ot a
sub-caommittee aof the Iﬁdustriél Board for one industry be
reterred t6 anuthér, they charged? They rejected ihe suggestion
that the Matar Trade was the ’‘parent body’ (¥).

The Rhodesian Front government also passed many amendments to the
Industrial Concliiat{on Act designed either to protect white
journeymen or to keep a tigﬁt lid over black :trade unions(1i0).
It is clear from the faregoing that colonial‘capitalism was nat
based on laissez +aire, but was characterised by a strong
interventianist state. Private capital had came to rely an the
state to 5uppor£ it, particularly with respect to labour. 1t
will want to perpetuate the pre-independence form of productiaon

organisatian.

PLANNING AND LABOUR IN POST-INDEFENDENCE ZiMBABWE

In this sectiaon we fécus an tﬁe implications of planning for
transtorming labour. in this respect, the land question and the
emanéipation of the peasantry have been in the forefraont of
past-independence policy debates. As we have seen, peasant
agriculture progressively became marginalised under colanial rule
thraough the exprnpriation.n+.+er£ile and rain-+ed land and
discriminatory pricing and marketing palicies: The communal lands
were thus reduced to ’labour reserves’, with able-bodied men
leaving to ‘seek wage emplaymént. fhese etfects were felt more
strongly in the areas with lower agroecolagical potential(ii).
aemittances of migrant labour became and continted to be a major

source o4 peasant incomes and, in some cases, a conditiaon of

agricultural development(12).
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The caoming -of independence opened up pussibilities far
restructuring the relationship between the state and the
peasantry. Real tranafarmation wauld require amongst other

measures 3 signi+icant redistributiaon ot gond land to. the

peasantry(13)., Tthis will create mare employment and incames far .

the rural population. It must be recalled that driving Atrican

peasants on to dery and intertile land was the major cause of

labour migrancy.- Pravisian of mare land nrust be accompanied by

changes in the +orms ot production organisation and in the spcial

relatians of production in farming. The resettlement programme

has progressed slowly with some 3& 000 households resettled by

1986 (141 . Among the obstacles ta a more thorough going, iand

redistribution programme is the Lancaster House Comstitution
whose "Bill of Rights® ‘pravisions restrict the gavernment’s

ability to acquire land except on a "willing seller willing

buyer® basis of tand that is 'underutilised’. iThe result is that

only abandoned tarms in the drier and poorer areas tave been

available to the government(15).

Moreaver, most of the resettlement schemes have been ot the HMadel

A type of individual plots rather than the Mode! 8 invaiving
co-operatives. fhe latter held_the promise o+ a real
transfurmatinﬁ of sacial‘relations of productian in tarming
has so tar taced immense problems due ta lack ot capital.
technical support and management(i&).

The attempts by government to en+arce changes in the =tatus
farm warkers, have mek with resistance from ihe large scalé
commercial +armers wha have responded by rapidly displacing

labgur for capital(i?).

Thus attempts at radical land retorm have ehcounteren <evere

1t

a+t
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limitations not only $rom the Lancaster House Constitution but
alsa from the perceived need to preserve the existing productive
torces while simultaneously opéning ap turther opportunities +or
individ;al agcumulétion which entrench interests against
+undaméntél change.

Faced by.all these problems actual government policy has shifted

channelling mare resaurces ta the communal areas, with

lesser e phasis on resettlement (181 Recent research shows that,

this wil: _fuel further differentiation in the countryside(19). It
has been sﬂawng moreover, that the past-independence increase in
marketed output by the peasantry has nat meant lesser
vulnerability ot its pooarer strata who continue to sutter traom
hunger and malnutrition(20). rfhis will accelerate the mavement of

the rural poor and unemployed in search ot wage employment at a

time when formal employment is contracting.

12



PLANNING AND THE COMMODITY LABOUR PUNER

The preceeding discussion has indicated that in the cnlckial
period labour power was a comquity but not set within thg
.framewcrk of a +ree market. ‘The context was, ra#her, o+ heavy
state intervention gnd political subjugation of the black working
class and the peasantry. A

Post colonial develapment:gannot theretore merely consist ot
liberalising or freeing the labour market from its racgally
segregated fragmentation, but must involve conscious steps to

al locate labour with the aim of reducing .unemployment and
prnvidjng Etaple liye}ihoods @n the prnducing classes. This is a
critical issue o+ planning. But wha# really has happened?

At independence, capitalists had two main concerns: hfirgé}y,
they were teartul abnutvthe prospect of .expropriation or
nationalisatian af their assets and, secondlv, thay were worried
about the laoss of control over labour as this was bound to
undercut their ;hanqes for further accumulation. These
conditions were guaranteed under the colonial state_which was not
sensitive to thg‘needs of %he black wnrk;rs and the pe;santry.
The +ear was that the blacklgnvernmgnt would give too much power
to the black warkers and that this could disrupt.the balance of
power in jndustry with serious consequences tor capitg}ist
accumulaiinn.' 1980 and 198t indeed saw Nild—catistrikes_and
challenges o+ managerial pawer by industrial workers. Amnng_the
main demands of the strikers were:l ‘higher wages, dismissal of
hated white managers/supervisors, reinstatement a+’_dj5missed
workers, etc. However, the government used its weight and mqral
authority to stem the labcur(unrest and inserted itselt betwéen

T,
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the capitalist employer and the workers as the guardian ot labour
discipline. Mo;e emphasis came to be placed on increased
productivity and the deveiopment o+ "good communications® between
wo;kers and employers. The call for discipline and stability was
to underscore the néed to preserve productive torces. But it was
clear also that the struggle was over the content of
independence.
Sachikonye (1986) has provided a usetul ;ccnunt ot the strike
wave of 1980-81(21). He, hawever,‘ﬁeéms to subscribe to the view
that the strikesywere "disorganised® and that they were a result
of "a poorvstate at cnmmunicatioﬁ'betﬁeén managemenkt and workers
in most %irms“. "The strikes”, he said, “had thrown into broad
relief the yawning gap in communication flows while management
was particularly woréied by the militan&y displayed by warkers in
conflicts on the shopfloor® (p. 257) (22). Sachikonye alsa, in my
view, puls undue emphasis on the "weakness" or “inettectiveness”
of trade unions which he séys “could not be couﬁted upon to
articulate workers' demands or restrain their members trom
spontaneous industrial action® (p. 255). It is widely known that
crippling and weakening the trade union movement was a priority
agenda of the colonial state. That did not, hawévek, kill the
rank and +ile maovement.
The signiticance ot the 1980-81 st?ikes is that the workers
themselves rose spontaneously countrywide to demonstrate their
hatred ot the eﬁploitative anﬁ reﬁressive system ot coloniai

- ® : . .
capitalism which was characterised by low wages and surplus
control o+ labour. The strikers demanded not only higher wages
but also changes in the authoritaniéﬁ syskem of management. What

needs to be highlighted, in my view, is the way the state
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responded by moving quitkly te contain the strike movement and
thus aligning itself firmly with capital but all in the name o+
the “national interest". The retreat o+ the state was further
demanstrated in the .case o+ the agro-industry strikesjin 1985
involving plangation and factory workers in private (mainly [NCs
but alsa Yarge scale commercial +armers) and parastatal
enterprises based mainily in Manicaland (for coffee and tea) and
Chiredzi (40or sugar). In July 1985, the government had announced
a new minimum wage af %143, /5 for agro-industrial workers. But .
the entire industry - apparently with the support o+ the
Ministry of Lands, Agriculture and Rural Resettl!ement - applied
far exemptiaon 4rom the new mininmum wage arguing that they were
unable to pay due to very laow world prices and input costs. At
first the Ministry n+‘Labaur retused to consider [rlanket
exemptions pointing out that the law allowed employers faciuy
ecanomic hardships to apply +or exemptian an an individual basis.
As the emplayers dug in and threatened retrenchment of thousands,
of workers, the state was +arced to give in. The strategy o+ the
employers was to force a.distinction between plantatiaon worikers
and thase who worked in the tactories. In the final settiement
plantation workers were awarded a new minimum wage af $85 per
month while tactory workers received %110 per month(23).

Twa significant pro-labour measures taken by gavernment through
emergency powers were the introduction o+ the legal miaimum wage
4ram July 1980(24) and regulations barring emplovers from
dismissing workers except with the approval o+ the Minister ot
Labour. This represented a significant departure from colonial
labour policy. The regulations are a continuing bone of

contention between the employers and the Jgovernment. Gover nment
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sees the measure as a means of maintaining employment whereas the
emplpyers see it as an infringement an their right to hire and
fire. The difficult years of drought and recessian and kthe

problems o+ foreign exchange shartages opened the way +or

emplayers ta ratiognalise labour processes. First, many employers
resorted to short-time-warking on the basis ot three or fpour days
in a working week, but, secondly, many found ways to retrench
workers although government’s regulations served as a mitigating
factor (25} .

Recently, there has been renewed pressure on the gaovernment to
revise the 'no +iring and no hiring’ regulatians w#ich, employers
claim, oblige them to keep “lazy" and "unproductive" warkers.

Emp laoyers are particularly unhappy about what they call the “red
tape bureaucracy and time-wasting delays that clog up the
justitication process”"(28).. The Chief Justice of Zimbabwe, who
also sits on the Labgur Relations Tribunal, recently put himsel+
firmly én the side of the emplaoyers when he said-of the Labour
Relations Act, "The Act +aorces emplayers to keep unproductive
warkers and to shut their doars ta would;he future employees who
wsy praove to be better warkers. Thers must be competition on the
Labaur market. rhe general impressiaon is that the Labour
Relations Act says: ’thou shalt not dismiss & lazy worker. I+ you
do, the heavy hammer of the dMinistry af Labour will descend an
your skull’*. The Chiet Justice added, "1his policy cannot be
right in a country in which unemplaoyment is high. ¥ have good
reason ko believe that the attitude éf lazy workers wouid change
tomaorrow here employers Lo have a free hand in the control and
management of labuu}. They would diemiss unproductive warkers and

employ hard-working ones" (27},



sees ;he measure as a means of maiﬁtaining employment whereas the
employers see it as an infringement on their right to hire and
.fire.' The difficult years of drought and recession and the
problems of toreign exchange shortages opened the way +or
emplayerﬁ.ta ratiénalise labaur processes. First, many emplovers
resarted to short-time working on.the basis of three or four days
in a warking week, but, secondly, many faund ways to retrench
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revise the ’'no firing and no hiring’ regulatians wﬁich, emplayers
claim, oblige them to keep “lazy" and "unproductive" workers.
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justification process®"(24)..The Chief Justice a# Zimbabwe, who
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firmly on the side of the employers when he said.of the Labaur
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Relations Act says: 'thou shalt not dismiss & -lazy warker. I+ vou
do, the heavy hammer af the Ministry of Labour will descend an
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reason to believe that the attitude Af lazy workers would change
tomorrow Qere employers to have a free hand in the control and
management a+ labnu;. They would dismiss unproductive workers and

employ hard-working anes” (27).




It is clear from thé abave what the real érefuc;upatian of the
employers is about: it is to discipline the worktorce - by using
the stick of unemployment. The response of the gavernment tg‘\
pressure by the employers will be important in detining or
redefining future state-labour and state-capital relations, that
is, tor the tuture ot industrial relations in Zimbabwe.

One of the early measures taken by the majority guvernment in
1980 was the establishment o+ Workers’ Committess in all
industrial establishments. Workers Committees were recanfirmed
under the Labour Relations Act 198% which repealed the Industrial
Conciliation Act of 1959. Does the Labour Relations Act actually
.give more power to the workers and their organisations? Wijill it
facilitate the transformation of the capitalist labour progess?
Nzombe has commented that while it recognises the right ot
warkers to organise Workers’ (ommittees and Ltrade unians, it
contains very severe restrictions designed essentially tao controi
the warke;s’ organisatians and to prevent them from using the
.strike weapan to achieve.higher wages and better cnndit;ans(ze).
The right to strike is so severely limited under the law that it
becomes virtually impossible to conceive ot a legal strike. An
extensive role is given to state afficials to ensure industrial
peace.

While the economic stabilisatian programme initiated in 1982 did
help to achieve external balance, it had the eftect aof placing a
heavier burden on wage earners through reduced +ormal sectar
employment and substantial increases in the prices aof basic
+oodstutt+s(29). Government +reezes on wages +rom 1982 alsc had
the eftect of reducing real wages. bMore recently, government has

committed itsel+ to take f+urther adjustment measures aimed, irter

| 4



alia, at reducing the budget deficit. Government has also
agreed, in principle, to institute a process ot trade
liberalisation. ‘ft remains to be seen what the effect of these

will be an employment and labour.

RES RUCTURING THE LABOUR PROCESS

Government bolicies and plans must be seen against the backdrop
of a deteriorating domestic and internatinnal economic climate.
While between 1980 and 1v6l1, tollowing independence and
liberalised foreign exchange allocations, the economy grew very
rapidly achieving GDP growth rates o+ 11 percént and 13 percent
respectively {n real terms, the economic climate changed markedly
in the period 19Y82-84 due to a combination af the worst drought
and international recession which plunged the c;untry inta severe
balance o+ payments prublgms. The end ot -1984 saw the beginnings
of recovery with a good agricultural seasan while 1985 was a very
good year with a GDF growth rate ot about 10 percent. But this
was shaﬁt;iived as the economy dived into recession again in
1986 with little prospect o+ real growth in 1987,

Since 19382, government economic policy came to focus more on
achieving external balance - with negative consequences on
growth, employment aﬁd income distribution(Sb).

Flanning in the context of a declining economic climate will
clearly have tao be much more than merely directing investment and
stating priorities in the use o+ resources (impartant though
these dimensions of planning are) but alsa has to address the
organisatian ot prgduction and ihe transtormation of -labour
itself.

My research on this theme is in progress. My main tocus is on

19



labour processes in tHe manutacturing sector. S; +ar, 1 have
done research in two engi;eering companies as well as a
camprehenslve study o+ the Clothing Industry Natlunal bmp]uyment
Council. wark an the Mntar Industry National Empluyment Lnunctl
is continuing. All this material still has to be praéessed and
vanalysed fully. What follows are there?ore my preliminary
thoughts which are necessarily tentative and in:oﬁpiete.
‘fhe restructuring of ]abayr prﬁcesses nacessarily involves
palitical stnggles, and‘needs nrganiﬁing an the basis ot wnrkar
education and increased.parti:ipatian4in decisian—makiﬁélﬁy the
warkers in ways wﬁich limit certain avenues ot capitalié?
accumulatian. This.£5 an issue of politics as well as écbaumics,
and it involves struggies since verb#l‘cummitment ta sncigiksﬁ is

not always backed by real cammi tment .

in their book on A+rican industrialisation, Harker, et al (léaé;,

show haw an iﬁcreaaing‘divisiun between mental and mgnuaf'wark
had develap;d in Tanzanian enterprises as a cunseque;ce o+ ?ﬁe
growth in tHe size an; influence of management and engineer.
personnel in relatiah to praduciinnlwnrkérs. 'fﬁia typical
colonial division af labaur tends tn exclude mast af the warkers
+rom plannxng, dea;gnlng and control tasks which bFCDmP
‘exclusively the JDbE of managers and englneera. The sklllﬂd
tasks per+nrmed by productlan warker5.1ncluded gquality control
and repair and malntenance wurk(3l).

The point was made earlier thaL the cnlonlal t+arm ot productxon

organisation was based an a very tight cantrol nF black labaur by

white managements. Under this division ot labour, management and

supervisory staff do nat do manual work. 'rhey merely exercise

. cantrol over production processes and over workers. The top
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managers and engineers are still overwhelmingly white seven years
after indepen&ence. The capitalist owners seem to want to keep
things that way. The Deputy Prime ﬁinister, Simon Muzenda, made
a scathing aétack an the m;Aing industry in 1937. He said the
gnvanment was cﬁncerne; t#at in the middle to serniar manaéemént
in both technical and administrative areas there seemed to be "a
preserve tor whites while Black Zimbabweans remained nnn+iﬁe& to
senior paositians ip persaonnel or indu;gﬁial relatians. A numbe?
o+ black Zimbabwean gnginéers Wwith re!evaAt qualifications", he
Qaid, “have had tq leave same private companies out o+
frustration. It is incanceivable that geven Qears after
independencé, the corporate policies o+ our mining companies
still reflect the old attitudes of basing advancement in a jab Qn
racial lines". “While it is not the gavernment’s intentian tq
pramote incaompetent people to higher pasitions, it is still not
right that advancement be based an race, and sa it is hoped that
this phenamenon will be redréssed in the very neér future® (32).
An important questiuq that arises is: what_has Seen the result
n; gavernment int;rventiun to promote a black managerial ciass
and the acqguisition o+ shares by the state ip private
enterprises? Une result has simply been incaorporation inta
existing, essentially capitélist, structures and institut&nns.
Such an outcome amounts to co-optatiaon not transformation. I'he
main issue shitts towards control over surpluslvalue, that is, a

division of surplus value between national and foreign contral.

It becames very much planning without trans+ormation and hence

- the demand for capitalist efficiency graws stronger. fhe

substitution ot black t+or white managers and the process o+

co-optation are reflective aof the tensian between preserving
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'prdductive farces within a process of transition and buildiné up
forces which counter such transition itsel#. Training uﬁ both
managers and workers is clearly very important. The tr;ininé of
a management cadre has tended to reproduce technocrats ﬁith
little or no political commitment. Besides rudimentary
'nn—the—jop training by’+irm5 to meet their immediate needs, . the
training of shopfloor workers has been neglected. The result is

that a hierarchical division ot labour still persists and can
only lead to the alienation of shopfloor workers. The aolder
workers with a lot ot experience but still on the minimum wage
have no hope because they realise that they have little farmal
education. Hhile‘sume are keen to improve themselves through
further education, the énvirnnment at work is not canducive ta
study. By the end 6+ the day they are so tired they caqnut do
anything.

Interviews with workers in the engineering +irms so tar covered
in our study show no in;cegse in confidence that things: have
changed in the direction of giving more power to the ;gﬁkerg to
1nf1uencevdecisiun—making_at the enterprise.

While Workers® Committees have been established and continue to

canfront management with warkers’ demands, Ltheir pawers.are very
limited. And it is almost impossible to use the strike as a
weapon of struggle. All decisions about investment, production
levels, employment, and so on, are preserves ot the board ot
directars and top management.

Works Councils -~ a joint Committee o+ workers representgtives And
management - have alsa been established. In theory, WOst
Councils are meant to promote workers® participation in

decisiaon-making in the enterprise, but in reality they are used

21



as a means o+ communicating management decisions downward. They
alsa discuss issues of discipline, the need to increase

productivity, and wel+are matters.

CONCLUDING REMARKS
The preceeding discussion suggests that however vou laok at
planning you cannot da that successfully without loaoking at the
dynamics o+ production and work procésses. The argument of
‘preserving the productive faorces’, a strong issue in
post-independence Zimbabwe, is an argument +or preserving those
labour processes that fueled colonial indugtrialisatian.
The gavernment of independent Zimbabwe is now +aced with the
problem that both'public and private enterprise had come to rely
on this system to maint;in their momentum o+ grouwth - not growth
with equity but growth at the expense of labour.  I'he "loss of
cantidence"  atter independénce iz a retlection ot workers’
opposition to this system af exploitation and private capital’s
unease at the government®s saocialist bhilosophy. fo restore
prndu;tivity, oge either has to re-instate the conditians of
colonial exploitation, ar seek new and better ways o+ organising
praduction. This ;5 an issue of planning, but not merely a
technocratic bne. Less authoritarian, higher-productivity &nd
participatary methu&s of organising Qnrk in industry should be
pussible. However, the issue ot preserving praductive +forces,
-althaugh a real issue, is often.a convenient excuse for inaction.
There seems to be 'a reluctapce at present to proceed too rapi&ly
with widespread natianalisatiaﬂ a¥ industry. But a number of ‘
nationalised industries are in existence already. Perhap5>a

start canld be made in the numerous parastatals or even in thaose
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enterprises ‘where the gavernment has a sizeable equity, e.g. tﬁe
many companies wholly or partially owned by the Industrial
Develaopment Cﬁrporatinn. In n;her words, there is a lot that ean
be done now to try to unln&k the potential productivity o+
warkers by making it possibleAfor them ta gavern their awn wmwark
activities.

At present, the employment relation in public enterprises is
structured alany similar lines ta that of the private sector.
The appointment and training of managers for public enterprise
have not been within a perspective of "red and expert”. A lot
more emphasis could be givern to worker education and workers and
their organisatians could be given more space to infLuencg

managerial decisions.
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NOTES

1. In ﬁis cr}tici-m ot tﬁe:uitra—le+t. Lenin {1982), stressed the
‘ﬁéed to kéep a balance between the simple task of 'oxpruprgating
the expropriators” and the more dit++icult one ot introducing and
consuiidatiﬁg scountry-wde aé:nuntfng and control® of production
and distribution in th@ expropriated or-nationalised enterprises.
2. For a discussion of the Chinese expérience in industrial
nfganisétion see C. Bettelheim {(1924) and M. -Lockett (1980).

3. Gartman (1978) distinguishes two types ot éapitalist cnntrui:
basic control, a type of authority which is necessary in any
large-s:a}e pruduction ot use values regardless ot the.relations
af production under which production ta&ou placel surﬁlunr
cuntrﬁl, Nhsch ii necesnitatgd by the antaganistic nature ot
production relations under capitalisam.

4. By pugtihg a det+inite limit to the land available +or Africaﬁ
permanent occupation, the Land Apportionment Aét ensured that the
Atrican aystem'u+ shitting culti;atiun had to be transtormed to
one of continuous cultivation, which, given the type of soils
allocated/tn the A+ricans, led to severe soil ernginn and
caonsequent decrease ln,Fhe productivity of the land. See also
Palmer {(1977), Mun-lﬁu.(1985), Rangef (1985)..

5, In 1949, during UDI, the segregation of land on a racial basis
was re-at+t+irmed and intenui+iéd undér the 1969 Land Tenure Aci.
The +undamental principle.n+ the Act was to ensure that the
interests of each race were paramount in their respective areas.
The Act made the nuhership, leasing and occupation o+ land by one

_race in another’s area mnﬁe_di++icult. ‘fhe -restrictions were
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more stringent +or urban {especially residential) land than tor
rural land. UThe measures ensured that Africans could not:acquite
Pusiness stands in city or town areas outside designated. Atrican
@ownship areas (Parliamentary Debates, Val. 735, is Uétﬁber,
_196§). At the same time, about half a million acres o+ iand was
 taken away fram the Purchase Areas scheme and "unreserved land" 
which had been available faor purchase and nccupation an a
nan-racial basis was ended and mast of the area (about 5,5 s '
millian acres out of a total o+ 6 millian acres) was

re-classitied as Eurapean. The remoual aof Africans 'illegélly{

occupying European land was intensitied. (Sae H. nunlnn,;"Laqd

tha khodesian Jaurnal ' of

and Ecanamic Uppartunity in Rhadesia®, |

Ane Bnode s Ll e e —

Economics, Val. &, Na. 1, March, 1922 .

4. The pattern af "white" and *black? johbs in industry came ta be

established under the 1934 Industrial Conciliatian Act whiﬁh ettt

out the Africans from the definitian aof "emplavee” and deniea
them the right tag organise in trade uniaons.

;. Aamong the major battles were thase waged in the Patar Industery
in the early 1%960s. The emplayers were pusking t+ov the
fragmentation af jaurneymen’s jobs sa that black semi—skilled‘an¢
unskillea could do thaose jaobs. The white trade union
representatives, on the other hand, were aoppased. ta any dilution
é+ journeymen’s work.

8. See Legi;l;tive-ﬂﬁsembly Debates, itzth Febrnary, 1959 (qus.
1556-1558).:

Y. - See "Papers re obje:tio; to amended amendment  (No. 16), June
1976 aéd also L3th, 14th ;né lﬁtﬁ Reports. af the fndustrial Board

o+ the Transpart Operating industry.

10. See Harris, P.S. (1973), “Tﬁe 1975 Amendment to the
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industrial Caniliatiaﬁ ect'; lhe Rhodesian 3nurnal ot Ecangmics,
'7, 3. heports af the Secretary for l.abour show ;hat less str;kes
were recorded in the péribd atter Ubl than a tew years befare
unI.

11. D. weiner (1988) discusses recent trends in land use and
.agricultural bruduétion in LSCF and CAs and evaluates land use
+orms under the reczettlement pragramme. see alsa D. Weiner, et al
(1985) . .

12. A number ot studies have shown that the more well-td-do
cammunai househalds are those with access to non-farm gadrcéa of
income such as wage income which they use ta buy tools and
inputs. See among athers, U. Weiner (1988), J. Jackson (on-going
reasearch).

13. See H. Coudere and §. Marijsse (19687), D. UeineE (1988) .

i4. The TNOP had envisagéd that some L&2 000 households would be
reaéttled by mid-1985. There are tﬁa main models ot resettlement
gchemeg: Model A far indivi&ual households and Model B for
producer qo—aperative-. Many ;bsekvers +eel that the
resettlement scheme is perhapa too Land extensive (as campared;
+or example, to Kenya’>s) and that more people could be resettled
i¥ the scheme uas.made mare‘intéﬁsive. -See the éliffe Report
(1984), D. Weiner '(1999'), Bill Kinsey, (ﬁe:.n.

15. Land has to be pai& for immediately and in full - in some
instanceé<in +oreign currency. Almost'50$ o+ the cost ot
resettlement (estimated at SIOm at end 1985) had gane ta iand
purchase alane. (See Clitte Repobt). .

16. See the Cliffe Report (1986).

17. Some.uriters, ﬁotably K. Muir, et al (1982), argue that'the

rapid drop in emplayment in the LSCF sector was due ta_theArise
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in the ﬁjnimum wage. See also the UDI-paper.

i8. Communal tarmers have benetited +rom the substantialincreases
in the prices of cantrolled campadities as well as from increased’
credit and extension services. Ironically, they also beqefite&
frdm the drastic cuts in resources gaing ta the resettlement
-programme starting in 1%Y43 (Ubf Paper, p. 13&), H. Coudere and S.
Marijsse (1987, p. 4); Cliffe Report (1984,

p. 8).

19, In their study ot six villages in Mutoka, Coudere and
Marijsse (198”7) found that {ncame ineguility was ta be faund not
between the villages or between agru—eculogiqal zanes but within

‘villages (p. 185). Secandly, that “those societies {(villages) with

the lesser interference of market and state, thus less inserted

in a3 money economy and more dependent om subsistence, experience

2 laower mean income but_also less inequality® (p. 14).

20. See N.P. Mayo, et al (198%5).

‘24. L.M. Sachikonye (1984), "State, Capital and lrade Unians®.
22. The lack of "communication” between workers and managements
'ua; a majér concern o+ éhé Hinistry ot Labnu; under Minister
Kumbirai Kangai wha toak a personal interest in diffusing strikes

by going round the country urging the strikers to return to work.

23. The Herald, Mavember 27, 1985.

24, A number é+ studies have shawn that -the minimum wage
legialation increased real wages until about 1982 but that
thereafter, with the introduction o+ the gavernment's
stabilisation pragramme, Gages have fallen in real terms. See the
UDi-Papen.

28. Mkandawire, T. (1985), "the impact of the recent world



recession on éhe Zimbabweaﬁ economy” Lusa&g, 1.0, December.

24. éee-spééch by Mr H.E.‘Behr, Chairman of the Institute of
Direcéoés of Zimbabwé, the Financial Gazette, November 20, 1987.
27.'Thé Fiﬁan:iél Gazette, November 6;‘1987. frhe Chiet Justice
was speaking at a lunchegn held by the Zimbabwe Chamber n{

Commarce.

28. S. Nzombe’'s, research nn-sameAaspe:ts o+ the Labour Relations
Act af 1985 is in progress.

2. 0Dl Paper.

36. o0 Paper,; OP. cit.‘

3t. C.E, Barker, et al (1985).

32. The Herald, May 1é, 1987.
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