Chapter Eight
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The 1956 Kliptown “Freedom Charter” defined the African National Congress (ANC) as an organization during the long years in exile and became the basis of its re-entry into open politics after 1990. The document raised two concerns among whites about the public sector: first, the ANC was committed to opening the state administration, police, and army to all people, and secondly, access to the bureaucracy by the majority would contribute to an identity between the state and the people (Fine & Davis 1991). After 1994, ANC policy was to seek access for historically disadvantaged groups to the civil service through affirmative action schemes, rather than to carry out a more fundamental reform of the institutional state.

During the period of its active political engagement in the 1950s, the ANC became dependent upon Indian and white financial and other contributions (Lodge 2006b) and the ideological commitment of many communist activists. As Joe Slovo (1995, p. 23) has put it, “I threw myself into Party work with a great vigour in the certainty...that the revolution was around the corner. It is this triumph of optimism of will over pessimism of intelligence that has always sustained me.”

Despite the pockets of urban support for the ANC, "evidence could be marshaled to show that African political consciousness [in the 1960s] was not in fact particularly high countrywide, and that the limits of African tolerance had been far from reached" during first years of the apartheid period (Gerhart 1978, p. 233). The ANC had little influence, or even presence in the rural areas both before and after its unbanning; the exception to this being the Transkei and Eastern Cape. However, the 1950s rural revolts had only little political support by the ANC (McKinley 1997a). 

The organizations appeal to rural Africans remained limited and the ANC/South African Communist Party (SACP) alliance made little headway in confronting the special problems of rural blacks, both because of the structural separation of the homelands and because the ANC often ignored the rural areas of the country. As Govan Mbeki (1992, p. 56) noted, despite the outbreak of peasant revolts, neither the ANC nor the Communist Party paid any "attention to the organization of the peasants" prior to their banning. 

By 1958, the state had rooted out and banished the few ANC sympathizers in the rural areas and replaced traditional leaders sympathetic to the ANC with pro-government and pro-homeland chiefs. Rural revolt would not be spontaneous. Down to its un-banning in 1990, the ANC presence in the rural areas remained limited. ANC support had remained largely urban during the period it was legal, and the majority of the ANC membership came from the urban working class.  By the time it was banned in 1960, the ANC had become the organization that best defined urban working class aspirations and its urban roots had an important influence on the leadership of the organization for the ANC. The urban organizational efforts that were made in the 1950s would pay off after 1990 when the organization was un-banned. Some ANC leaders however recognized, with some concern, the urban bias in the organization.

By the time it was banned, the ANC had developed a message of mythological attributes, charismatic moral authority, and messianic self-sacrificial leadership. According to Tom Lodge, the ANC articulated a vision of “redemptive heroism [which] supplied inspiration and hope, ingredients in a moral authority that would endure for decades to come” (Lodge 2006b, p. 92). However, it would have to develop a coalition of interests in order to reach the negotiations table after 1990.

[bookmark: _Toc523846302][bookmark: _Toc491172001]Revolt and Repression: The Banning of the ANC 

At the grassroots level in the townships, the ANC began to prepare for clandestine urban resistance in the late 1950s. What came to be called the "M-Plan," developed by Nelson Mandela, established a cell system designed to protect the organization under conditions of illegality. This grassroots system came to life in the 1980s urban revolt and formed the basis of the civics movement that in large part brought the ANC to political power. Despite the weakness of the ANC in the rural areas, the origins of the shift to violence date back to the rural conflicts in the late 1950s, where, increasingly, activists concluded that peaceful and legal methods of protest were impotent while “crude violence” often resulted in success (Hooper 1989, p. 312). 

March 21, 1960, the day of the “Sharpeville massacre” is remembered both as a tragic day and as a turning point for South Africa. The police opened fire on the crowd in Sharpeville during a demonstration against pass laws by the Pan Africanist Congress (PAC). The government declared a state of emergency a few days later and the ANC and the PAC, the two largest black opposition groups, were banned shortly thereafter. On April 8, 1960, the South African government declared the ANC and the PAC unlawful organizations. The banning of ANC and the PAC (which had broken away from the ANC in 1959) forced both organizations underground (Benson 1966). Shortly thereafter, the Nationalist movements turned to violent resistance.
	
Repression often meant the use of government agents located within the black community and, increasingly, the government began to use criminal gangs to disrupt community activities and ANC campaigns (Marks & Trapido 1989). After 1960, the special branch of the South African Police (SAP) "began to practice their newly acquired skills of mental torture. It was a technique based on a diabolically simple principle: assault the prisoner's only companion in an isolation cell--the mind" (Slovo 1996, p. 5). The use of violence would have an impact on the lawlessness that developed in the 1980s and on the criminal behavior that accelerated after 1994 (Gordon 2006). Over time, institutionalized violence meant that state power was not contested on a political/constitutional level alone, but extended into the institutions of the state (Wooldridge & Cranko 1995).  

The 1964 Rivonia Trial was the final act of judicial repression against the ANC leadership still in the country. At the trial, Nelson Mandela was identified as the head of an underground guerrilla force (Defendant Number One), with Mandela's diary of his tour of Africa used as evidence by the prosecution. As a result of the Rivonia trial, all of the top leaders of the ANC who had not gone into exile were imprisoned for life or for long terms. The prosecution testimony at the Rivonia trial, biased as it was, opened a window on the "psychology of betrayal that was beginning to infect the entire movement. Some comrades had been battered by the police and changed sides for self-preservation" (Frankel 1999, p. 217). Others decided to change sides because they were weak or shrewd.

The ANC as an organization has exhibited several patterns over its history. In approaching these issues, one is able to identify several organizational characteristics that come out of the exile period. In hindsight, it is clear that many of the movement's organizational problems can be traced back to the period under ground. In a narrow sense, in terms of control over its bureaucracy, the ANC had developed a strong organization in exile (Picard, Research Diary, July 8, 1990). However, the impact of exile showed itself as organizational tensions developed within the ANC and Charterist movement more generally.  Factions developed between Africanists and non-racialists, between Communists and Nationalists, and between internal cadres and exiles and those in jail. During the exile period, the ANC had an administrative structure that was significantly out of date in relation to the organization's political growth.

At an elite level, in terms of leadership, both during the exile period and after 1990, the organization often exhibited elements of a dynasty. There has been a tendency for senior leaders to come out of families (the Sisulus and the Mbekis) that historically held senior positions in the organization. Some black South Africans, who were not part of the several family structures that made up the ANC leadership, have claimed they were excluded from positions of influence and power. The generation gap was narrowed, however, by the fact that the ANC leadership included several generations of the same family at the same time. 

[bookmark: _Toc523846303]Prison, Exile, and Violence

In the year following the Sharpeville Massacre, many opposition leaders were jailed. Nelson Mandela was arrested on August 5, 1962 and sentenced to life imprisonment in June 1964. As a direct consequence of the Sharpeville shootings, the socio‑political climate of South Africa was dramatically altered. Several waves of social and political unrest followed in the next twenty five-years that jeopardized the viability of the existing constitutional order and gradually threatened the position of the white minority government.

After 1960, a few ANC leaders quietly left the country in anticipation that the organization would be banned. There was a disastrous shattering of the ANC political leadership in the 1960s in the aftermath of the arrest and exile of its principal leaders and it took more than a decade for it to recover organizationally. Those who went into exile had to subordinate themselves to their organization's political needs. Many who left the country would never return, while those who left in 1960, and survived exile, would not return for 34 years.

In exile, the ANC continued to be influenced by Christian ideas of pacifism that characterized the organization throughout the post-war and exile periods, despite the shift to violence in 1964 (Bernstein 1994). The shared moral vision of Christian pacifism continued to influence ANC strategists throughout the exile period, leading ANC leaders to agonize about what was the legitimate use of violence in an armed struggle. After 1961, several of the older leaders of the ANC, such as Albert Luthuli, the longtime President of the ANC, opposed the turn to violence by the organization, and remained in South Africa (Pillay 1993). Throughout the period of exile, “the ANC leadership belong[ed] to the school of nationalist politicians that matured during the era of non-violent mass opposition during the 1950s, an era in which African political responses were conditioned by a moral as well as a practical aversion to violence” (Lodge 1985-86, p. 86).

The ANC’s pacifism weakened the organization as a guerilla movement, a fact that frustrated many Communists and socialists after 1960. In October of 1961, both Umkhonto we Sizewe and Poqo[footnoteRef:1] were created as revolutionary military organizations. Poqo, the armed wing of the PAC, initially was judged the more threatening of the two and was accused of the murder of a tribal headman and attacks on the Government supported Chief Kaiser Mantanzima. His accession to power had caused a number of upheavals that the police put down (Benson 1966). [1: Poqo means “our own” or “pure” in Xhosa.  It was the underground guerrilla movement of PAC and the term suggests the “Africanness” of the movement.] 

 
Despite leadership reservations, in October of 1961, ANC and SACP leaders in exile saw the need to jointly establish a guerilla/armed resistance movement, Umkhonto we Sizwe (MK). When it went into exile in the early 1960s, some in the ANC leadership expected a rural revolt rather than an urban revolution. The ANC in exile, perhaps influenced by the Chinese and Algerian revolutions, developed an image of a peasant war that was based on "romantic fiction" (Fredrickson 1996, p. 209). This mistaken assumption led to military weakness and the failure to mount an effective guerilla war, but ultimately led to a negotiated settlement and a liberal democracy rather than a worker led revolution (Legassick 2003). In 1963, the MK high command prepared a document code-named Operation Mayibuye, containing proposals for the stage-by-stage development of a "people's war”(See Slovo, 1976 and Slovo 1995. 

By the 1980s, a revolt in the Northern Transvaal had developed, caused in part by the perceived widespread collapse of the moral authority of Lebowa's traditional chiefs, the rising consciousness of the many unemployed youth of Lebowa, six years of drought, a fiscal crisis in the homeland administration, a decline in the purchasing power of agricultural workers and producers, and an usurption of the role of witch-hunters by youth. The causes and leadership of the revolt were not different from that which occurred in the urban areas of South Africa. 

Similar patterns developed in other homeland areas plagued by urban squalor where small town and peri-urban youths challenged the tainted traditionally based homeland regimes. This was particularly common in Bophthatswana, parts of Kwa Zulu, and Ciskei. As Mark Swilling (1988, p. 15) notes:

 The coercive apparatuses governed by the logic of maintaining 'law and order'; the traditional apartheid organs epitomised by the ailing Department of Co-operation and Development; some of the independent bantustans which are resisting threats to their sovereignty (e.g. Bophutatswana); and the reformist apparatuses concerned with the restructuring of the political economy....The State Security Council seems to preside over the points of intersection of these axes.

In the end, the rural revolts could be put down. However, merged with and complementing the township revolts, the rural challenge would influence the transformation process within a few years. The formation of MK committed the ANC to the use of violence against the apartheid state. The decision to form the MK in part was made in order to stimulate a rural resistance that had been lacking earlier (Mbeki 1992). The ANC had based its strategy on the French experience in Algeria and the French and U.S. defeats in Vietnam, both of which called for a guerrilla victory (Shubin 1999). 

For much of the exile period, the rural strategy met with little success. Joe Slovo, one of the architects of the armed struggle has noted "how utterly unreal our expectations were” (Slovo 1995, p. 148). At the end of the 1960s, the ANC's turn to violence seemed "forlorn and futile” (Meredith 1998, p. 275). The ANC in 1969 had almost no influence within South Africa and little in the outside world. As James Barber (1999. p. 203) points out, the decades of the 1970s were “in reality a bleak time for the movement - with uncertainty about its future, immediate morale and discipline problems, discontent in the MK camps, criticism that the leadership was out of touch with the rank and file, and complaints about poor organization and lack of communication.”

As it went into exile, the Communists in the leadership brought three things into the ANC: first, an organizational discipline, second, an admiration of the nomenklatura system of the Soviet Union, and third, a Stalinist Mode of operation. By the 1980s, with the growing influence of MK, the ANC culture had grown increasingly militarized while remaining procedurally Leninist and based on democratic centralism. Increasingly as well, at least in the minds of National Party leaders and some international observers, the ANC promoted the concept of the Peoples War, based on the experienes and observations of ANC leadership visits to North Vietnam in the late 1970s. By the early 1980s the liberation movement had as its primary goal making the country ungovernable (Ellis 2012; Jeffery 2009). Critics of the ANC suggest that the related concepts that made up the Peoples War motif, though having little impact on the conflict itself, helped to define the ideology of the ANC long into the post-apartheid period.

Within the ANC in exile, the struggle between the principles of liberal democracy and the Leninist model of vanguardism and democratic centralism continued throughout the period. It was during these long years that the ANC came to more fully utilize the Leninist technique of democratic centralism. In exile, the ANC developed a commandist culture and a behavior (sometimes verging on paranoia) in part because of security breaches. Internal investigations within the ANC found that its internal security division was sometimes brutal and out of control.

Support from the Soviet Union plunged many in the ANC leadership “into a world of conspiracy theories, of perceived threats to the nation-state, and a belief in the supreme importance of information as the key to power” (Sparks 2003, p. 279). R.W. Johnson (2004, p. 174) describes the ANC in this way: “(t)he isolation of cadres, the strict hierarchy of the ANC’s structures which practiced democratic centralism on the Soviet model, and the fact that ANC congresses or elections for the NEC very seldom took place, all gave the leadership inordinate power.”

Conservative and moderate critics of the ANC have suggested that the ANC made a mistake when it turned to violence and that the organization could have gained much more had they continued to act peacefully, possibly through the homeland system which initially at least appeared to have some black support in the country.  Hindsight is always 20-20 of course and the shift to violence was not an easy decision for a leadership committed to non-violence. But this move was not entirely inconsistent with the movement's past pacifism since "Umkhonto's campaign of sabotage, with its intention that human beings should not be harmed, was in a real sense a development from the ANC's non-violence, so consistently maintained despite every provocation” (Benson 1966, p. 283). The ANC's policy on the use of limited violence tried to bridge the two positions. Throughout the period of the armed struggle, it is important to note, the ANC rejected the indiscriminate killing that characterized terrorism in principal though it sometimes occurred in the course of day-to-day action (Johns & Davis 1991).

The ANC in exile had very little serious military capacity. As a result, by the early 1980s, some in the ANC began to question whether the armed struggle would ever be successful for some because of its uneasiness over the use of violence. To Oliver Tambo however (as cited in Johns & Davis 1991b, p. 312), the ANC leader in exile, liberation could 

…only come through the united mass action of the people, fighting as a united force under the leadership of the African National Congress. By this we mean a combination of united mass political action and people's armed struggle for the seizure of power by the people themselves.

Although, for the ANC, the years in exile and in prison were difficult ones, the period also created bonds of "friendship and loyalty...greater than anything experienced outside" (Meredith 1998). For those imprisoned by the apartheid government after 1960, the harshest treatment occurred within the first decade. The ANC leadership during its almost 40 years in exile, also faced the challenge of leading double lives and the threat of infiltration. For the ANC cadre, the years of exile also meant "boredom, frustration, and inertia” (Meredith 1998, p. 348). The period between 1964 (the year Nelson Mandela was imprisoned) and 1974 represents the nadir of ANC influence both abroad and within South Africa. A liberal churchman, speaking of African external resistance in 1966 noted:

I think there is very little organized resistance left. The idea of any mass uprising, any violent overthrow of the government...has little relationship to realities here. The leadership doesn't exist, the organization doesn't exist; I really wonder whether the desire exists. After all, the economy is prosperous; the Bantu are making more money than they ever made, they are gradually beginning to get a stake in a stable society. Why should they jeopardize it by revolting (as cited in Drury 1968, p. 255).
 
To reiterate, the exile leadership, during its thirty years outside South Africa, had re-created the ANC as a secretive organization that became dependent upon a highly centralized command and control system. Decisions were taken by a revolutionary council and passed down through that chain of command. It was difficult after 1961 for the ANC to resist the tendencies toward the concentration of power, authoritarianism, and intolerance that have plagued revolutionary movements around the world in other places, at other times.

One danger, to critics, was that the nature of the underground struggle had caused the development of a bureaucratic culture of secrecy and subterfuge. Both compartmentalization and secrecy severely eroded the tolerance for different views and the efficiency of the ANC in exile. As a result, the ANC bureaucracy seemed to be slow and inscrutable. At best, it was furtive; at worst it was incompetent. This problem would continue into the post-apartheid period.

The ANC's organizational style in exile was defined by its relationship to the South African state. By the late 1960s, South African secret agents had become adept at using a whole range of techniques to acquire information and plant spies in the ranks of the ANC and other exile organizations. Throughout its period in exile, the ANC was a complex organization and its complexity related to the difficulties that it had in curbing its own authoritarian leadership style. The influence of the SACP may have reinforced this top down pattern of administrative culture, but did not create it. Exile, however, did increase the "saliency of class analysis" within the ANC leadership (Rantete 1998, p.47).  

What dominated the ANC strategy in the 1970s and 1980s was the need for a more effective "internal organization and leadership” (Raditsa 1989, p. 87). Historians of the ANC in exile have portrayed it in the 1980s as an organization characterized by tensions, crises, and non-democratic practices. The reason for this was in part the organization's fear of penetration by South African government agents, particularly after the discovery of a spy ring in 1981. For every ten ANC recruits, Pretoria had claimed five were infiltrators. These fears "aggravated tensions and laid the ground for human rights violations, internal divisions, personal rivalries and disregard for democracy” (Rantete 1998, pp. 72-73).

 Within the exiled ANC, conflict and bickering were often combined with secrecy, the inability to delegate, and a demand for loyalty. The leadership often seemed to demand loyalty rather than ability, honesty, or intelligence. Members were often expelled for disloyalty amidst fears of conspiracy from within. ANC sources from time to time have confirmed what they have called

…non-democratic tendencies on the part of some ANC leaders coming out of their underground, guerilla war experience. Given the circumstances of exile and the struggle against apartheid, there was little opportunity for consultation with the organization's cadres. The ANC in exile had operated as a secretive, authoritarian organization with military personnel prominent in its hierarchy (Meredith 1994, p. 24).

In the end, "[w]here exactly the line was drawn appeared to many ANC members as too authoritarian, and in conflict with the party's own commitment to transparency” (Brummer 1997, p. xvi). As one long term observer of the movement has put it, the “struggle [defined] ideological boundaries wherein strategic and tactical dogmatism demanded total and uncritical loyalty from its members” (Van zyl Slabbert 2000, p. 97). For the individual ANC member, the organization was a "uniquely powerful solidarity movement” (Bernstein 1994, p. 247). As another long time ANC member noted, Frene Ginwala “I cannot imagine myself being outside… of the ANC” (as cited in Bernstein 1994, p. xvi). The ANC was, according to ANC activist, Peggy Stevenson (as cited in Bernstein 1994, p. 425),

…more than just a political movement…. They are my family. The Movement is the one thing I can tell you now that has stabilized me. It was the one thing that remained constant in my life. No matter from which point I approached it, or how I strayed from it, it was there; it was always there; it was a part of my life.

Because of the exclusiveness of the organization, another ANC activist, Dianna Williams, noted, "[f]rom the time that I've come into the ANC I haven't really had a time when I've felt close to people--our own people (as cited in Bernstein 1994, p. 425).

The down side of the armed struggle in the 1970s and 1980s was that "it meant unlearning the instinct for openness and trust. For its own preservation, the movement [was] forced to become increasingly wary of outsiders” (Lelyveld 1986, p. 2). The organization came to operate with a structured form of consensus building. This was a unidirectional communication of "consensus... reached by political elites and passed down to the public that respond[ed] as an acclamatory agent only" (Van Vuuren 1985, p. 57).  

[bookmark: _Toc491172002][bookmark: _Toc523846304]Profile of a Government in Waiting

[bookmark: _Toc491172003][bookmark: _Toc523846305]The Making of a Bureaucracy

In exile, the primary function of the ANC became the provision of social services to its own military and civilian contingents in Zambia, Tanzania, Angola, and all over the world. In 1982, the ANC budget was $56 million, there were 9,000 people on its payroll, it had 21 diplomatic missions and over a 1000 students on scholarships. It had over 100 vehicles, 2 large collective farms, a comprehensive school, and several military camps. It owned 15 buildings and rented 57 residences in Lusaka alone. This amounted to a small bureaucratic structure, though not quite even a small government; the whole system was based on a collectivist basis. 

To its members, however the ANC took on many of the functions of a state (Suttner 2003). The ANC, during its 30 years in exile, grew into a large bureaucracy with offices throughout the world, but it was an exile organization that had been cut off from its own constituency in South Africa and had few links at the grassroots level. There was a built in tendency for small groups to make decisions without consultation with the masses of the organization. One of the co-chairs of the United Democratic Front (UDF), Archie Gumede, described the ANC leadership in these terms in 1990:

With regard to the leadership, I knew them from the old days. We shared the 1956 Treason Trial. But things went wrong. They have a lack of history of the last 25 years [in South Africa]. There is this plus a suspicion that people who remained in the country were not genuinely concerned about the future of the country and the success of the struggle. They thought we had one foot in both camps. They became suspicious of the "prison fraternity." Even those who went into detention during the state of emergency were not accepted. All that happened in the last ten years was just by the way (Interview with Gumede, 1990).

By the mid-1980s, the organization had developed strategic linkages with friendly states in the Eastern Bloc, Africa, Scandinavia, and with non-governmental organizations and interest groups around the world who supported their cause. Its diplomatic bureaucracy and membership spread over more than 40 countries across Africa and in Europe and North America. During its period in exile, the ANC and MK had offices in London; Morogoro, Tanzania; Lusaka, Zambia; and, after 1975, military bases in Mozambique and Angola. The ANC maintained 20 missions in Africa, 12 in Europe (including the four Nordic countries), four in North America, and five in Asia (Rantete 1998). In 1973-1974, the ANC had 250 people in camps in Tanzania, 130 in Zambia, and approximately 100 in Botswana, Lesotho, and Swaziland.
	
The ANC headquarters in Lusaka, Zambia functioned as a state within a state. It eventually employed 2,000 people in administration and in service industries, clinics, food supplies, transport, and day care. The MK functioned separately as a guerrilla army under the joint control of the ANC and the SACP, but outside of each organization structurally. In the 1970s, as it added new portfolios, the ANC "created a bigger bureaucracy, which somehow stifled the initiative of people" (Dennis, O as quoted in Bernstein 1994, p. 101). 

By 1983, the ANC managed an army, refugees, bureaucrats, and diplomats with permanent facilities in Zambia, Angola, Tanzania, and dozens of other capitals around the world. The ANC in exile was made up of five groups, 1) the four hundred people in the headquarters in Lusaka; 2) the five military camps of Umkhonto we Sizwe, with some eight thousand men; 3) the SACP structure; 4) the South African Council of Trade Unions (SACTU)[footnoteRef:2]; and 5) the international affairs/diplomatic division with offices around the world. Refugee camps were scattered all over Eastern and Southern Africa. [2: The latter merged with COSATU in 1990 after it was unbanned.] 


In mid-1980s, in order to mount its internal campaign, the ANC undertook to reorganize its external bureaucracy and took on the trappings of a government in exile (Lodge 1984). According to Adam (1988), the movement had developed a large bureaucracy with an annual budget of $100,000 million and total personnel of close to ten thousand people. Half of the money came from the Eastern block countries, the other half from Scandinavia and the UN (Barber 1999). 

In exile, movement people were separate from the rest of society (Van zyl Slabbert 2000). Those in the ANC did not earn a salary of their own but rather received a small allowance from the organization though a variety of funding sources that gave them the resources to subsist (Bernstein 1994). Each ANC cadre received free housing, food, education, and medical care and an allowance of R20 ($35.00) a month. Not surprisingly, a number of factions developed within the Zambia, Tanzania, and Angola ANC centers, and within the leadership. For example, splits developed “over the decision to allow whites to join the ANC's ranks and over the role of the Communist Party" (Kasrils 1993, p. 348). 

Eventually, the ANC set up a normal school near Morogoro, Tanzania. Though the intent was to include ideological content in the syllabus, pragmatism prevailed and a standard syllabus that was externally examined was offered for a full complement of courses in the arts and sciences. Administratively, however, "the school remained authoritarian and unaccountable" (Serote 1992, p. 58). 

By 1985, the organization had developed a bureaucracy that was worth several million dollars scattered across the world. The combined value of its property in Lusaka alone was worth R 13,570,700 ($26 million) including office blocks, houses, farms, factories, workshops, computer and communications equipment, and schools. Some of this equipment was driven back to South Africa after 1990. Its Tanzania operations were worth R 575,800,000 ($92 Billion).  By the middle of the decade, it had close to 40 overseas missions and operated a several thousand-person army, primarily located in Angola (Rantete 1998). It was ill equipped either to manage an urban revolt or take the over the reins of government, though it would do both in the late 1980s and early 1990s.

During the 1980s, the ANC had four sub-strategies towards liberation: 1) the armed struggle; 2) international isolation (sanctions); 3) internal actions; and 4) internal mass mobilization. After 1984, the ANC operated increasingly in the open within South Africa, using the UDF as a vehicle for its activity.

The younger generation within the ANC, who filled the middle levels of the exile bureaucracy, often was more militant than the older generation, having been driven into exile after the Soweto uprising, and often after a stint on Robben Island or in Pretoria Central Prison. For many, Robben Island and the other prisons became the “university” of the revolution. Black Consciousness activists, when arrested, were sent to Robben Island and some were "reeducated" by Mandela, Sisulu, Mbeki, and the other ANC leaders. Many then joined the ANC in exile or the UDF inside South Africa after their release (Fredrickson 1995). The "Island graduates" released from prison brought a new set of values to the ANC in exile and to the UDF after 1983. Most of the Natal UDF, for example, had been socialized on Robben Island. Strife between the exile faction and UDF stalwarts, particularly those imprisoned on Robben Island, continued into the Government of National Unity (GNU) (Smith 1998c). 

Before 1990, the ANC took some steps to prepare for the return from exile. In offices and enterprises at Mazimbe (near Morogoro) in Tanzania, workers were supposed to be thoroughly trained in all operations so as to be able to manage similar offices and factories in South Africa after liberation. Scholarships became available to South Africans in exile, many of them reserved for ANC cadres. Several of the younger generation of the exile bureaucracy held advanced academic qualifications from North American, British, or, in several cases, Eastern European universities. The ANC office in Lusaka included a large number of lawyers and economists, many having been trained in Eastern Europe. Both the older generation and the post-Soweto exiles were 

…ideologically eclectic though differences in political outlook [did] not result in the formation of factions or splits within the executive.… Essentially the ANC [was] a movement of pragmatists, not ideologues, with a heritage of political knowledge and experience that [spanned] five decades (Lodge 1983, p. 80).

When it returned from exile, the ANC brought with it its counter-bureaucracy that was created to fight the liberation struggle. Parallel with the rise of the UDF, the ANC had succeeded in creating a small though effective clandestine organization within the country's borders which could move in and out of the country. On the eve of its un-banning, the ANC began to project a more moderate, flexible image within South Africa and internationally, identifying with the democratic values of the UDF in its challenge to the National Party government.

On the eve of the February 2, 1990 announcements, a number of political movements were poised both to negotiate and compete in a transformation process that would result in a new set of political processes and policies. Both through negotiations and a process of coalition building, however, these various forces would construct a two- block alliance led by the National Party on the right and the ANC on the left.

In exile, and in reaction to its struggle with the apartheid South African state, the ANC had moved further towards a centralist, authoritarian organizational culture. As Don Pinnock (1997, p. 486) has noted, "the fraternity of the Left had become a clandestine affair."  Frank Welsh (1999, p. 486) points out, "The ANC in exile was beginning to reflect with unhappy accuracy the methods of the security forces in South Africa."  Control and patronage would become the hallmark of ANC rule particularly after the end of the Government of National Unity in 1999.

[bookmark: _Toc491172004][bookmark: _Toc523846306]The Camps, the Violence, and the Image of the ANC 

ANC methods during the resistance struggle were violent and directed both externally at the apartheid regime and internally at its own recruits. Tactics included “the murder of black policemen, the violence of the [ANC] self-defense units, necklacing, inciting people to kill, as well as stories of torture and executions in ANC Camps” (Krog 1998, p. 162-163).[footnoteRef:3] Krog documents numerous allegations that ANC cadres used rape as a means to punish women. The ANC admitted that its internal tribunals had flaws - that they extracted evidence under torture, that its cadres were tried and sentenced without legal representation, and that the organization waited too long before it condemned necklace murders. The truth of the allegations may never be known, but the images that came out of the camps had a strongly negative impact on the image of the ANC both internationally and in South Africa (Krog 1998).  [3: Necklacing involved putting a gasoline filled tire around a victim’s head and lighting it a fire.] 


Criticism after 1990 became more strident when critics both inside and outside of the ANC accused the ANC of human rights violations and the abuse of power within its military units during the 1980s. The ANC in exile had established a security department, Mbokodo (the stone that crushes), to counter the apartheid government offensive, which they did with great zeal (Rantete 1998). There had long been "allegations of…beatings and mistreatments” leveled at the leadership of the ANC in exile (Duffy 1997, p. 12). 

Critics suggested that, for periods during the 1980s, the organization had failed to control its security department. Torture and other human rights abuses were said to be widespread. By 1992, stories began to come out about ANC abuses in the military camps in Angola and in ANC headquarters in Lusaka. One of those implicated in the ANC's abuse of power, according to its internal commission, was Mzwai Piliso, the former head of security in the ANC (Katz 1992; Laurence 1992b). There is no question that serious human rights violations occurred within Umkhonto we Sizwe (MK), particularly within its camps and prison in Angola.  

At Quadro Camp, there was “if not a spy mania, at least a culture of suspicion” (Shabin 1999, p. 312). The atmosphere in the Angolan ANC prison camps was said to be one of despair. Within the Angolan camps, the ANC had brutal punishment for even minor infractions (Bernard & Twala 1994, pp. 45. See also p. 104). In all the discussions of the ANC’s use of violence, the reasoning behind this treatment of prisoners was never made clear. Some claimed that it related to the no holds barred anti-apartheid structure. A different view linked behavior in the camps to the organizational culture of the movement. The revelation that the ANC abused prisoners and had a spotty human rights record during the armed struggle embarrassed the movement as it approached the negotiations process (Sparks 2003).

 One effect of camp treatment on the prisoners was to "destroy what little self respect [prisoners] still had at this stage" (Bernand & Twala 1994, p. 82). Some of those who died in the ANC camps were killed “as a result of bad leadership, jealousies and paranoia” (Smith 1998b, p. 10). What came to be called the "Pango" incident, in particular, had a profound impact on ANC cadres. Brutal methods, including torture and executions, were used to put down a 1984 mutiny at the Pango Camp in central Angola, ending all resistance to authoritarian rule within MK. 

By 1986, the fear of "terror and death" from within the organization were a threat to ANC members in exile. Mwezi Tswala, a former ANC cadre, while partisan (having joined the IFP) has provided a graphic description of the ANC use of torture in the prison camps. His revelations led to the investigation of the organization by several internal commissions and ultimately by the Truth and Reconciliation Commission (Bernard & Twala 1994). Many of those involved in the infamous Quatro detention camp in Angola later passed into the government intelligence service (Barrell 1999e). According to Tswala, an admitted anti-communist, the SACP leadership, in particular, "produced a spirit of intolerance, petty intellectual thuggery and political dissembling among [the membership of the ANC]" (Bernard & Twala 1994, p. 156). 

In 1992, about 70 ANC officials in the ANC’s Security Department (including Oliver Tambo, Chris Hani, Joe Modise, and Jacob Zuma) were accused of torture, the violation of human rights, and other serious crimes in the camps. This was according to Robert Douglas, a Durban based attorney and head of a Commission of Inquiry, a self-appointed politically conservative commission and lobbying group based in Washington D.C. The Douglas Commission while it lacked objective credibility did continue to keep the issue alive.

Initially, the ANC denied all accusations and failed to condemn the actions in its detention centers in Angola (Laurence 1994). Among those who denied the charges were senior ANC officials Joe Slovo and Chris Hani (Waugh 1993). The situation changed when one highly visible ANC leader, Pallo Jordan, the ANC’s Director of Information, confirmed some of the allegations and announced that he had been detained by the ANC for six weeks in the early 1980s without ever being told why (Evans 1991a). Scandal enveloped the ANC in 1991 as news of torture and executions within its camps during the 1980s were reported in the South African press (Meredith 1998). 

In October of 1992, the ANC admitted to some abuses, arguing that they occurred within the context of a military struggle and later unreservedly apologized in public for the human rights abuses it carried out in exile (Laurence 1992a; Nyatsumba 1993a). Former MK chief of staff Chris Hani also admitted that a misuse of power had occurred (Johnson 1992). As a result of the controversy, the ANC in 1993 appointed a commission (the Motsuenyane Commission) to investigate these charges. 

The Motsuenyane Commission concluded that during the exile period there were "leadership failures and organizational disarray which spawned widespread human rights abuses" (Davenport 1998, p. vii). They found that the ANC Officer of Justice in the last years of exile, Zola Skweyia, "was not given sufficient resources or the authority to implement his mandate" (Harvey 1993, p. 4). The Motsuenyane Commission talked of executions, torture, and the ill-treatment of prisoners, describing the situation in the 1980s as an "extraordinary abuse of power" (Collinge 1992 p. 12;. Informants spoke of terror in the organization (Raditsa 1989). At least 265 people died in the camps according to ANC documents (Sparks 1992). One victim described them as "concentration camps" (Laurence 1992c, p. 2). 

The ANC's Security Department was specifically cited for brutality by the Motsuenyane Report. It was claimed that people were kept in the ANC as captives without due process. There was evidence of the organized murder of ANC dissidents in Zambia, Botswana, Tanzania, and Angola and there were said to be murder squads among the ANC's security forces (Raditsa 1989). These actions were said to be part of the ANC security policy during its last decade in exile (Laurence 1992d).  

Control techniques included the use of self-criticism meetings. Punishment included the digging and filling in of ditches. There was said to be widespread use of political re-education. The organization used what it called permanent punishment, where prisoners were apparently hung from a tree for very long periods of time. ANC official Mzwai Piliso, the ANC's security chief at the time, was quoted as saying he felt justified in "beating suspects on the soles of their feet for two reasons: they did not easily rupture and he needed information ‘at any cost’" (Collinge 1992, p. 12). 

Further revelations in September of 1993 portrayed life in ANC/MK bush camps and in ANC prisons (Victor 1993). As a guerilla movement, the MK looked for "young men ready to kill blindly on orders and die" (Raditsa 1989, p. 374). Cadres were punished for asking questions. ANC informants claimed that once they were in the organization they were "horrified by their [ANC leaders] regimentation, their cynicism, and their intolerance of open discussion and questioning" (Raditsa 1989, p. 384).  Members of the ANC in exile could not leave the ANC or MK. Those who wanted to leave MK could only do so in a "military way", that is by death--apparently by being stabbed in the kidneys. The truth of some of this criticism may never be known. However, the images portrayed were not pretty, nor helpful to an organization which was trying in the 1990s to demonstrate its democratic bona fides. 

Critics accused the organization of having special privileges reserved only for the ANC leadership, while the line soldiers were treated harshly. The ANC came under heavy criticism during the negotiations for its decision not to punish those implicated in its abuses of human rights during the 1980s (“Response to ANC” 1993). Critics of the ANC came from the left as well as the right. As Bishop Tutu put it in his memoir, “those opposing apartheid frequently became brutalized themselves and descended to the same low levels as those they were opposing” (Tutu 1999, p. 197). Johannes Rantete, however, correctly points out the mitigating circumstances of the ANC’s authoritarianism in the 1980s. It was engaged in a rebellion against a harsh militarized state. Underground organizations required highly centralized organizational structures (Rantete 1998).  

For close to 30 years, prior to February 2, 1990, the organization was underground and operated outside the law. It had to operate in a clandestine fashion. It was dangerous for members of the organization to communicate both at home and overseas. The leadership had to be self-contained, militaristic, and authoritarian (Interview with Mason, 1990).  Nonetheless, the image of the ANC had been tarnished by the revelations at a delicate point in the negotiations. 

The matter of ANC human rights abuses was referred to the post-1994 Truth and Reconciliation Commission (TRC) that examined human rights abuses by both the apartheid government and the liberation movement. The purpose of the TRC was in part linked to the ANC’s need to explain what happened in the ANC detention camps in Angola (Krog 1998). The ANC had instructed its leadership to apply to the TRC if they had committed human rights abuses (Koch 1996). In its report, the TRC implicated the ANC in “gross human rights abuses, including the killings of civilians in its military operations, torture in its military camps and the deaths of civilians in its landmine campaign” (Barrell, Mbhele & Nkosi 1998, p. 3). The issue became very visible during the GNU. By 1997, the South African press was full of allegations of beatings and mistreatment of cadres within the exiled ANC (Duffy 1997).

The TRC published its findings at the end of October 1998 amid reports that the ANC had attempted to influence them and to block publication of sections of the report critical of the organization (Mbhele 1998b; Lesson 1998). The ANC initially rejected parts of the TRC “because it equated the ANC’s atrocities with those carried out by the agents of apartheid” (Mbeki 1999, p. 11). The press revealed a clumsy, ineffective attempt to repress sections of the TRC report that were critical of the ANC. Bishop Tutu has described the ANC’s move to get a court interdict to stop publication as “a bolt from the blue” which threatened the credibility of the Commission (Tutu 1999, p. 210). The cost to the ANC of this awkward attempt to muzzle the TRC was very high in terms of the ANC's reputation for liberalism and tolerance (Barrell, Mbhele & Nkosi 1998). The ANC’s actions ensured that the issue remained alive within the ANC long after the 1994 transition election. 
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Anthony Sampson, often seen as a publicist for the ANC, has noted the collectivist views of both those in prison and the ANC in exile (Sampson 1999). The ANC, according to Van zyl Slabbert (2000, p. 111), “won the battle for power and control. But the battle against racism, intolerance, nepotism, wasted resources, small-mindedness and corruption continues.” Some of these patterns would be brought into government since once the ANC cadre becomes a state employee they often end up as a servant of those in power. This makes it likely that the bureaucrat, regardless of their personal values, lose their capacity for sound judgment.

The ANC in exile, to the casual observer, did not appear to be anything other than a socialist organization with one party tendencies. That this was not entirely accurate was less important than the image it projected of itself as it approached negotiations. As a result, “a liberal-democratic constitution and an economic policy based on free market principles were the last things they [the ANC] had in mind for South Africa” (Van zyl Slabbert 2000, p. 124). The propaganda culture of the organization was one of discipline, control, and unity, all likely contributors to a hierarchical, politicized bureauracy. 

The ANC inherited value systems that were non-democratic from the Robben Island practices of centralized control, the secrecy and control mechanisms from exile, the autocratic populism of the MDM, the democratic centralist assumptions of the SACP, and the elitist practices of the MDM leadership during the state of emergency (Rantete 1998). It was difficult for the ANC to shift from a guerilla movement to a liberal politically pluralist organization. But, on the eve of its un-banning, the ANC began to project a more moderate, flexible image within South Africa and internationally, identifying with the democratic values of the UDF in its challenge to the National Party government.

This would lead to tensions within the ANC as an organization during the GNU period. Despite denials from within the movement, it was clear that the ANC has had internal problems based at least in part on ethnic identity. Ethnicity and racial balance have long been a problem in the movement. It was divided racially, ideologically, and had to deal with an urban-rural split. Ethnic identity was also stimulated by the homeland regimes. For example, in GaRankuwa, in the former Bophuthatswana, the MDM opposition sometimes targeted the non-Tswana minorities resident in the region leading to a rise in ethnic tensions in the region. 

The exile organizational culture, we have argued in this chapter, was to mark the ANC long after it was legalized in 1990. Critics suggested that the organization, even after it was un-banned, was controlled by a "secretive, tightly knit clique of just thirty-five people who... had made all decisions... from the Olympian heights of the National Executive Committee" (Ottaway 1993, p. 39). The press at the time of its unbanning portrayed some within the ANC leadership as obtuse and arrogant and the ANC’s critics suggested that the movement advocated an overlap between party and government that characterized the National Party under apartheid (Van zyl Slabbert 2000). That said, we argue here that much of the criticism of the ANC after 1990 was unfair, given the organizational tensions in exile, the recent return of exiles, and the massive challenges faced by the former exile organization in the negotiations process. 

The awkward management style of the ANC leadership with its complicated organizational structure and parallel systems of internal and external governance (prior to the disbanding of the UDF) often contrasted unfavorably with the apparent smooth public relations and sensitive management style of the De Klerk government as portrayed in the South African press. However, beyond the awkwardness and the lack of organization, was a pattern of internal organizational control that would plague the ANC as it entered the post-Apartheid GNU.

The ANC’s reputation internationally was in part a combination of incompetence and stubbornness. It was seen as archaic in its ideology, and operating on favoritism and ethnicity (Hadland & Rantao 1999). Despite this it eventually was able to appeal to the international community to line up with it in its battle against apartheid. It is to this issue that we now turn in the next few chapters.
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