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SECTION 1 
 
A)  INTRODUCTION 
 
The purpose of the Solidarity Social Plan in Section 1 is to provide employers with guidelines, methods 
and actions to prevent retrenchments, reduce the number of employees affected by retrenchment and 
minimise the negative effects of retrenchment on employees. The Plan also focuses on the legal 
framework and effective communication measures to foster sound labour relations during a 
retrenchment consultation process. In Section 2, the focus is placed on the social support role 
Solidarity as a movement plays in the event of the retrenchment of a Solidarity member.    
 

 
B) FOUR ACTIONS OF THE SOCIAL LABOUR PLAN 
 
In this Section, the Social Plan makes provision for four actions relating to retrenchment or 
downscaling.  Mechanisms are put into place under each of these four actions to assist employers, 
unions, union members and non-unionised employees to deal with retrenchment-related matters. The 
actions and mechanisms are described below.  
 
 

ACTION 1:  PRO-ACTIVE MEASURES TO PREVENT JOB LOSSES 
 
Solidarity’s main objective is to ensure job security and prevent any form of retrenchment. The 
following four pro-active interventions should be implemented to act as a preventive measure to 
minimise or prevent future job losses.   
 

1.1 *Future Forums 
 
A Future Forum with equal representation between employer and union representatives should be 
established at each workplace to identify and analyse problems in an organisation in good time and to 
manage a redundancy-related process.  
 
The objectives of Future Forums are to: 

 promote ongoing discussions between Solidarity and employers about the future of the 
organisation, industry, sector and/or specific workplace; 

 identify possible future problems that may lead to retrenchment or downscaling and act 
on them; 

 analyse and react to risk reports; 

 develop turnaround or redeployment strategies to help prevent and reduce job losses; 

 act as an advisory committee on all matters pertaining to a retrenchment process; 

 ensure a fair process; conduct interviews and consult with employees regarding 
possible transfers; provide advice on training and ensure that training takes place; 

 structure and implement proposals agreed on by both Solidarity and employers; and 

 provide overall management of retrenchment, downscaling and restructuring processes.  
 

*A Future Forum can also be implemented in a non-unionised workplace consisting of employer and 
employee representatives.  

 

1.2 Training needs-analysis  
 
A general skills audit needs to be conducted for all employees in order for skills development 
programmes to be implemented prior to the retrenchment of employees.  
 
Therefore, the continued focus on developing portable skills within the workforce throughout the 
employment period will facilitate the acquisition of entrepreneurial and a range of other skills by 
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employees. The skills will be portable both within and external to an industry, which is of additional 
value during a downscaling or retrenchment process. 
 
Employers, through their human resources or human capital departments (or Opportunity Centre – see 
below), should ensure that employees have access to accredited training and obtain certified skills.    
 
The Department of Labour’s training-lay-off scheme, or Seta accredited training programmes, should 
be implemented. Alternatively, Sol-Tech, Solidarity’s own training centre, and Akademia can also be 
utilised for the development of portable skills.  
 
 

1.3 Empowerment Programmes    
 
In addition to item 1.2, ongoing training programmes have to be conducted to empower and equip 
employees to start their own businesses. These entrepreneurial skills will not only allow a person to 
start his/her own business, but where possible also enable a person to become a service provider or 
supplier/vendor to an employer. It should also be compulsory for company service providers and 
vendors to operate in a joint venture with retrenched employees.     

 
1.4 Opportunity Centre    
 
Where possible, an Opportunity Centre should be established. The Opportunity Centre will be 
responsible for carrying out all training, outplacement, counselling and other matters linked to the 
Social Plan. Where appropriate, this function can be outsourced to a specialist service provider.   

 
 
1.5 Social Labour Plan Coordinator   
 
To ensure the successful implementation and monitoring of a social plan, a managerial employee 
should be appointed to coordinate and manage the various Social Plan actions and the effective 
functioning of the Future Forum and Opportunity Centre.  

 

 
 
ACTION 2:  SOUND LEGAL PROCESS AND FAIR PROCEDURE  
 

 
2.1 Pro-active communication  
 
To ensure good faith, openness and transparency, the employer should advise and consult the Future 
Forum and unions represented on the Forum prior to the commencement of any formal retrenchment-
related processes. In the absence of a representative trade union and Future Forum, briefing sessions 
should be conducted with employees.     
 
 

2.2 Legal compliance 
 
Proper legal procedures and processes need to be implemented and followed in the event of 
retrenchment or downscaling processes.   
 
In this regard, the employer has to, inter alia, comply with the following: 

 Section 189 of the Labour Relations Act (and, where applicable, the relevant clauses in a 
bargaining council collective agreement) 

 Code of Good Practice on Operational Requirements  

 Regulations passed by the Department of Labour, relevant State Departments and NEDLAC 
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 Social Plan drafted by Solidarity  

 Ministerial directives  

 Company policies and procedures 

 Employment contract 

 Relevant charters  

 Section 52 of the Mineral Petroleum Resources Development Act in the mining industry 
 
 

2.3 Information sharing  
 
Total disclosure of all relevant information is key to a meaningful joint consensus-seeking consultation 
process. Unions and employees who are involved in a retrenchment process should be kept informed 
openly and continuously and the employer should be professional and responsible towards them 
throughout the process.  
 
Furthermore, a website or intranet-based site should be created by the employer for the placement of 
all restructuring/retrenchment-related communications. A channel should also be created where 
employees and employee representatives can raise questions related to the process. Where an 
intranet system is not available, or employees do not have access to an intranet or computers, the 
company should make use of alternative communication methods to ensure that employees are well 
informed.    
 
 

2.4 Union and member communication   
 
Employers should arrange feedback sessions where Solidarity can communicate with its members on 
a regular basis.  
 
 
 

ACTION 3:  ALTERNATIVES TO RETRENCHMENT 
 

3.1 Alternatives to avoid retrenchment  
 
At the commencement of a retrenchment consultation process, employers should provide the required 
proof that all possible measures to re-engineer the business were considered or implemented and that 
retrenchment is not merely a vehicle to address other deficiencies in an organisation.     
 
As part of the initial phase of the consultation process, the following alternatives should first be 
considered and implemented to avoid retrenchment. If the employer does not agree with any of the 
alternatives or regard some of them as irrelevant, the employer must state the reasons for rejecting the 
alternatives.     
 
3.1.1 First consideration (listed in no particular order) 
 

“Quick fix”: 

 Invite employees to apply for early retirement. 

  Consider the impact and effect of natural attrition and a recruitment freeze. 

  Offer voluntary severance packages. 
 

 
Operational: 

 Revise working hours. 

 Implement shorter working hours (short time) or shorter working weeks. 

 Revise overtime provisions and practices. 
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Business and organisational:  

 Reduce corporate luxuries i.e. exclusive offices; nice-to-have facilities and properties; 
unjustifiable corporate benefits and equipment; etc.  

 Create a cost-saving culture. 

 Effective policies and procedures should first be implemented if a retrenchment process is 
linked to productivity-related matters (absenteeism management system, performance 
management programme, etc.). 

 Investigate in-sourcing (i.e. bring outsourced functions back in-house should it be more cost 
effective).  

 Investigate outsourcing (should it proven to be more cost effective, and guaranteed 
employment of all affected employees are ensured with a reputable service provider on similar 
or more favourable employment terms and conditions).  

 
 
Staff planning: 

 Consult with employees regarding transfers and re-deployment (even with other employers). 

 Grant extended paid leave. 

 Undertake the re-skilling and training of employees in order for current employees to assume 
other duties and positions. 

 Ensure multi-skilling of employees. 
 

 
3.1.2 Second consideration (listed in no particular order) 
 

 Negotiate a salary freeze (linked with compensation in company share options or retrenchment 
moratorium, for example). 

 Constrain bonuses across the board. 
 
 
3.1.3 Final Consideration (listed in no particular order) 
 

“External” downscaling: 

 Downscaling of contractors and consultants (or replacing them with permanent employees) 

 Reduction in temporary employees 
 
 
Temporary reduction in income: 

 Implement job sharing (temporary reduction in remuneration). 

 Implement unpaid leave whilst maintaining the employees’ benefits and service.  

 Introduce temporary lay-offs (employees to claim UIF where relevant).  

 The Department of Labour’s (DOL) training-lay-off-scheme can also be implemented whereby 
affected employees receive quality training paid for by the DOL whilst employees are laid off.  
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ACTION 4:  MEASURES TO MITIGATE THE NEGATIVE EFFECTS 

OF RETRENCHMENT 
 

4.1 Preferred employer actions   
 
When retrenchment seems unavoidable, employers that are regarded as an employer of choice will 
have their employees’ interests at heart when employees face losing their livelihood through 
retrenchment, or a so-called “no fault dismissal”. 
 
Solidarity regards the following five initiatives as actions an employer of choice will comply with:     
 
4.1.1 Favourable retrenchment package  
 

 Severance payment much more favourable than the minimum statutory requirement and 
current practice; 

 Notice payment much more favourable than the minimum statutory requirement and current 
practice; 

  Bonus payment, or an additional ex gratia payment; and 

 Payment of benefits (i.e. medical aid contribution) for a reasonable period after retrenchment.  
 
 
4.1.2 Establish and/or finalise training needs  
 

 Employers to confirm training needs and preferences of affected employees;  

  Develop a list of courses based on available opportunities; 

 Consult with accredited internal and external training service providers and the Department of 
Labour to conduct identified training programmes; 

 Empower affected employees with non-industry specific skills; and 

  Employer to fund training courses.  
 
 
4.1.3 Provide suitable alternative livelihood and/or self-employment 
 

 Develop entrepreneurial and business skills; 

 Create the opportunity for retrenched employees or their family members to become service 
providers to the employer, e.g. providing a gardening, cleaning or maintenance service;   

 Empower retrenched employees or family members to become suppliers/vendors to the 
employer; 

 Employer or accredited training provider to provide training on a step-by-step guideline basis 
to start one’s own business; and  

 Provide an employee with “start-up” capital to establish a business and to buy tools or 
equipment  

 
 
4.1.4 Retrenchment delay – redundancy pool  
 

 Redundant employees to remain on the employer’s payroll for three months after the 
conclusion of the consultation process; and 

 Internal and external (outplacement provider) service to look for suitable vacancies during this 
period    

 
 
4.1.5 Feeding schemes, or grocery vouchers (where applicable) 
 

 Temporary feeding scheme in the event of the closure of a business unit, or operation; and    

 Feeding schemes or grocery vouchers for retrenched workers and their families  
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4.2 Minimum requirements  
 
The following six actions are regarded as minimum requirements employers should adhere to: 
 
4.2.1 Timeous payment of retrenchment packages  
 

 Total retrenchment package to be paid to the employee prior to, or at least on, the last working 
day (tax directives to be obtained timeously by employer)  

 Issuing of UIF documentation, certificate of service and written reference (if requested) prior 
to employees’ final working day   

 
  

4.2.2 Benefit and UIF claims assistance 
 

 Employers to liaise with Department of Labour to assist retrenched employees with the UIF 
claims process and procedure; 

 Employers to ensure the fast-tracking of pension or provident fund withdrawal payments; and 

 Contact details of employer representative to be communicated to all retrenched employees 
for all future queries.  

 
 
4.2.3 Outplacement assistance  
 

 Guidance and assistance with the drafting of a curriculum vitae (CV);    

 Provide suggestions for job hunting;   

 Assistance with registration as a jobseeker and distribution of CVs to recruitment agencies; 
and 

 Arrange and provide employee access to a career consultant. 
 
 
4.2.4 A comprehensive human resources management system   
 

 Training of managers on how to deal with retrenchment of their own staff;   

 Ensure that managers fully understand the legal requirements of a retrenchment process;  

 Equip managers with counselling skills; 

 Ensure that managers are equipped to interpret the content of a severance package; and 

 Ensure that managers are equipped to handle the aftermath of retrenchment. 
 
 
4.2.5 Re-employment and database of retrenched employees  
 

  Employer to manage database of all retrenched employees;  

 Retrenched employees to receive preference for future employment for a period of 24 months 
from the date of termination of service; and 

 Employer to liaise with Department of Labour (DOL) regarding the DOL database and 
employment opportunities.  
 
 

4.2.6 Provision of counselling 
 

 Employer assistance in obtaining the following types of counselling: 

 Personal trauma and emotional counselling  

 Financial planning advice 

 Redeployment counselling  

 Managing change and becoming motivated 

 Employer to liaise with the Department of Labour or any other accredited service provider for 
group counselling for both retrenched employees and employees remaining in service. 



- 7 - 

 
 

SECTION 2 
 
 

A) SOLIDARITY’S SOCIAL RESPONSIBILITY AND SUPPORT 
NETWORK   

 
Solidarity offers various support functions within the Solidarity Movement that will play a pivotal role in 
ensuring that retrenched employees are supported in various ways. Below follows a breakdown of the 
support role offered from within the Solidarity Movement:   
 

 

5.1 Solidarity Helping Hand   
 
Solidarity Helping Hand is Solidarity’s support organisation and through its help desk the organisation 
ensures that a retrenched person in need of social support, gets in touch with the relevant welfare 
organisation, receives career guidance and job placement assistance.  
 
Solidarity Helping Hand also manages an Emergency Fund in terms of which Solidarity and Helping 
Hand members who are experiencing a severe financial crisis will receive short term support. 
Furthermore, essential goods are transported to informal settlements and shelters on a daily basis 
through Helping Hand branches that are located in many parts of the country.    
 
 

5.2 Sol-Tech and Akademia      

Solidarity established its own technical training college, Sol-Tech, in 2005 and a private university 
Akademia in 2012. Sol-Tech and Akademia offer a wide range of courses to Solidarity members. 
Should Sol-Tech or Akademia be unable to provide training in portable skills to any of the retrenched 
Solidarity members, Sol-Tech and Akademia will use their training network to source the appropriate 
service provider.   

 

5.3 Career Clinic and Solidarity Financial Services    
 
Solidarity, in cooperation with Helping Hand and Solidarity Financial Services, established a support 
service to individuals who are affected by retrenchment. In some instances, the employer will be 
requested to contribute towards the costs of the service offered to retrenched Solidarity members.   
 
Solidarity Financial Services (SFS) and Helping Hand will provide the employer’s retrenched 
employees with professional advice regarding: 
 

a. Financial Planning 

Professionally qualified financial advisors from SFS will be available to assist and support 
retrenched employees with advice regarding appropriate investments and the feasibility to 
start a new business and retirement planning. This will especially include advice on tax 
implications of various actions towards pension and provident fund pay-outs.  
 
b. Trauma Therapy 

Should the employer be willing to contribute, qualified therapists are available to assist 
individuals to deal with all the emotional aspects of a retrenchment process. The therapy 
will include the whole family if necessary. 
 
c. Career Counselling 
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Registered industrial psychologists and psychometrics conduct fair and reliable tests 
where information is gathered and integrated to provide value-added advice to each and 
every retrenched individual. The advice includes information about individual strengths, 
development areas, possible and alternative career paths and a formal career 
development plan, which includes the type of training needed to pursue a different career. 
Individuals will be assessed according to their job and management level and their CVs 
placed on the Helping Hand employment network.  
 
 
d. Training and Development Opportunities 

One of the outputs of the Career Counselling intervention is a formal career development 
plan. In this plan and in consultation with Sol-Tech and Akademia, training interventions 
will be highlighted as well as institutions where training can take place. Payment for this 
training intervention will form part of the demands set by Solidarity during the retrenchment 
consultation.  

 
 
 

B) CONCLUSION  
 
The Social Plan developed by Solidarity is regarded as an essential guideline to employers when 
dealing with matters relating to retrenchment and downscaling. The implementation of such a plan will 
strengthen the social contract between the employer, employees and Solidarity.     
 
 


