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Disclaimer : Although every effort has been made 
to ensure that the content of these toolkits are as 

accurate as possible. Tesco , the compilers and  
contributors will not be held liable for any possible 
omission and do not represent or warrant that the 
content, opinions expressed and/or guidelines are 

error free or will meet all criteria of  accuracy or 
completeness  and cannot be held responsible for any 
wrong interpretation or actions based on the content 

of the information supplied, information provided 
in these toolkits should therefore not serve as an 
alternative to legal advice. Where you are unsure 

of the interpretation of any piece of legislation, or if 
ambiguities or contradictions exist, it is best to seek 

legal advice or contact the relevant government 
department.

No part of this toolkit may be reproduced or 
transmitted in any form or by any means, electronic 
or mechanical, including photocopying, recording 

or by any information storage and retrieval system, 
without permission in writing from Tesco.



Introduction
People who work full-time spend about 40% of their waking life at work. Therefore it is 
important that people’s sense of dignity and respect be affirmed if they are to be happy 
employees. Employees who are happy will be cooperative and more productive than those in 
workplaces where there are tensions through unresolved conflict and a disregard for decent 
standards of behaviour.

Workplaces, like any society or organisation, 
need rules and regulations to help them work 
smoothly, and maintain certain standards of 
behaviour. In South Africa we strive to create 
workplaces that will protect people’s rights. We 
have an excellent Constitution and many laws 
to safeguard our rights, but these are no good 
unless we have the will to act by those rules.

The Tesco Toolkit aims to help producers in setting up three Best Practice management 
procedures in their workplaces so that they may reflect the values of respect, dignity and equal 
rights in our Constitution and labour laws:

•  Grievance Procedure – from employee to employer;

•  Disciplinary Procedure – from employer to employees;

•  Communication channels e.g. a communication task team that will allow for regular
communication between employee representatives and representatives from management.

This implementation guide will help producers find the best way to ensure that employees are 
aware of the standards and procedures, and therefore that everyone ‘is on the same page’. The 
implementation guide can be used by producers with the three Best Practice documents in the 
toolkit to run information or awareness meetings for employees.

The workplace environment
Using these models will help producers:

•  Maintain high standards of conduct at the workplace

•  Ensure that employees are treated in a fair and equitable manner

•  Uphold laws relating to employer – employee relations

•  Uphold the rights and responsibilities of both employers and employees

•  Comply with the relevant laws and Sustainability Initiative of South Africa (SIZA) 
ethical standard.

Setting up Best Practice Procedures
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to create workplaces that  

will protect people’s rights
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Implementing procedures
When setting up rules at the workplace both employer and employee have their obligations:

•  The employer must make sure all employees know about:
–  the rules
–  what the expected standards of behaviour are.

•  The employees need to:
–  make sure they know what the standards and rules are for the workplace
–  comply with the rules and standards.

Principles
To operate effectively, businesses must have standards of performance and conduct. Policies, 
rules and procedures help to uphold them. But they can also be upheld informally through timely 
communication. It is human nature that we encounter problems between people. But when they 
first arise, it is often best that they be dealt with informally between manager and employee. 
In this way, the issues can be explored and a way forward agreed. However, if this fails or the 
problem is too serious, a formal approach may need to be adopted – one which helps employers 
to be fair and consistent.

 WHAT ‘BEING ON 
THE SAME PAGE’ MEANS

Everyone understands why 
the procedure is necessary

Everyone understands the 
definitions and details:

•  what is right and what is wrong?

•  what will happen to somebody
who ‘breaks the rules’?

•  how can it be put right?

Everyone understands the 
procedure:

•  who are the people responsible
for upholding the process?

•  what are people’s rights to
representation during the 
procedure?

•  what room is there for appealing
the outcomes?

Everyone has a copy of the 
necessary documents i.e.  
policy to refer to later



Disciplinary procedures
Disciplinary procedures should be seen as support 
to effective management. They should be used to 
help people change problematic behaviour, and not 
just as a mechanism for punishment.
Disciplinary procedures may be used for problems 
with employees’ conduct or performance although 
some organisations have a separate procedure 
– an incapacity procedure – for dealing with 
performance problems.

Disciplinary actions include:

•  Verbal warning

•  Written warning

•  Final written warning

•  Suspension without pay (for a limited period)

•  Demotion, as an alternative to dismissal; and

•  Dismissal.

Incapacity hearings

Though the processes are similar, there is a difference between an incapacity and disciplinary 
hearing. Disciplinary procedures are used for misconduct, and we assume that people can 
change their behaviour. On the other hand, incapacity hearings relate to a person’s capability in 
performing a job, and there is no blame attached to the employee for their actions. For example, 
a mechanic working with heavy machinery may not be able to lift heavy equipment as he or she 
gets older, or if someone has an alcohol dependency problem that impacts on their ability to 
perform their job.

Summary

Disciplinary or incapacity hearings are initiated by the employer against an employee, i.e. the 
employer is asking the employee to explain why they are not performing according to the rules, or 
the standards set for the workplace. The employee may be ‘punished’ in some way in a disciplinary 
procedure, but it all has to occur according to set rules.

(Note: Look at the examples in the Toolkit for simple explanations of how the disciplinary and 
incapacity procedures work.)

Overview of Management Processes
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Grievance Mechanism
If employees are unhappy with any problem 
or injustice in the workplace, they can use the 
grievance procedure to bring their complaint to  
the attention of management. The procedure 
is aimed to help resolve the problem to the 
satisfaction of the employee(s) concerned. However, 
grievance procedures should not be  
used to re-negotiate job conditions or to  
address unfair labour practices.

Generally a complaint will first be made to the 
employee’s immediate superior in an informal 
way, and if no solution is reached, it will go up 
the management chain to try and solve it using 
the formal procedures. It may end up at senior 
management level if it cannot be resolved before 
that. An unresolved grievance can also be referred 
to the Commission for Conciliation, Mediation and 
Arbitration (CCMA).

(Note: Look at the examples in the Toolkit for simple 
explanations of how the informal and formal 
grievance procedures work.)

Communication Channel
A communication channel is any form of structured 
and regular communication between employer 
and employees. A key example is the setting 
up of a task team with representatives from the 
workers meeting regularly (say once a month) with 
management. A communication channel aims to 
smooth workplace relationships through regular 
communication and thereby deal with problems 
before they become major issues.

(Note: The Toolkit explains in more detail how to go 
about setting up a communication task team in the 
workplace and how it works.)
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Setting up a Task Team  
as a Workplace  

Communication Channel

Grievance Mechanism
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Implementation

To make sure 
that these three 
tools will be 
implemented 
effectively in 
the workplace, 
producers should 
bring as many 
employees 
as possible 
together, so that 
everyone can be 
informed about 
the procedures, 
and understands 
how they work.

Way to 
proceed
Arrange a meeting at a time and venue which suits most employees. Remember, women often 
have responsibilities in the late afternoon to cook and clean, so do not exclude them.

Wherever possible you should allow the participants in the meeting to give their interpretations 
of things too. This will give you an idea of where they are coming from. However, as the employer 
you have power over your employees, and they know it. Some may try to conceal their true 
thoughts and feelings from you, but the majority will appreciate your efforts to hear what they 
have to say.

Preparation

Be prepared for the meeting with copies of the relevant procedure available for everyone who 
attends the meeting. Hand them out as people come into the meeting. Below are a few different 
methods you can use in the meeting to encourage participation. However, every meeting should 
include:

•  an introduction

•  some input about what the procedure is about (using information from the three Best Practice
management procedures in the Toolkit)

•  a time for the participants to discuss or participate in some other way

•  a conclusion.

GETTING 
EVERYONE 
TOGETHER

Make sure the process is inclusive, i.e.  
as many of stakeholders as possible should be  

at the meeting, especially those with roles  
and responsibilities in the policy/process

2

The process must be participatory: give people 
time to talk among themselves,  

and give them time to ask questions
3

Allocate enough time for management  
and employees to meet together.  

Allow at least one to two hours for each 
 procedure when there are  
approximately 25 workers.  

The more workers there are, the longer time 
 should be allowed for them to  

thoroughly understand the processes.

1



6

When sharing information, it is important to realise that people learn much better when they 
are drawing on their own experiences and participating in the learning situation. Employers 
are often disappointed when employees don’t understand or remember things after they have 
attended a briefing session.

Statistics show that people who are subject to top-down teaching at best only retain 10-
30% of what they’re taught. In contrast, when using participatory methods emphasising 
experiential learning, people retain upwards of 60% of what they learn (depending on the 
types of methods). This is especially true in contexts where people are not used to left-brain or 
abstract learning. A further complication in South Africa comes from many people working in an 
environment where they are using a second or third language.

Participation
People always remember things better when they are involved. The methods below are 
tried and tested participatory methods, which have proven their worth over time and across 
continents.

Participatory methods take time, and the more participants there are, the longer it will take. Let 
the process be completed: you start by opening up an issue, you dig deeper to get to the nitty-
gritty, then you need to close it up again by the end. It is very important that people do not 
leave a session feeling upset. A good way of ensuring this is for people to look to the future.

In order to run the meeting which will inform employees about the procedures, you need 
to plan from the examples below. Make sure that you allocate enough time to complete the 
processes you choose.

It is also better in participatory meetings to have people seated in such a way that they can see 
each other. Rounded formations are the best, but if you don’t have room, get people to move 
their rows into an arrow-head so they can see most of the others.

Methods

Introductions

Time: 2-5 mins.

Always open a meeting by saying what the agenda will be. In this case, say what procedure you 
will be discussing, and briefly how the session will work.

Examples of Participatory Methods
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Input

Time: around 10 mins, but not more than 15 mins.

To be participatory, you need to speak for a shorter time, and give participants time  
to speak. Therefore, keep your input as concise as possible. It may surprise you to find 
that employees may have similar thoughts about why, for example, a disciplinary 
procedure is necessary at the workplace. It is far better for them to voice it, because 
then you are more likely to get ‘buy-in’. It will also seem less like you are ‘imposing’ 
something on them.

You may use the overviews on page 3-4 as well as any information from the toolkit which you 
think is important to emphasise. Tell them about the principles underlying the procedure.

Buzz Group (2-3 Person Discussion)

Timing: anything from 10-20 mins.

This method is to ‘give voice’ to the participants. It is mostly used for quick responses or 
generating lists, rather than in-depth discussion of issues.

Allow the employees to have a discussion among themselves. Ask them to talk to the person 
next to them about the procedure. You could for example, ask them to say why they think it is 
important to have this procedure at the workplace.

After about 3-5 mins of ‘buzzing’, go from group to group and get one answer from each, and 
keep going round and round until all the reasons have been given. Add any reasons that have 
been left out and that you feel should be included.

Small Groups

Time: 20-40 mins.

Small groups are often used to perform some task, which will generate a discussion. 
The timing will depend on the complexity of the task.

Break the participants into small groups of about five each. Try to separate friends by numbering 
from one to five along the room. Make sure to allocate the place in the room where each group 
should meet. For example, number ones in the front left corner, number twos in the back left 
corner, etc.

Example: They must read through the copy of the procedure and write down any questions they 
have about it. The questions can be about anything at all, from the definition of a word to  
a complicated procedure.
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Big Group Discussion

Time: 20-40 mins.

A plenary discussion is geared to allow everyone to be able to contribute to the 
discussion, as well as hear what is being said.

Continuing the example from above: When a group poses a question, see if there are any 
participants that think they can answer it. At the end you can add or give your opinion so 
everyone can agree about what it means.

Role Play

Time: 20-30 mins.

A role play is a very effective way of showing complex relationships and processes. It 
draws both on conceptual thinking, but allows issues to be put into their own context, 
and also shows the psychological dimensions of an issue.

Divide participants into small groups and ask them to perform a role play of how to use the 
procedure. This will show how much they understand about it. You can then correct any 
misconceptions by asking others to comment, and then providing your own comments.

Rocks and Oxen

Time: 30-40 mins.

This exercise is part of planning tools, and identifies the opportunities (oxen) and 
stumbling blocks (rocks) in achieving a desired outcome. These can then be developed 
further during a small group discussion. If you are having problems with something at 
the workplace, and don’t know why it is not working, this is a very good method to get 
input from employees.

Divide participants into small groups. Use the example of oxen pulling a cart full of rocks to get 
to its destination. The oxen are what will help us get to our destination, and the rocks the things 
that will slow us down or stop us altogether. The bigger the rocks, the stronger the oxen have to 
be. Ask them to consider an issue, like the implementation of a disciplinary procedure, and ask 
them what will stop it from happening (rocks), and what will help it to go forward (oxen). They 
will present their answers to the big group.

The Questions You are Afraid to Ask

Time: 10-30 mins.

Often people are afraid to ask questions in front of others. This method allows the 
person to remain anonymous. You will need to have prepared strips of paper (cut an A4 
sheet into eight strips) and pencils or pens.



9

Ask participants to write their question on a strip of paper. There must only be one question on 
each strip of paper. If they have more than one question, then they must use another strip. All 
the strips go into a bag, and the questions are taken out one by one, read out and answered.

If you are short of time, and won’t be able to answer all the questions, you need to read through 
them all before choosing which ones you will answer. Another way is to answer the most 
‘popular’ questions. Read each question in turn, and ask for a show of hands of people who 
would like to hear the answer to that question. Then rank them from the most popular to the 
least popular and answer them in order. Unfortunately this may break the anonymity of 
a questioner.

Go–Around

Time: 20-30 mins.

This is an excellent way of ending a session, by allowing participants to have the ‘last 
word’. Tell people they have a half minute to say something. You will start at a point, 
and move from one to the other, with each one having a turn to say something.

For this process, you could ask them to comment generally on how they feel about the session, 
something that they’ve learnt, or ask them to pledge to upholding the procedure.

•  If at all possible, try to involve your employees
at the draft stage of the procedure. Create 
a draft, and then call a meeting with key 
employees, where they can give input on how 
to make it more understandable. This will get 
you ‘buy-in’ from an early stage.

•  Be the role model i.e. practise what you preach.
e.g. If you’re punctual you’re in a much stronger 
position to impose punctuality on others.

•  Empower those with responsibility for the
process to feel as though they can control it, i.e. 
have special training for those responsible for 
implementation.

•  Practise equality and fairness through
consistent and unbiased applications of the 
procedures. We all like some people more than 
others for reasons we cannot identify, but do 
not let favouritism creep in!

•  To help you take your feelings out of the
equation, create a set of criteria for yourself 
on what behaviour will require which type of 
action. For example, in a disciplinary action, 
think of all the different examples of behaviour 
that can be resolved informally, and what 
behaviour will require formal steps. When you 
have decided, apply them consistently for the 
different steps.

•  Keep up to date employee records.

•  Keep people informed of any changes.

•  Make sure new employees have copies of the
procedures, and know what they mean.

•  Allow employees who know the procedures
well to do peer education with new employees.

•  Use simple language in your procedures, and
translate them into the local languages.

HINTS FOR IMPLEMENTATION OF PROCEDURES
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