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Introduction
Agriculture in the Western Cape is 
predominantly based on wine farming, 
deciduous fruit and olive production, with grains 
and fodder produced mostly in the Swartland 
area. Primary agriculture and agri-businesses 
account for a significant percentage of the 
region’s GDP. In rural areas agriculture is often 
the only employer of unskilled labour.

Agriculture in the Western Cape follows a 
world-wide trend towards greater market 
concentration. Life-style farming and new 
residential developments on agricultural land 
are, however, increasing the cost of productive 
land close to urban markets.

This case study is based on a series of interviews 
conducted on farms owned by Bosman Adama 
(Pty) Ltd in Wellington. Bosman Adama is jointly 
owned by the Adama Apollo Trust (26%) and the 
JC Bosman Family Trust (74%). The company 
owns eight farms in Wellington’s Bovlei Valley, 
two farms in the Hermon area, a farm in the 
Hemel-en-Aarde Valley near Hermanus, as well 
as a sheep farm in the Karoo. The company 
employs 320 permanent workers and an 
additional 100 seasonal workers during the 
vine cutting season.

Annual turnover is based on vine cutting sales 
(60%), wine sales (30%), and wine grape 
sales (6%), with the remaining turnover (2%) 
generated from various smaller projects. 

Vine nursery
lelienfontein farm
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The company, through Lel ienfontein 
Vinegrowers, controls 33% of the South 
African vine nursery market and produces 
more than nine million hand-grafted vines per 
year. Bosman Adama sells half of its wines 
under the Fairtrade label.

Lelienfontein farm has been in the Bosman 
family for seven generations. Many of the 
company’s farm workers can directly or 
indirectly trace their personal family histories 
across five generations to a single progenitor 
— Adam Apollis — who also worked on the 
Lelienfontein farm. Today 30 Bosman Adama 
employees still carry the Apollis surname. This 
generational legacy was a common theme 
expressed during conversations with many of 
the company’s employees.

Workers’ Committee, 1994

The company’s first Workers’ Committee 
(BAWC) was established in 1994 to provide 
a forum through which workers could voice 
their aspirations and grievances. At the 
time the company also initiated a number of 
programmes to empower employees and their 
families on a personal level. The programmes 
included a crèche for pre-school children, 
a karate club and after-school centre for the 
youth, a women’s club, a sports club, a farm 
library, incentives to encourage farm children 
to finish their high school education, as well 
as tertiary bursaries for matriculants. In 2004 
the company also built a retirement home in 
Wellington for retired farm workers.

The BAWC’s committee members are elected 
by the permanent workers, and are re-elected 
every 12 months. The committee represents 
and acts on behalf of all the company’s farm 
workers.

In broad terms the committee has the following 
functions: 

• to negotiate annual wage increases and 
seasonal performance bonuses for the 
wine harvesting and vine cutting seasons; 

• to manage social and work-related 
disputes; 

• to manage the maintenance of farm 
houses; and 

• to serve as a communication channel 
between the workers’, the workers’ trust 
and management.

Shared equity programme, 2007

In 2007 the company approached the BAWC 
to discuss its intention to embark on a shared 
equity programme. The concept was still 
relatively new in agriculture and unfamiliar to 
most of the farm workers. The BAWC took the 
proposal to the farm workers who decided that 
although they were not sure how things would 
work out in practice, they had nothing to lose. 

The Department of Agriculture provided 
financial management training for all BAWC 
committee members during the grant 
application phase. Permanent workers received 
similar training to prepare them for their future 
role as shareholders in a company.

The first trustees of the Adama Apollo Trust 
were chosen from the ranks of the workers’ 
committee.

Rita Andreas was the first chairperson of the 
BAWC. She believes the process was aided 
by the fact that Bosman Adama’s workers had 
already been empowered by a long history of 
social investment, access to information and 
training. The company’s workers were, as a 
result, able to provide valuable input. This 
ability to participate gave the workers a sense 
of ownership in the project. There was also a 
high degree of trust between management and 
workers as a result of earlier empowerment 
and social investment projects.
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The BAWC’s next task was to decide who 
would qualify as shareholders. After much 
deliberation they decided to be as inclusive 
as possible. All permanent workers with a 
continuous service record of three or more 
years would qualify as future shareholders of 
Bosman Adama. This qualification was also 
extended to retired workers, and in the case 
of deceased workers, their widows. As a result 
260 permanent workers were able to access the 
Department of Agriculture’s Land Redistribution 
for Agricultural Development (LRAD) fund. The 
grants allowed individual members of the trust 
to buy 110 shares in Bosman Adama (Pty) Ltd. 
The share allocation gave permanent workers a 
26% share in Bosman Adama.

The trust, after consultation with the workers, 
reinvested 80% of the funds into Bosman 
Adama to allow the company to embark on an 
extensive expansion programme. 

The BEE deal was brokered over a two-year 
period, and included consultations between 
the Adama Apollo Trust, the Bosman Family 
Trust, the Department of Agriculture, a BEE 
consultant, company auditors and lawyers. 

Today the Adama Apollo Trust is overseen by six 
trustees, two of whom also serve on Bosman 
Adam’s board of directors.

The Adama Apollo Trust differentiates between 
three different types of shareholding:

• Class A shareholders are permanent 
workers who have made, by way of their 
LRAD grant, a capital investment in Bosman 
Adama. Retired workers, or those who 
cannot work as a result of a disability, retain 
their Class A status and are also entitled to 
dividend payouts.

• Class B shareholders are those permanent 
workers who, after eight years of unbroken 
service, have subsequent to transformation 
acquired shares in the Adama Apollo Trust 

through their “sweat capital” contribution. 
All permanent workers with a continuous 
service record of four years’ service or 
more, receive a partial dividend payment 
that increases incrementally until they 
qualify for a full dividend payment after 
eight years.

• Class C shareholders are former Class A 
shareholders who no longer work for the 
company and have not claimed their capital 
contribution. Class C shareholders do not 
receive annual dividend payments.

Management strategies and 
philosophy

Bosman Adama has a very flat organisational 
structure that is largely based on a system of 
line managers who are responsible for small 
teams of between 15 and 20 workers. These 
teams are not specialists, and their tasks 
vary according to the seasonal requirements 
of the business. Teams from various farms 
are sometimes required to work together to 
harvest grapes, prune vines or work in the vine 
nursery. Specialist tasks such as irrigation and 
vehicle maintenance are performed by trained 
technicians supported by one or two assistants. 
Each farm also has its own farm manager.

       Communication

Good communication and articulate employees 
are key to the company’s success. Most of the 
senior employees interviewed spoke of “trust” 
and “trustworthiness” — values that are pre-
conditions for open and free communication. 

Day-to-day work-related communication takes 
place through line managers. Line managers are 
responsible for productivity and quality control 
and to implement the week’s work schedule. 

Line managers are also expected to identify 
the training requirements of their teams and
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report these to the human resources managers. 
Individual workers are in turn encouraged to 
inform their line managers of their personal 
training needs. Courses are arranged when there 
are enough candidates for a particular course.

   Training

The company motto is “Ingeligte mense neem 
wyse besluite” (informed people make wiser 
choices). Training is seen as central to the 
company’s empowerment strategy. Bosman 
Adama also has its own training centre.

The vine nursery is the company’s largest 
source of income and the activity is very 
labour intensive. A full day of training is set 
aside at the start of the vine cutting season 
to prepare workers for the up-coming season. 
Training sessions typically focus on the inter-
dependence of individual processes and 
their combined impact on the profitability of 
the company and service delivery to clients.

Training programmes during the rest of the 
year focus on vine pruning techniques, the 
use and application of pesticides, herbicides 
and fungicides, irrigation, operating machinery, 
first aid and fire fighting. Courses on financial 
management, labour law and leadership are 
presented as required.

Line managers and the various farming 
specialists are also encouraged to act as 
mentors to their assistants.

        Recruitment

Seasonal workers are employed in the vine nursery 
during the autumn through to early summer. 
These workers are sourced from Wellington and 
Mbekweni. Permanent workers are generally 
recruited from this pool of seasonal workers. The 
seasonal work is generally seen as an easy point 
of entry into the business and an opportunity to 
evaluate candidates for permanent positions.

The company has a general policy of giving 
preference to candidates who are already living 
on one of the company’s farms, or those with 
strong family ties to existing workers. Sometimes 
this policy is more difficult to adhere to in the 
wine cellar where promising winemakers are 
often head-hunted by other wineries.

        Remuneration

All wage negotiations and seasonal performance 
bonus negotiations are conducted by the 
BAWC. Outcomes are generally a compromise 
between what the company can afford and what 
workers have presented to their representatives. 
Dividend payouts are regulated by the Adama 
Apollo Trust and Bosman Adama. 

Permanent workers who are not shareholders 
can receive a full dividend payout after eight 
years of continuous employment. New entrants 
to the permanent workforce were initially offered 
a pro rate payout — based on a sliding scale 
— after five years. Today, permanent workers 
receive their first dividend payments (partial) after 
four years. Ivan Thomas, a trustee and a director 
of Bosman Adama, believes permanent workers 
may soon be eligible after only two years.

“You need to look at the situation from the 
worker’s point of view. At the end of the day he 
worked just as hard as anyone who has shares 
in the business. It is important to recognise that 
contribution so that he too feels he is part of the 
business.”
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“Leadership is never only about one 
person, there must always be someone 
to follow in your footsteps.”

Ivan Thomas
Director of the Adama Apollo Trust.
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   Social investment

Bosman Adama has a longstanding policy of 
investing in their farm workers’ socio-economic 
welfare. The company’s Fairtrade accreditation 
has allowed it to upgrade current projects and 
initiate new programmes. 

Some social investment projects also provide 
an opportunity to benefit all farm workers in the 
community. Bosman Adam has for example, 
funded and equipped a permanent health post 
for the Bovlei community in collaboration with 
Fairtrade and the local municipality. The health 
post gives all workers in the Bovlei community 
access to a nursing sister and basic health care.

Worker perspectives

Interviews conducted with Bosman Adama 
employees fall into two categories: firstly, those 
who started off as general workers and are 
now in leadership positions; and secondly, two 
focus group discussions with general workers 
(male and female). The following people were 
interviewed:

• Rita Andreas, chairperson of the Adama 
Apollo Trust and director of Bosman Adama;

• Ivan Thomas, trustee of the Adama Apollo 
Trust and director of Bosman Adama;

• John Harnik, chairperson of the BAWC; and
• focus group discussions with permanent 

workers.

Rita Andreas

Rita Andreas is the chairperson of the Adama 
Apollo Trust and a director of Bosman Adama. 
In 2011 she resigned to accept a research post 
at the Department of Agriculture and Rural 
Development. She is also the spokesperson 
of the Farm Workers Forum, a body that 
represents more than 14 000 farm workers in 
the Western Cape.

Rita grew up on Lelienfontein where her mother 
worked as a general farm worker. She left school 
to work on Lelienfontein and studied part-time to 
get her matriculation certificate. In 2002 she was 
offered an administrative post in the company’s 
office, and within three months was promoted 
to assistant personnel manager. A year later she 
became the company’s first human resources 
manager, a position she held for ten years.

In her discussions with farmers and farmer 
workers she has found that farmers are often 
afraid of losing control over their businesses. 
Farm workers, on the other hand, are wary of 
being used to access grant money to help a 
business that is experiencing financial difficulty.
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Rita Andreas

“Trust is an important element in 
transformation, and trust must come 
from both sides. The apartheid stigma 
will always be there, so workers want 
to know if they can trust the farmer and 
that he is serious about transformation. 
The farmer on the other hand, needs to 
be assured that he can trust the workers 
to become part of his business.”

Rita Andreas



Rita Andreas believes there are a number of 
lessons to be learnt from failed shared equity 
programmes. Workers need tangible proof 
that there has been a change in the business 
structure, so it is important for them to receive 
a personal copy of their share certificates. 
Workers must also be given the opportunity to 
put into practice what they have learnt while 
attending training sessions.

She believes the biggest myth in agriculture 
is that most transformation projects will   
inevitably fail.

Ivan Thomas

Ivan Thomas is a trustee of the Adama 
Apollo Trust and a director of Bosman 
Adama. He started as a general worker at 
Bosman Adama, and is currently employed 
as a line manager. He sees himself first and 
foremost as a farmer, and says there is a 
demand for skilled farm workers who have 
proved themselves to be reliable employees. 

John Harnik

John Harnik is the chairperson of the BAWC. 
He was born on a farm in the Bovlei valley 
and left school after completing Grade 7. 
After school he worked alongside his parents 
as a general farm worker before joining the 
army in 1968. In 1992 he returned to farm 
work and has since become an irrigation 
specialist on one of Bosman Adama’s farms.
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“Transformation fails when it is not 
managed properly and when people are 
not fully committed or when people don’t 
know who to go to for help. My advice to 
any farmer considering a transformation 
programme is: invest in your people. You 
will build a stronger business.”

Rita Andreas

“Farmers don’t want to employ people 
who have no training. The first thing he 
is going to ask is where do you come 
from. He is going to ask about your 
history. Everybody has a job history, and 
people look at that. You want to employ 
someone with whom you can establish 
a long-term relationship. It is the same 
here at Bosman Adama.

If you want to get somewhere in farming, 
you have to be prepared to accept 
responsibilities. You need to want to 
make a difference, then you will find there 
are always people who want to help you. 
If you are always angry and negative, you 
will be left behind. 

At the end of the day, you need to be 
noticed. If you don’t prove yourself, 
nobody will see the potential in you.”

Ivan Thomas
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He is passionate about empowerment and 
transformation, and would like to see all 
farm workers earn a good wage and get the 
opportunity to live in decent houses. 

John Harnik believes that poor living conditions, 
poverty and boredom are the major causes of 
alcoholism among many farm workers.

John Harnik has a house on one of the Bosman 
Adama farms, and while he enjoys living on the 
farm, his dream is to own a house in town, to 
have an asset to leave for his children.

Focus group discussions with general 
workers

Focus group discussions were held with male 
and female farm workers. All the participants 
were general workers and had been working 
for Bosman Adama for less than 10 years. 
With the exception of one worker, all the 
participants lived on Bosman Adama’s farms. 
Most of the participants were farm workers 
because their parents were farm workers.
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“I want my son to be proud of the 
work I do, and I would like him to follow 
in my footsteps, not as a farm worker, 
but as a wine maker or a technician.”

John Harnik

“Farm workers need to feel that they 
are part of the business. That is what 
keeps people positive and motivated.

On weekends farm workers often have 
nothing to do, so they drink. I think people 
drink to forget. I used to be like that. One 
day I said to myself: You already have so 
little, don’t mess that up too. ”

John Harnik

Women who participated in the 
focus group discussions

John Harnik
BAWC 

Chairman



Only two workers (both male) seemed to be 
hesitant about remaining in agriculture, but 
conceded that it would be difficult to leave, 
either because they did not want to leave 
their families behind, or because they were 
concerned about finding alternative work. One 
female worker said she did not enjoy farm work 
and would not encourage her children to follow 
in her footsteps.

Female workers were more likely to say that they 
were happy to live on a farm because they saw 
it as a safer place to raise children. They were 
also appreciative of crèche and after-school 
facilities for their children, as well as the activities 
arranged for children during the school holidays.

All the workers in the two focus groups had 
completed a number of training courses and 
were keen to learn new skills. They felt that the 
courses made them feel more self confident. 
A number of the workers had also attended 
classes to learn how to use computers.

All workers had a clear understanding of 
communication systems on the farm. Line 
managers and local workers’ committee 
representatives were generally seen as the first 
people to approach with a problem.

All workers said that other farm workers in the 
district often reminded them that Bosman Adama 
paid higher wages and provided their workers 
with better benefits. Most of the interviewees 
felt that their wages were not significantly higher.
 

All the general workers in the focus group said 
the shared equity programme had initially been 
difficult to understand, but that the details had 
become clearer over time. Only one worker 
(male) had worked long enough for the company 
to receive full dividend payouts. Most of the 
other workers in the focus group received pro 
rata payouts based on the number of years they 
had worked for the company. 

Most of the workers in the latter group felt their 
payouts were too small to make a significant 
difference to their disposable income. They also 
felt that all workers should have access to full 
dividend payments irrespective of the number 
of years they had worked for the company.

None of the workers voiced any concerns about 
their housing benefits or security of tenure. Two 
single mothers did, however, complain about 
the company’s policy not to provide houses for 
single parents, and as a result single mothers 
had to either board with other families or live 
with their parents. 

Marvin April

Marvin April was the youngest member of the 
male focus group and the most articulate. 
He was the only member of the group with 
a matriculation certificate. After school he 
was unable to find work, and as both his 
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“In town people look at us and say: 
Those people from Bosman get paid a lot 
of money. What they see are the benefits 
we have. We don’t get paid more, but 
people see us as being different.”

Alzane Arnoldus

“The other farm workers say we 
should not complain about our pay, 
because we have many benefits. They 
say our children have a bus to take them 
to school, and we don’t have to pay to 
leave our children at crèches.”

Donalien Morkel



T r a n s f o r m a T i o n  o n  a  V i n e  f a r m  i n  T h e  B o l a n d

parents worked for Bosman Adama, he too 
joined the company as a general worker.  
Frustrated because he felt the work was too 
menial, he left only to return a few years later. 

He now works in the company’s wine cellar. He 
too says he would like to earn more money and 
that money would always be a contentious issue. 
Unlike the other workers, he appeared to be 
more frustrated about opportunities for training, 
and felt that management favoured the “new” 
matriculants when they selected candidates 
for training programmes. He also wanted more 
freedom to choose what courses he wanted to do.

Despite these frustrations, he was positive 
about a career in agriculture.

The CEO’s perspective

Petrus Bosman is the CEO of Bosman Adama 
and initiated the shared equity programme in 
2007. He believes successful transformation 
requires a complete commitment to a specific 
style of management and that transformation 
will ultimately create greater stability in the 
agricultural sector. Smaller farming operations 
may, however, find the additional administrative 
burden challenging.
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“I made a big mistake by thinking I was 
too good to start at the bottom. I realise 
that now. In a large business like this, there 
are many opportunities to develop. You 
just have to make the most of them.”

Marvin April

“At the end of the day present 
farmers, emerging farmers as well 
as government need to attach less 
emotional value to land. Instead, 
we need to focus on investing in 
the value chain to create more BEE 
opportunities.”

Petrus Bosman

Vine nursery
Welgegund farm



He pointed out that the average return on 
investment (ROI) for a wine farm was less than 
3%.

Petrus Bosman says that agricultural processing 
plants and marketing companies with ROIs 
of 15% and 30% respectively, offer better 
opportunities for transformation. 

He added that it was time to shed the myth that 
transformation meant hiring people who could 
not do the job. 
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“ The margins on wine farming are very 
slim and that 3% doesn’t even service the 
interest on debt. It is simply not possible to 
achieve the 20% target of BEE ownership 
under these circumstances. There is no 
money at the farm gate, and the odds are 
against the small farmer surviving unless 
he has excellent water, exceptional soil 
and is able to achieve very high levels of 
productivity.” Petrus Bosman

“ The wine industry is well positioned to 
use the old cooperative cellar structures 
for transformation. My advice to the 
industry would be to take those cellars — 
which are often only used for three or four 
months a year — and to use them as a 
vehicle for transformation in exchange for 
marketing and logistical services.”

Petrus Bosman

   “ I recently had to interview
           candidates to fill a vacancy in our 
wine cellar, and the two best candidates 
by far were both BEE applicants. Today it 
is much easier to transform than 20 years 
ago. It is a different generation coming 
through the ranks and the candidates 
are better qualified and more aligned to 
business thinking.” Petrus Bosman

“Minimum wages for farm workers 
are going to increase. To absorb these 
higher costs you have two options: either 
increase productivity or employ more skilled 
workers. In our business productivity levels 
are probably as high as they can be. There 
is only so much you can ask from an 
individual. The only option is to improve 
skills levels. ” Petrus Bosman

 

Key factors for success

Key factors to Bosman Adama’s 
success as a shared equity company 
can be summarised as follows:

• a commitment to transformation;
• a participative management style;
• a flat organisational structure to facilitate 

effective communication;
• a commitment to ongoing training for all 

farm workers;
• a policy of nurturing talent within the 

company to fill vacancies; and
• a commitment to investing in a skilled 

workforce to improve productivity.



Replicable elements for other 
situations

The over-arching theme in Bosman Adama’s 
transformation is a systematic investment in 
training and a commitment to improving the 
socio-economic conditions of the farm workers 
living on their farms. Petrus Bosman believes 
his company’s on-going investment in people 
is paying off. 

Bosman Adama sees BEE as a sound business 
practice. Labour-related indicators of a healthy 
business such as staff turnover, productivity, 
absenteeism and so forth are all measurable 
criteria by which to evaluate progress. 
Expenditure on vehicle maintenance is also 
seen as an important indicator of workers’ 
attitude to their employers and the business in 
general. 

Key indicators at Bosman Adama include:

• a staff turnover of less than 4%;
• 20% of the permanent workers have been 

with the company for 20 years and longer;
• no significant drop in productivity on 

Mondays and Fridays due to absenteeism 
against an industry average of between 30 

and 40%; and
• a significant drop in expenditure on vehicle 

maintenance costs post transformation.

Willingness to share and mentor 
beyond the case study

Petrus Bosman is an active member of Wellington 
Wines, a body established by wine farmers in the 
Wellington area to promote the region’s wines. He 
also represents the Drakenstein area at VINPRO, 
a producer organisation for wine farmers. 

He is currently applying for funding to establish 
a farming academy in the Bovlei area to train 
irrigation technicians, machine maintenance 
managers and cellar assistants. He says that 
while there is an over-supply of unskilled 
workers for agriculture, the sector is in dire 
need of skilled people. 

He has an open door policy for anyone needing 
practical advice on transformation.

Overall impressions

Interviews with the company’s BEE directors 
and trustees would suggest that they and other 
shareholders share a common vision for the 
company. 

Most of the senior BEE shareholders started 
their careers as general farm workers and 
believed other farm workers could replicate their 
achievements through hard work and application. 
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“It is important to invest in people who 
have already demonstrated a loyalty to 
the company. Managers should look 
out for those people who have good life 
skills and practical experience, and then 
back that up with theoretical knowledge. 
Those are the individuals who will 
excel in the work place and grow the 
business.” Petrus Bosman “ We need to break the stigma that is 

attached to farm work.”
Petrus Bosman



The focus group discussions with general farm 
workers showed a greater ambivalence towards 
career opportunities available in agriculture. 
Mobility, the ability to transfer skills to other 
sectors and a lack of information or self-
confidence may be inhibiting factors. 

The younger men and women were more 
articulate about their ambitions and showed a 
greater eagerness to acquire new skills in order 
to improve their prospects within the company.

A number of general workers questioned the 
way in which dividends were paid out. The most 
vocal workers felt that all permanent workers 
were entitled to a full dividend payout after 
one year. Issues around dividend payments 
and share allocations based on “sweat capital” 

are not fully resolved, and may become more 
contentious over time.

General workers were aware of their relative 
status in the farming community, especially in 
terms of services and facilities available to them. 
Both focus groups volunteered information on 
how other farm workers in the area perceived 
them. Their anecdotes suggest a level of 
defensiveness when discussing wages with 
other workers. “We don’t earn more, we just 
have more benefits,” was a common response 
and may reflect their own aspirations for higher 
wages.

Bosman Adama employees generally provided 
an overall impression of a confident, disciplined 
and well-managed company.
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Milestone events:

• 1994 first Workers’ Committee 
appointed

• 2007 the Adama Apollo Trust 
established when 260 permanent 
workers apply for LRAD grants 
to buy a 26% share in Bosman 
Adama.

Adama Apollo Trust shareholders 
elect six trustees; two trustees 
elected to serve on Bosman Adama’s 
board of directors.

Classification of Adama Apollo Trust’s 
shareholders:

• Class A (shareholders who used LRAD 
grant to make a capital investment in 
Bosman Adama)

• Class B (shareholders who qualify for 
shares after 8 years)

• Class C (Class A shareholders who no 
longer work for the company)

Bosman Adama owns 8 farms 
in Wellington’s Bovlei Valley, 
two farms in Hermon, a farm 
in Hermanus and a sheep farm 
in the Karoo; employs 320 
permanent workers and 100 
seasonal workers.
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Bosman Family Vineyards (Pty) Ltd 

Bosman Adama (Pty) Ltd 

Adama Apollo Trust JC Bosman Family Trust

26% 74%
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