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Voices from the Trenches
hese are stories of heroism and humility, stories of selflessness and commitment. Yes, the current volume of
SDR takes its cue from the recent Learning Academy
Workshop held in Mpumalanga under the banner of
Voices From The Trenches.
The allusion needs no explanation. Soldiers slogging it out in
the trenches can only be judged through the thunder and efficacy of their guns and cannons.
Likewise, cohorts in the public service sector can only be
judged, not by their shouts of self-righteousness, but by the
work they are doing towards enhancing service delivery.
It’s only appropriate, therefore, that we should use as our
cover picture an image of Constable Willem van Niekerk with
the little newborn baby which he rescued from a pit latrine
where it had been left to die. He doesn't stand on a mountaintop and holler to the world how committed he is to his work;
he just does his work.
The constable’s story is only equalled in
its ability to pull at the heartstrings by that
of Veronica Kgabo. Here was a relatively
well-to-do suburban graduate teacher
who decided at the drop of the hat to turn
her back on the comfort of teaching in the
leafy suburbs of northern Johannesburg
to start a school right from scratch — in
the middle of a godforsaken squatter
camp called Diepsloot.
There are many other efforts that
exhibit the generosity of spirit on the part
of those who are committed to service —
but the two stories I’ve just mentioned
cannot be ignored. In our journalism
trade we call them human interest stories.
They just scream so much at you that you
can’t ignore them.
It’s been a year since I was roped in to
edit this journal. When I started working
on the launch edition, reading and editing
articles and stories, I could sense that I was in the presence of
this ragtag army of well-meaning intellectuals and bureaucrats. I use the word ragtag advisedly. As a journalist not
learned in the hard sciences, I used to think delivering services was a straightforward exercise that only needed commonsense.
Everyone can see that our roads are potholed; fix them.
Everyone can see there is a shortage of schools in rural areas;
supply more. But it’s through exposure to articles like that of
Director-General Mr Robinson Ramaite (Page 20) that one
begins to appreciate the careful planning that goes into these
things, what this seemingly ragtag army of intellectuals and
bureaucrats do on a daily basis.
It’s through reading incisive pieces like that of Huffy Pot
(Back to Basics on Page 99) that one gets to know how “ghost
employees” come into being.
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In the 16-odd years that I have been a journalist, I had never
been granted an opportunity to interact at first hand — albeit
through e-mailed articles — with policy formulators, with
people who influence the allocation of service delivery budgets,
with the Minister of Public Service and Administration herself!
A year after launching the journal I am a better journalist
because I follow the genesis of some service delivery projects;
for that I am also a better citizen.
Expectedly, some colleagues in the newspaper world, upon
learning that I was involved with the journal, started muttering darkly that “that one has sold out; how else can he break
bread with government types?”
Since time immemorial there has always been that uneasy
co-existence between members of the fourth estate and government bureaucrats. Each of them in his own way wants to
change the world. However, what the
“changing of the world” really entails
usually means different things to the both
of them.
The adage at journalism schools worldwide is “don’t trust politicians”. Others
will add, for good measure: “Public servants are even less trustworthy because
they take instructions from finicky politicians who change their colours like a
chameleon.”
While I am grateful for this exposure to
the world of public service, one thing that
amuses me to no end is how government
types can get carried away with concepts.
At least I am not alone in this belief.
Gauteng Department of Education CEO,
Mallele Petje, is in my corner in his article
on Page 8 where he appeals to educationists — and other government bureaucrats
— to go easy on conceptualising and get
on with the job.
When you are reading — assuming a cold and objective
stance, removed from the passion of conceptualising — you
sometimes get a sense that the writer produces dense forests of
prose in the belief that he will sound profound to his colleagues
and other readers. But sometimes you get a sense that the
writer is so passionate about something that he can’t express it
in words.
The best thing for me to do under such circumstances is to
wield my editorial scythe because my principals expect from
me a colourful yet substantive read; readers shouldn’t be left to
their own devices to speculate what the writer is trying to say.
Somehow, as the articles contained here bear testimony, we
are succeeding in straddling the line between the academia,
journalism, understand-how-government-functions kind of
approach to writing. Phew, we’ve done it again! Keep delivering; keep those articles flowing.
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Learning
from our
own
Experiences

Minister Geraldine Fraser-Moleketi
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witch on your radio or television, open your newspaper,
and you will find one or more reports on service delivery not being fully rendered. Yes, major challenges will
continue to face us because service delivery is dynamic
and continuous. As government we can confidently say
we have put in place sound policies and frameworks. Now we
are increasing focus on our cadre of public workers, those who
are at the coalface of service delivery, those who are interfacing
with the citizens and communities on the ground.
Cases and stories in this edition of the Service Delivery
Review attest to the fact that out there our cadre of public servants are doing a good job. These stories and case studies bear
testimony to the fact that there are many best-practice solutions and methodologies in the public service. Some of the
solutions may come from the past, but there were no proper
systems or platforms for rendering these solutions viable and
accessible.
Through the learning and knowledge and management
programme of the DPSA, which recently organised the
Service Delivery Academy in Mpumalanga, we have provided
a platform and mechanism through which ongoing learning
and knowledge across the public service can be nurtured and
supported.

S

Government has made a lot of progress in improving the
lives of our people, and the pockets of successes and excellence,
challenges, various solutions, lessons learnt, are all our sources
of information and knowledge. We need to become a public
service that learns from its own and other organisations’ experiences. In this way we will be able to identify problems and
mistakes, seek appropriate remedies and solutions, avoid
duplication of effort and expenditure, and achieve better integration and co-ordination.
Case studies presented in the Learning Academy demonstrated that as a country we have solutions to confront new
challenges. What we have learnt as well is that challenges are
common across the country. As public servants we must seize
the opportunity that government has presented in creating a
learning and knowledge management platform through this
publication, learning sessions and events, and the annual service delivery academy.
We now know of committed public servants who went
beyond the call of duty to make this a better country to live in
for members of their communities.
Let us indeed become a truly learning public service that values knowledge and information. And that starts with learning
from our own experiences.
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An Innovative
Method of Taking
Care of Premature
Infants
by
Dr Elise van Rooyen

kangaroo discharge, which is underpinned by a supportive
environment in the health care facility and at home.
Kangaroo position refers to the continuous nursing of a
LBW infant skin-to-skin on the mother’s chest. This is to
keep the baby warm but it also has many other benefits. The
baby is dressed only in a small nappy and then placed on the
mother’s naked chest between her breasts with the head
underneath her chin.
Kangaroo nutrition aims at establishing exclusive breastfeeding. The infants will initially receive expressed breast
milk via a tube, preferably in the KMC position, but at the
same time (even while the nasogastric tube is in place) suckling at the breast is encouraged in order to aid lactation. The
expressed breast milk can also be given to the infant by cup.
When trying to establish breastfeeding it is not advisable to
give the infant expressed breast milk via a bottle, because the
technique of sucking from a bottle is quite different from
suckling from the breast and it causes nipple confusion in the
infant.
A presentation on KMC was done recently at a Learning
Academy in Mpumalanga.
The Kangaroo position
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angaroo Mother Care (KMC) is an innovative method of
Kinfants.
taking care of premature and low birth weight (LBW)
This method of care originated in Bogotá, Colombia
in 1979. Two doctors, Dr Edgar Rey and Dr Hector Martinez,
initiated maternal-infant skin-to-skin contact, Kangaroo
Mother Care for LBW infants. Factors that prompted this
method of care were shortages of staff and equipment, an
unacceptable high mortality and infection rate in their neonatal unit and the burden of a large number of infants who were
abandoned by their mothers.
By initiating KMC they wanted to improve the outcome of
the LBW infants, humanise the general care, reduce the
length of hospitalisation and thus the overcrowding of the
unit. Infants who were considered for this method of care
were LBW infants in stable condition. This decreased overcrowding in the incubators as well as in the neonatal unit and
the infection and mortality rate decreased dramatically. It also
improved mother-to-infant bonding with a reduction in abandoned infants. This relatively simple and novel method of caring for LBW infants has since been successfully implemented
in many countries.
KMC consists of kangaroo position, kangaroo nutrition and
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Back NEPAD, Minister Tells Unions
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We Africans are the architects of the NEPAD renewal plan ... Delegates at a recent NEPAD seminar

rade unions had no choice but to support the New
TMinister
Partnership for Africa’s Development (Nepad), the
of Public Service and Administration, Geraldine
Fraser-Moleketi has said.
“It is extremely hard for me to conveive of unions, whose
raison d’etre is the eradication of social injustices, to want to
stand on the sideline, criticising an initiative of which the
goals are exactly to establish a more just continent-wide and
international social and economic dispensation,” she said.
Some elements within Cosatu have been reported to have
cast aspersions on Nepad.
Addressing the UN nations on the same issue recently,
President Thabo Mbeki said: “Africa’s time has come ... We
reaffirm that we, the Africans, are the architects of the Nepad
renewal plan. As Africans, we now own Africa’s development
agenda.
“We are resolved to act together as governments, the mass-

es we represent, and civil society.”
He said the idea of Nepad was to move away from the
donor-recipient relationship with the developed world, to a
new partnership based on mutual respect, responsibility and
accountability.

Learning Network
Launched
n the 18th of July, within the Learning Academy, the
O
DPSA launched the Mpumalanga Learning Network.
The name of the Learning Champion, Burton Koma, was
announced to drive the provincial learning programme.

I s s u e s

Providing Education
in South Africa

The Challenges
8
In this paper presented
at the Service Delivery
Learning Academy, under
the auspices of the DPSA
held at Emnotweni
Conference Centre
Nelspruit, Mpumalanga,
18 July 2002,
MaLlele PeTjé, CEO of
the Gauteng Department
of Education, tries to find
out why the quality of
our education — even
though we are spending
more — is lagging behind
in relation to the other
countries with similar
resourcing levels

I s s u e s

Background:
The Education Context
ducation is a fundamental right
guaranteed by the Constitution.
In terms of Section 29 everyone
has a right to a basic education,
including adult basic education,
and to further education that the state,
through reasonable measures, must
make progressively available and accessible.
In order to create conditions for sustainable growth and development in
South Africa and in a competitive international environment, a highly skilled,
well-educated work force is undeniably
essential. Education is a key activity in
South Africa’s economic and social
development and as such forms a cornerstone in the government’s Growth,
Employment and Redistribution
Strategy.
Almost 6% of the GDP is invested in
education in South Africa, making it
one of the highest rates of government
investment in education in the world.
On average, education spending
accounts for 40% of the provincial budgets. In addition, the National
Department of Education has been allocated a number of conditional grants to
improve service delivery and infrastructure. These levels of investment reflect
the importance that the state accords to
education as a key lever in stimulating
growth and development. Despite this
level of investment, we as a country lag
behind comparable countries as far as
education outcomes are concerned.
The issue of education quality has
been the focus of the last few years and
we have begun a search to understand
why we are lagging behind in relation to
the other countries with similar resourcing levels.
Although education expenditure has
increased in real terms (after inflation)
over the last four years, progress in the
quality of schooling was not evident.
Clearly, improved quality cannot be
achieved simply through higher spending. The Medium Term Expenditure
Framework (MTEF) Policy Statements
continually point out that in most
provinces, the outputs of the education
system remain poor. Some of the reasons
cited were:

E

• Decreases in complementary inputs
such as textbooks and learner support
materials.
• Weak management, especially at
school and district level.
• Low teacher productivity and inadequate teacher support services.
• An inability to address classroom
backlogs in some provinces.
It was also noted that the flow-through
of learners is low, in that some 35 pupilyears of effort are needed to produce
one Matric pass. A more reasonable goal
for a country such as South Africa
might be about 25. Thus, while learners
are spending 12-13 years in schools on
average, only about a third of each
cohort of young adults achieves a Grade
12 pass. Poor educational outcomes contribute to high failure rates and out-ofage enrolment and a low skills base,
high unemployment and low economic
growth.
Several initiatives have been implemented, such as proposals aimed at
increasing non-personnel expenditure,
raising teacher productivity and reducing over-enrolment.
The key challenge therefore is to
improve the utilisation of resources and
to improve the conditions for effective
teaching and learning through improving the internal efficiencies of the system.
The focus is now shifting from more
funds to better expenditure. The education system needs to provide better services by emphasising teaching quality,
efficient use of resources and a firmer
commitment to involving communities
in education delivery. The issue of
financial responsibility and public
accountability revolves around cost-outcomes ratio efficiency and delivery efficiency. The congruence between policy
outcomes and manageability of outputs
is critical.
Tremendous gains have been made to
ensure that education financing is
geared towards providing greater nonpersonnel resources. This is being done
amidst challenges in education quality
and systemic inefficiencies and backlogs
inherited from the past. Despite major
setbacks in the FY1996/7 provincial
spending in education is growing steadily but is still insufficient to ensure that
the desired systemic transformations

and improvements required to improve
the quality of learning in the classroom.
Background:
The Departmental Context
Departments of Education have been in
place for a relatively short period of
time, if compared to other bureaucracies, and district offices are very new as
features of the education delivery system, so the following comments should
not be read as criticism but rather as
impressions on the current situation.
Besides, there is great heterogeneity
within the department at all levels, so
the following comments should not be
generalised. Further, the points raised
below also generalise conditions across
all provinces.
There is a strong dependency within
the national and provincial education
systems on higher levels to provide policy guidelines. Policy-formulation is
believed not to be the prerogative of
authority at each level: national, provincial, district and school. There is also the
concern/fear that current policy guidelines are incomplete and unstable, so
new directives may appear at any
moment, and eventually wipe out what
had been developed.
There is the tendency to intellectualise and discuss but often without a
focus and without necessarily advancing
in the conceptualisation process or
reaching agreements and specific tasks
and commitments derived from the discussion. Meetings proliferate, but few
appear to have a clear agenda, timeframe, and expected outcomes in terms
of consensus building, conceptualisation, planning or action.
There is a difficulty to plan at all levels. There is this notion that planning is
a highly sophisticated activity (patrimony of specialists, specialised bodies and/
or higher levels of authority). People
perceive that there is a need to plan but
this is not sufficiently imbedded as a
must for efficient and effective task execution.
There are weak participatory schemes
and teamwork in relation to the various
activities such as conceptualisation, policy formulation, planning, and even task
execution. There is a tendency to replace
authorisation and top-down behaviours,

9
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and the classical dichotomies between
thinkers and doers, planners and implementors, at the various levels. The
divorce between planners and implementors leads to idealistic planning, not
fully aware of the difficulties of implementation.
The educational discourse revolves
around a number of key terms such as
quality, quality schooling, culture of
teaching, culture of learning, school
governance, strategic planning. The
terms are widely used but the concepts
appear to remain unclear for many and
their operational implications (i.e. in
terms of planning, administrational
arrangements, curriculum developments, teacher training, etc) hardly
thought of.
Therefore the “quality learning” discourse may coexist with the old, conventional ideology on schooling and on
education in general (i.e. hierarchical
and authoritarian relationships, teachers
perceived as manual rather than professional workers, students as passive
recipients of information, and even corporal punishment as a legitimate teaching/learning method).
There is a lack of a holistic understanding and a holistic approach to educational transformation. ECD, ABET
and schooling have developed as three
separate sectors with separate conceptual and operational frameworks. Compartmentalisation operates at all levels,
but its negative impact becomes particularly evident at the district level, promoting fragmentation and dispersion
rather than team work and a synergistic
effect as a result of collective action.
The ECD field has developed basic
policy guidelines, which appear to be
shared by all provinces. However, the
implications of the decision to diversify
the modalities of delivery, incorporating
home-and community-based approaches (admittedly new in South Africa) are
apparently not too clear as yet in terms
of strategy and action.
ABET appears to be a particularly
critical area, in a state of confusion and
paralysis, starting at the national level.
There is evident discontinuity with initial efforts in ABET undertaken back in
1992-93 in the country.
Concerns have also been raised in
relation to the Literacy Campaign.

People keep asking whether it would be
better to stop the Campaign which was
officially launched in 1999 but which in
reality has not taken off.
It appears that ABET also faces a
leadership problem.
At all levels concerns were expressed
on the role of the international agencies
and international assistance. The education sector is currently bombarded with
offers of all sorts.
This, coupled with a temptation to
“take advantage” of the money offered,
has resulted in the proliferation of adhoc projects that distract the attention
from the main tasks.
Addressing the Challenge
Political Context
The government’s education policies are
designed to redress the inheritance of
race-based inequality in education provision, to build a new and unified
national system based on equity, redress
and on a progressive increase in quality,
and on the relevance of the country’s
agenda for development in the 21st
Century.
The organisational, legislative and
governance framework of the education
system has been radically changed since
May 1994, in keeping with the constitution. Substantial progress has been made
in democratising decision making and
improving the representivity of education management structures.
Constitutional Provisions
The Bill of Rights in the Constitution
stipulates in Section 29 that:
• Everyone has the right to:
• a basic education, including adult
basic education
• further education, which the state
through reasonable measures must
make progressively available and
accessible
• Everyone has the right to receive education in the official language/s of
their choice, in public educational
institutions where that education is
reasonably practicable
While the state is also required to consider quality, equity and redress in the
provision of education, this must be balanced against available resources.

Key Legislation and Draft
Legislation influencing education
provisioning and resourcing
A great deal of legislation has been
enacted or is in final draft which directly affects education provisioning or
influences education. The list that follows is just some of the legislation:
• National Education Policy Act
• South African Qualifications
Authority Act
• South African Schools Act
• Further Education and Training Act
• Employment of Educators Act
• South African Council of Educators
Act
• White Paper on Inclusive Education
• White Paper on ECD
• Policy on HIV/AIDS
• Skills Development Act
• Public Service Regulations
• Public Finance Management Act
• White Paper on Batho Pele
Key Challenges faced by the
department over the last 7-8 Years
Key challenges that faced the department over the last few years have been:
• Establishing a single education department
• Addressing the disparities in the per
capita expenditure per learner caused
by Apartheid
• Addressing the massive backlog in
classrooms and the high level of disrepair in schools
• High numbers of learners out of
school
• No access to ECD and pre-primary
education by the majority
• High personnel expenditure in relation to non-personnel expenditure
• Disparate learner educator ratios
across the ex-departments
• Insufficient funding for education and
no CAPEX budgets in 1995 and 1996
• Different classification of schools
across the ex-departments and different management structures in relation to promotion posts
• High numbers of over age and underage learners
• Large numbers of dysfunctional and
poorly performing schools
• High levels of disruptions in the
schools days
• Low pass rates and high retention
rates

I s s u e s

(1) Demographic Shift in School-entry Cohort
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• Low teacher productivity.
While these challenges were many and
numerous, a large number of them have
been successfully dealt with. However,
there still remain a large number of
them that require medium to long-term
strategies.
Achievements, Features and
Phenomena of Education delivery
1. Changing demographics:
Learners
The issue of the size of young age
cohorts in the population is of concern
to the Department of Education. In the
process of providing some analytical
support for planning and policy making
in the Department of Education, Luis
Crouch and Saul Johnson in their study
have discovered what we think is reasonable evidence that the size of young
age cohorts has actually been declining
for some time.
The graph (1) highlights the downward trend of the school entry cohort
(seven year olds). The possible reasons
they cite for this downward trend is
change in childhood mortality rates,
impact of HIV/AIDS, under-reporting
of births.
The main issue is that demographers
and social statisticians need to address
these results urgently, as they have serious implications for demographic models, forecasts and analyses that require
an understanding of population dynamics.

Poly. (1997 OHS)

Poly. (1999 OHS)

2. Teacher Supply and Demand
The next graph (2) highlights the age
groups that are leaving the most.
In the light of HIV/AIDS, teacher
supply and demand is a major issue that
needs to be addressed. The demand for
teachers is rising and the supply is
declining. Universities are not training
enough teachers to meet the current
shortfall, let alone future needs exacerbated by the impact of AIDS.
An additional issue arising out of the
impact of HIV/AIDS is teacher productivity which will be characterised by
absenteeism, skills shortage and relevance.

4. Educator Qualification in
Gauteng
The level of qualification and the type
of qualification that are possessed by
educators are an indicator of formal
education. Given that the GDE is no
longer willing to employ educators
without the necessary qualifications, it is
not surprising that most educators in
Gauteng at least possess the minimum
requirement, i.e. a teaching diploma of
either three or four years of study.
The graph (4) shows that there is an
increase in the number of qualified edu-

(2) Age distribution of leavers, joiner and stayers, 1998 and 1999
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3. Systems Efficiency: Average
age of Matriculants
The time it takes a learner to reach the
final year of his or her schooling career
does reflect on the efficiency of the education system in completing its objective
in the anticipated amount of time. An
indicator to measure this is based on the
matriculation age of secondary school
learners that would cast some light on
the Gauteng Department of Education’s
(GDE) ability to move learners through
the required curriculum in a timely
fashion in a given number of years.
Graph (3) shows the success of the
department in increasing the age appropriateness of learners in Grade 12.
Percentage of learners who were 18 or
younger in Grade 12 (Matric) in
Ordinary Schools, by public and independent
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• levels of productivity among educators;
• institutional performance;
• spending choices;
• management capacity at all levels; and
• the continuing inequities.
The second challenge is to develop an
affordable model of public ordinary
schooling as a basis for determining the
level of service provision in the
province.

98

Mechanisms to improve
educational quality at Site Level

(3) Percentage of learners who were 18 or younger in Grade 12 (Matric) in
Ordinary Schools by public and independent
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(4) Educator qualifications – 1998 and 200
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Data source: GDE (EMIS April Annual Survey
An educator may bi in possession of both a diploma and a degree and further his/her studies
with a professional degree, e.g. a Masters.
No indicates an educator that does not possess a diploma or a degree

cators and also that there is an increase
in the number of educators that are
completing master’s degrees.
As educators without qualification
and those possessing lower levels of
qualification begin to retire or upgrade
their qualifications, the percentage
without a qualification is decreasing
across Gauteng. However, the percentage of educators without a degree
remains high in virtually all of the districts.
5. Learner-Educator Ratio
The table (5) reflects the level of equity

achieved in the distribution of teachers
across ex-departments.
Key issues facing education in
the Medium Term
There is a large number of challenges
facing the department in improving
education provisioning and improving
the quality of education in the province.
The first major challenge is to effectively deal with inefficiencies in the system. This include having to deal with:
• the flow-through rate of learners;

Monitoring and measuring
learner performance
The department is committed to the
national programme of measuring
learner outcomes of Grade 3 and Grade
6 learners. A survey is being proposed
which will conduct tests for sample
learners across the province. The
department is committed to providing
information to parents and learners on
the quality of the learner’s achievement.
The department is investigating the
financial implications of conducting
annual learner achievement tests in
Grade 3 and Grade 6 for all learners.
Evaluating and reporting
institutional performance
The department is also committed to
the measurement of institutional performance and has already established a
chief directorate for educational standards. The chief directorate would evaluate institutional performance and publish a report with recommendations and
actions. Where there is poor performance across the system they will design
and recommend systemic interventions.
In the process they would also be
required to benchmark performance
and establish standards.
School self-evaluation and
Performance Review
The department has also begun a
process of developing and implementing a school self-evaluation framework
as part of the process of developing
school accountability for growth and
development. The department has
already begun training a cross-section of
district officials and schools, who then
begin to introduce the model. A spiral
cascade model is being used, i.e. the first
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Ex Dept
DET
TED
HOR
HOD
GP

1999 SP* 1999 All
37.2
36.5
35.5
28.2
37.1
36.3
42.6
37.2
37.0
33.6

2000 SP
36.2
36.2
37.3
37.4
36.7

2000 All
35.8
28.0
36.8
35.2
33.2

group trained is included in the second
round of training and those trained in
the second round are included in the
third, etc.
School planning, budgeting
and accountability
The department is also developing a
clear institutional school development,
budgeting and reporting cycle. This is
being done to institutionalise sound
planning, resource allocation and
accountability
IT as a partial solution – Gauteng
Online as a case in point
A major challenge for government and
education is defining the role of technology in service delivery and the achievement of quality outcomes.
In education, we are challenged to
deal with the creation of knowledge
workers — workers geared for the
knowledge age. In doing so the education must review its mode of delivery,
content and approach. This must be
done to ensure that we are not closing
the technology gap but rather improving the resource base to transfer skills
and knowledge. This requires education to define the terrain by promoting
e-pedagogy rather than an IT rollout
programme.
Mechanisms to improve
educational quality at
Administrative Level
Moving into action
Dissatisfaction and frustration are accumulating at various levels, and are presumably riding at the grassroots level.
Transformation in the education sector
cannot wait until all policies are ready,
standards defined, etc.
A Plan for Immediate Action could
be agreed upon among the different
stakeholders. Meanwhile, medium- and
long-term policies and plans will contin-

2001 SP
36.3
35.6
36.5
38.3
36.6

2001 All
36.2
27.2
36.3
35.5
33.0

2002 SP
37.3
36.6
37.0
37.9
37.3

2002 All
37.0
27.4
36.7
34.9
33.6

ue to be developed and polished, but
against action rather than simply against
other ideas and proposals. Real schools,
students, teachers, principals and parents have great expectations and cannot
continue to wait.
Losing the momentum and the credibility may become an insurmountable
barrier if action and change continue to
be delayed.
The need to plan at
the various levels
Planning has to be looked at from its
simplest forms and making sure that it is
a participatory and continuous pro-cess.
Specific efforts aimed at demystifying
and encouraging planning appear essential, so as to avoid planning being equated with bureaucratic function and with
specialised bodies/roles, and to promote
the understanding that, at some level,
each one needs and is able to plan. Some
targeted education/training efforts to
improve planning competencies also
appear essential.
A holistic systemic approach to
education and to educational
transformation
ECD, ABET and schooling must be
seen and planned within a broad “Basic
Education” perspective. The connections between the three must be clearly
shown and understood, and the issue
become a central policy issue within
Department of Education and the
Gauteng Department of Education.
School personnel must be involved in
such re-conceptualisation effort.
An area-based approach to implementation (i.e. taking a school, a school
cluster, a community, a township, or an
entire district as the focus for action)
may assist to put these three components
of basic education to act together, in a
synergistic manner.
The possibilities of showing results
and making a difference are also higher
by taking this holistic approach.

Admitting and encouraging
diversity within a unified
policy framework
Unified should not be confused with
uniform. Rather than the “single model
fits all” type of mentality, it is necessary
to understand the importance of diversity at all levels: administrative and
organisational arrangements, curriculum pedagogy, teacher training, etc, so
as to respond to the diversified needs
and starting points of the population, to
adjust the possibilities and conditions
for implementation in each particular
context, and to promote educational
innovation and experimentation.
Diversity must be seen as a powerful
ally of quality and equity, by providing
compensatory mechanisms and affirmative action schemes to the most disadvantaged and vulnerable.
Defining a focus and a strategy
Although only a systematic approach
can bring about educational change, systematic does not mean simultaneous:
establishing priorities and defining a
focus is essential. Both assist in determining where to start and where to concentrate efforts so that change becomes
tangible in the shortest time possible
and has a positive demonstration effect
to encourage further change. Focus can
be on a particular geographic area or
number of schools, and/or a particular
component, level, etc. Race and gender
considerations may also be adopted to
establish focus (although the gender gap
is not statistically relevant in the case of
South Africa and for the primary education level).
Focusing on the two or three first
grades of primary school (or on one year
of pre-school and the two initial years of
schooling) makes sense for a number of
reasons: these are critical, survival years
of schooling, traditionally provided
with the worst conditions of the entire
school system (overcrowded classrooms,
the least qualified or least experienced
teachers, the least resourced, etc.) and
where dropout and repetition tend obviously to concentrate; these are the critical years of school literacy acquisition,
where outdated methods and approaches tend to dominate; these are the years
where children’s self-esteem is either
encouraged or undermined by prema-
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ture school failure (traditionally attributed to the child rather than to the
school system). Concentrating efforts on
these initial years may prove an important investment and a solid foundation
for the future.
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Going beyond
terminological discussion
Too many efforts appear to be dedicated
to defining terms such as quality, quality learning, management, relevance,
governance, etc. Workshops with the
different groups revealed that widespread use does not necessarily ensure
common understanding and agreement.
When taken for granted, educational
jargon may unnecessarily deepen the
communication barrier with parents
and teachers and with society at large.
Rather it would prove to be more productive to engage in a consultation and a
participatory process on what concrete
South Africans (parents, teachers, students, bureaucrats, politicians, businessmen) understand as a “good school” or
an “effective school”, and try to desegregate its characteristics (an exercise along
these lines was conducted with the third
group of District Directors and proved
highly formative and useful for future
activities).
A thorough, systematic and
creative information and
communication strategy
A thorough, systematic and creative
information and communication strategy is essential to create and maintain a
momentum and national interest
around educational transformation,
putting education on the national agenda, encouraging and enabling public
debate on education issues, facilitating
the transformation process; informing
the population on key policies and
developments, and disseminating innovations and good practices; and building
effective an sustainable consensus and
partnerships around the transformation
process. A communication language
needs to be created, avoiding the dry
and dull style of education reports and
plans. Logos, slogans, contests of different sorts may attract not only the interest but also the emotion and the creativity of the people. “Quality schooling” is
a technical concept, not a slogan to

mobilise the population, and to make
teachers, students and parents understand what is expected of them within
the transformation process. “A new
school for a new South Africa” conveys
better quality than “quality schooling”
— the type of educational crusade that
the country is engaged in. A “childfriendly school” has much more meaning than a “quality school”, if children’s
needs and rights are to be put at the centre of the school transformation process.
Encouraging school-based and
teacher-driven innovations.
Effective and sustainable innovation in
education is often that which is developed within the school system, at the
initiative of teachers, principals, students, parents and communities.
Externally driven innovations often fail
to inspire and be appropriated by those
in charge of implementing them. Thus
the need to encourage, identify, document and give public recognition and
visibility to meaningful innovations
already operating in schools is critical.
The Gauteng Province may actively
engage in such a process and brief
guidelines (i.e. what will be considered
an innovation, why are innovations
important, etc) can be prepared for wide
distribution in schools. Setting a timeframe is important. A publication (in
print or video form) may be made available so as to disseminate these experiences and encourage others to innovate.
Involving teachers from the
outset in the process of
educational debate and change
Involving teachers from the outset in
the process of educational debate and
change, so that they may become agents
and subjects of change themselves
throughout the process. Educational
change is essentially about teacher
change; affecting the pedagogy is essentially about affecting teacher practices in
the classroom; renovating approaches to
teaching and learning. Targeted teacher
training efforts do not substitute for
effective involvement in the reform
process, do not ensure sustainable
changes in values and behaviours, and
do not ensure ownership and imple-

mentation of the new proposal. Broader
efforts need to be put in place to engage
teachers and to change them along the
process, but also to receive their inputs
and suggestions.
IT as a partial solution — GAUTENG
ONLINE as a case in point
As an administration and systems issue,
I must raise the issue of systems architecture. Departments are faced with the
need to expand and implement new
information and IT systems. As a government we may be at risk of becoming
subject to extreme propriety hardware
and software which results in increased
rollout costs and maintenance. Government must develop and promote open
platforms and software. A large number
of companies implement a policy of selfobsolescence which forces hardware and
software upgrades even if it is not needed. We should talk about bridging the
knowledge divide than perhaps the digital divide.
Quality results
The education departments are also
faced with the major challenge of ensuring quality results. This includes creating an environment where there is skills
rebalancing and greater portability of
skills.
A further challenge is to ensure
greater value for money in relation to
financial inputs. This is critical especially in relations to improving the resourcing levels of schools.
Of great importance is also the management of knowledge and the relevance of knowledge to be at the cutting
edge of service delivery.
Concluding remarks
There are some general challenges that
are applicable to all organisations, particularly social services departments
which are worth considering in the
deliberations. These are mortality, productivity, access and equity, quality of
outcomes as already pointed out and,
value cohesion.
In relation to value cohesion, education departments have failed to manage
poverty consequences in a coordinated
way. It is important that we create the
ability of the system to prepare for solid
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integration of services and responses
especially in relation to discarded children (street children) and orphaned
children.
Long-term social and economic wellbeing can only be achieved if we are able
to improve our educational base and for
this reason, the government has provided more resources for education in general and for public schools in particular.
We have a lot working in our favour
viz., the current policy environment,
legislative framework and financial
base. All of these create the conditions
necessary for improved productivity in

education. It should also be noted that
good intergovernmental relations in
education is a good example of good
cooperative governance, where national
and provincial governments are able to
coordinate policies and where budgeting and planning are linked. These successes can form the basis for a culture of
learning, teaching and service that could
break the cycle of poor education, low
economic growth and high unemployment.
Finally, the major challenge facing
the department is not only improve the
quality of learning but also to improve

the total experience of learning by
ensuring that schools do become the
centre of community life and do provide
an environment for lifelong learning.
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Just do it
Says Veronica
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Fred Khumalo meets
Veronica Kgabo,
the founder and head
mistress of a school that
has been described
as government’s
unplanned – or even
unwanted – baby

t’s not often that an individual from
the leafy suburbs of northern
Johannesburg quits a comfortable job
in a secure neighbourhood to go and
start a school in the middle of a rough
squatter camp with no initial funding.
But that’s what Mrs Veronica Kgabo
did a year ago when she stopped working at a private school in Witkoppen to
go into the uncertain future of starting a
school from scratch in the new
Diepsloot squatter camp.
The school was an accident, really,
the government’s unplanned — some
would even say unwanted — baby.
It was amidst these hopeless circumstances that Mrs Kgabo was approached
to help set up a school for the community of Diepsloot, a challenge that she
took on armed with nothing but dedication, vision and hope.
Apart from running the school, Mrs
Kgabo has to take care of her own
teenage daughters — with whom she
goes to movies over the weekends in
order to relax.
“Apart from spending quality time
with my two daughters and my husband who is a pastor, I still find time to
pursue my own studies, and also read
for leisure.”
Right now, she is pursuing a degree
with Potchefstroom University where
her focus is on education for special
children.
When she is not studying she obviously goes to church with her family.
Otherwise it’s work, work, work.

I

Mrs Veronica Kgabo with a pupil
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More often than not, when all is well
and life is really good, people tend to
forget those who were elbow-deep in
grime and dirt so that things may be as
good as they are. These are the very
same people whose efforts are usually
surpassed by the actual fruits of their
labour.
It is about these sort of people that
Kahlil Gibran wrote in The Prophet:
“You give but little when you give of
your possessions. It is when you give of
yourself that you truly give.”
One of these people is Mrs Kgabo
whose touching and heartwarming story was told by
herself at the Learning
Academy in Mpumalanga,
about how she helped establish a school in a squatter
community wallowing in
poverty, unemployment and
countless social problems.

orphaned children.
Changing the situation
The situation was equally bad as
regards access to education. There was
no school for the new arrivals in
Diepsloot. Schools in the neighbourhood were already bursting at the
seams.
In short the community was caught
up in a vicious circle of abject poverty, ill
health, crime, domestic violence and
gross child neglect.
It was amidst these hopeless chal-

Background
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It all started with the relocation of the people who had
settled along the banks of the
Jukskei River in Alexandra
to a new area in Diepsloot
because of the outbreak of
the cholera epidemic in their
former location.
What started as a good
course for this community
unfortunately soon proved to
be a nightmare of unequalled
proportions.
From the contaminated waters of the
Jukskei River, they soon found themselves in the middle of nowhere, with no
access to even the most basic human
necessities such as health care, sanitation
and education.
There was abject poverty all around.
An estimated 60% of parents were
unemployed. The majority of those who
were working were in the lowest
income bracket and the majority of
them were vendors.
As a result, many families lived in
perpetual hunger and malnutrition.
Other opportunistic health complications also became rampant, particularly
among children. On the other hand, the
parental mortality rate was astronomical thus resulting in a large number of

had to cater for children with diverse
needs, such as those who were epileptic,
hard of hearing, had poor eyesight, etc.
What was required was a diverse, allinclusive teaching and learning programme which turned out to be a major
challenge, particularly the new educators who though qualified were mostly
inexperienced.
Amid such seemingly insurmountable challenges how did Mrs Kgabo and
those who have been supporting her
manage to steer the boat?
Well, for starters, Mrs Kgabo had an
ultimate goal or vision, namely
to establish a school with different resource centres, e.g. computer lab, library, etc.
The enormity of this responsibility would require networking and teamwork, shopping
for possible work-related marriages and partnerships.
Synergy — A combination of
strength and discipline to bring
about effectiveness.
Getting out of the comfort
zone — forgetting about normal working hours and typical
school management.
Shift of paradigm —
Breaking away from such
social stereotypes as: black
schools perform poorly, there is
no order, discipline, and there
are high levels of absenteeism.
Casting the net wide

lenges that Mrs Kgabo was approached
to help set up a school for the community of Diepsloot, a challenge that she took
on armed with nothing but dedication,
vision and hope.
Diepsloot Combined School was officially opened on April 19th, 2001. The
school was established in collaboration
with GPO, the Departments of Housing
and Education, respectively.
Being, as she puts it, “government’s
unplanned baby”, the school ran into
major financial and resource crises and
it became immediately clear that it
could only survive if help was sought
from other sources outside government.
Besides the adverse domestic circumstances for the children and the school’s
dire need for resources, the school also

The main secret, Mrs Kgabo maintains,
lies in strategic communication, i.e.
learning to ask the right people in the
right way, e.g. writing letters to other
schools in the same district, local newspapers, like the Sandton Chronicle and
Randburg Sun.
As a result, people in neighbouring
suburbs gave up their time to help clean
up school cupboards, some donated
clothes, stationery and office materials.
Following this publicity stunt the
school managed to attract a lot of attention from a wide variety of institutions
which instantly opened their hearts and
responded warmly to make a difference
in the lives of the disadvantaged masses.
Help started pouring in from many
quarters:
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The National Child Violence
Trust/FAMSA
Through their involvement, learners
who have been traumatised by violence
as well as those who are suicidal receive
therapy and counselling. FAMSA trains
learners on peer counselling. These
services have been woven into the school
timetable.
Tshwaranang
To complement the work of the
National Child Violence Trust and
FAMSA, Tshwaranang focuses on
domestic violence. They run domestic
violence awareness campaigns at school
to educate people on how to counteract
violence and which steps to follow when
experiencing violence.
NICRO
NICRO plays a very important role in
the life of the school in that it offers
training to both learners and educators.
Learners are trained to be safety ambassadors while educators are trained to be
counsellors. They also organise weekend camps and offer skills training via
CTM.
Wits Mental Health
Every school has a major responsibility
of ensuring that education becomes a
right rather than a privilege to all children regardless of life circumstances.
This is a major challenge to many
schools, Diepsloot Combined School
included.
Diepsloot Combined School enjoys
invaluable support from Wits Mental
Health in the form of training and
development of educators in inclusive
education and “mainstreaming” for
children with special needs.
Vuselela AIDS drop-in-centres
Through their involvement, AIDS
awareness became part of the school
programme at Diepsloot Combined
School. They are also responsible for
training educators and encouraging
young adults to interact with learners on
Aids related matters. They play an
important role in the community in that
they look after people living with
HIV/AIDS.

Wits Medical School
Every Tuesday and Friday, final year
students from Wits Medical School volunteer to help with various services such
as physiotherapy, occupational therapy,
physical education, first aid and learner
assessment and recommendations.
CPU
They help with the crime stop campaign
and also arrest perpetrators.
The Department of
Correctional Services
The Department of Correctional
Services through Leeuwkop Prison —
inmates help by fixing broken things
around the school.
The Department of Social Services
and Population Development
A social worker from the Department
of Social Services and Population
Development comes into the school to
deal with statutory cases and to help students acquire birth certificates and identity documents.
Private Schools
• St Peter’s Prep School: Food, uniforms, collaboration.
• St Stithians: Training, clothes.
• Femdale High: Books, paint.
• Christian Academy: Photocopying
facilities, toiletries.
Churches
• Rhema: Food, accommodation for
pregnant girls and rape victims.
• Jesus Alive Ministries: Soup.
• Africa Ablace Ministries: Bread.
• AGS: Alarm system.
• Robin Good: Food.
• New Creation Ministries:
Accommodation, fundraising.
Nexture: Library
Rentworks: computer centre
MTN: Fundraising items, cell phones,
computers, fax machine and putting a
fence around the sports fields.
Midrand Town Council: Graded and
cleaned up the dump into a sprawling
sports field.
Pick ’n Pay: Uniform.
Trips to Durban.
R5 000 to buy classroom
Food for bereaved family

Individuals:

Janet Cade
Debbie Snyder
Belinda Midwood
Cindi Nel
Carol Nel
Bruce Fordyce
Danie le Roux
Cindie (drama)
Marinda
Sascha Website Draw funds
Siyafunda company
People from outside the country:
Jane Walker
Dutch
America
Australia
Food and Trees for Africa: Vegetable
garden
Invested Craddle Project: Examination
equipment, furniture and floor mats for
children in Grade R.
Dinako Auditors: Auditing books for
the school
Mapogo a mathamaga: Provide security
for the school.
Diepsloot Clinic: Refills school first aid
boxes.
Witkoppen Clinic: Doctors and Social
workers.
Taxi association: Transport
MAPP Company: Blankets
Conclusion
“I have heard of a medical specialist,”
said Veronica Kgabo, “who was driving
a Volkswagen beetle. When someone
asked him why he did not buy a better
car because he was earning so much
money, this was his reply: ‘The car does
not give me status; I give the car status’.”
What Mrs Kgabo wanted to drive
home with her story was that when
placed at the helm of an institution, do
not manipulate that institution to give
you status. Rather, change that institution by giving it better status.
She concludes: “Do something! Do not
wait for tomorrow, for tomorrow will
never come. Remember, you can’t recycle
time. Do something that will make a
passer-by aware that you care. Give of
your life to someone who is helpless and
needy. Use your gifts and talents to turn
a hopeless situation into a miracle. Be a
light in the darkness. ‘Just do it’, as the
Nike slogan says.”

19

I s s u e s

Exploring the Service
Delivery Challenge

s public officials, as public servants, we work in different sectors of the service industry of
the economy. We have different
experiences, and it is important
for us to share and reflect on these different experiences so that we see how
we can together shape and influence the
various policies and the regulatory
framework that impact on us.
The purpose of this Learning
Academy is that we learn more about
what is going on in the public service.
We should also learn from each other in
terms of how and what are some of the
good practices that are going on in the
public service that can help us as we
continue doing our work. In the South
African context our public service is
fairly young in terms of the number of
years and experience under the democratic government. Therefore, the challenges that we want to grapple with
change quite drastically as the public
service is changing.

A

20
Mr Robinson Ramaite,
the Director-General,
Department of Public
Service & Administration,
explains how we can use
communication and the
re-engineering of our
public service institutions
to stimulate better,
faster and effective
service delivery

Shift in focus: 1994-2002
From 1994 there were different phases
that we went through with a different
emphasis on a different set of issues, and
I think the shift and focus is quite clearly visible. For a large part of the first
four years or so, we had a strong focus
on policy development, policy formula-

tion and the rationalisation of the public
administration, the establishment of the
nine provinces and moving away from
apartheid and the former homelands
structures. Legislation was amended
and new legislation was adopted, such
as the Public Finance Management Act.
Since 1999 we have been trying to
improve what we have called the integration functioning of government, that
is what I refer to as strategic management. At the centre of government
there has been much emphasis on the
work we have been doing in trying to
find out how we can integrate the policy imperatives with the resource allocation.
Of particular importance to me has
been the finalisation and adoption by
the National Treasury of what we call
the integrated planning framework.
The integrated framework is a comprehensive planning and budgeting
framework that encompasses the entirety of national government; it is basically
a framework that government uses to
set objectives for the next three years
and to budget for those particular three
years, as we work on the basis of a three
year rolling budget.
One of the things we observed in that
particular process was the time lags
between decision making and implementation: it is at least 18 months. From
the time Government makes a decision,
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an average of 18 months are needed to
implement the decision. We need to
interrogate ourselves as to why that reality happens.

Why is it that as institutions, as a public
service, we have a turnaround time of 18
months? The significance of the integrated planning framework is that it
now allows us to plan a project three
years in advance.
If you want a school to be built in a
particular area, you must know that it
will take an 18-month turnaround time
and you must incorporate this into the
medium term expenditure framework.
If you want that building to be up in
2003 you should have already budgeted
for it last year, that’s basically what it
means.
If you want something to happen next
year it should have been in last year’s
budget, not this coming budget. The
significance of this year’s budget is not
2003 but 2004 and this is how a budget
moves on a rolling cycle.
People have higher expectations than
what our institutions can really deliver.
This emphasises the high level of
importance of our planning framework.
If we plan well and understand our
capacity and our limitations, we become
better decision makers about the usage
of resources.
The implementation of the integrated
planning framework will this year start
in earnest, but we hope that in the next
year this will be intensified, with the
emphasis to impress upon public servants that planning is a very important
thing. If we plan properly, we will be
able to determine when we are able to
render particular services, when are we
able to expand on services, when are we
able to deal with the improvement in
buildings and in other areas of importance.

pitals, regional and local home affairs
offices, the extension officers in agriculture. These are the people who actually
deal with ensuring that services are
delivered. What are the factors that
overwhelm them? We have to focus on
particular institutions, those institutions
with an emphasis on service delivery.
There are a number of issues to consider in those particular institutions, issues
of governance with a particular emphasis on basic administration.
We have always made the assumption
that there is good practice in so far as the
basic administration of our public service organisation is concerned, but the
reality is otherwise. By basic administration I am referring to issues such as filing systems: the ability of people to file
their leave forms in time, basic procurement administration, basic financial
administration; the extent to which
basic administration happens in our
institutions.
The importance of leadership is also
critical. You are aware that within the
senior management services we are taking a firm decision to encourage the
appointment of senior managers at service delivery institutions. I often use this
example with myself because I think it is
safer to do so.
I am a DG of DPSA and at DPSA we
are a policy department that has about
200 staff members and a budget of about
a hundred million, and I am a DG. The
CEO of Baragwanath hospital manages
a billion rand institution with some
2 000 staff members and earns less than
I do, which does not seem logical. If we
are serious and if we are worried to
make our institutions functional we’ve
got to have a system that allows flexibility in ensuring that we have appropriate
managers at appropriate institutions
and not worry and not be overly concerned about hierarchical issues.
The question has to be: What is more
reasonable and practical in terms of the
requirements of particular institutions?

Service delivery institutions

Regulatory issues

Another important focus will be on
what we call “operational managers” at
service delivery institutions. The
emphasis here is on those staff who run
schools, who run prisons, who run hos-

One of the regulatory issues which has
been captured at service delivery institutions that we have to observe is the question of delegations. In the observation
that operational managers who are at

Operational management —
lessons from recent reviews

the coalface, in most instances do not
have the necessary delegation to be able
to execute their function effectively at
that level.
The basic question is that if you are
running a hospital or home affairs
regional office or a school, or a prison
for that matter, why should you not
have the authority, for example, to subject your staff to disciplinary hearings if
they transgress a particular code of conduct, including firing people if that’s
necessary?
Why should you not have the necessary delegation to create an additional
post if you think that is necessary? It
becomes very difficult for you to study
your responsibility and that we need to
attend to this question of a multi-mode
decentralised delegation framework to
allow people who are working at that
level of institution to make decisions.
In some of these institutions there has
been a general trend towards the
appointment of boards. At schools we
have school governing bodies and the
interrelation between those two is very
important. This interplay needs to be
resolved so that where you have boards
and management, the rules are very
clear as to who plays what role.
We have noticed that hospitals were
not allowed to retain the income they
generated. What happened? Hospitals
never invested in revenue systems. So
what was really happening was that revenues declined and there were no incentives for those managers to start collecting more revenue so that they can reutilise those revenues.
Of course there is balance between
national fiscal issues and the extent to
which you can do that. Some of these
initiatives are already being piloted in
some of the hospitals.
HR issues
With regard to HR issues, most of you
will be aware that we have recently
finalised the restructuring framework.
Over the period of the next twelve
months as government we have to
undergo a process of restructuring,
which will apply to those institutions
with over-supply of staff.
The central phase of that exercise,
therefore, will be to engage in a very
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huge redeployment
exercise.
If there are no positions, then the issue of
retrenchment will
come into the picture.
I don’t know if many
of you are aware but a
typical public service
department operates
with a 30% vacancy
rate in this particular
given point in time,
and this is quite a
huge percentage of
vacancy. And then we
also have to address
the issue of vacancies
in areas where there
are scarce skills.
Co-ordination
with head office
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There are also quite a
number of issues that
apply to service delivery
institutions.
When you are working in a service delivery institution, there is someone you
always have to be communicating with
and checking things with, and looking
for direction in terms of strategy planning and budgeting and so on. We need
to find a mechanism whereby we can
work these things out in such a way that
there is more effective communication
between these different levels of authority. One of the issues here has to deal
with the level of hierarchy that we have
in the system. As you know one of our
initiatives at the Department of Public
Service and Administration is something we call the Centre for Public
Innovation.
We are trying to find a way in which
we can encourage public servants to
come with innovative ideas to improve
service delivery and improve these institutions to support them. The reason for
this is that most of our hierarchical
structures don’t encourage innovation.
Batho Pele
The key issue to raise here is we see
Batho Pele as an outcome that we are

trying to achieve. What we are really
saying is that in a sense it is a vision of
where we want the public service to go.
We want the public service to adhere to
the principles of Batho Pele. But we
should not only keep on talking about
Batho Pele, but should also implement
it. If we don’t do all the other things that
support the realisation of the Batho Pele
principles, we will never achieve those
desired outcomes.
You keep on getting a sense that our
objectives are not being achieved, but
that’s because we are not attending to
the totality of the things that need to
happen in order to ensure that Batho
Pele is realised.
Take the Department of Home
Affairs. I do not know what the standard is at the moment but I definitely do
know that in my local Home Affairs,
that when you are reapplying you are
able to get your ID within two to three
days and they are able to issue you a
temporary ID there in the office. Two
years ago this was not possible, but
through innovation people can now be
issued with a temporary ID on location.

When we talk of process re-engineering we are basically talking about the
questioning of every process in that particular chain, and then you start asking
yourself questions: How can we rebuild
this time? Why do we have somebody
who approves? What if we do this differently? How can we improve the
turnaround time?
At the end of the day it has to do with
the system, organisational processes and
the structures of people who are to
approve things which they don’t necessary need to approve. It has it do with
our HR systems. How do we encourage
people? What are the performance
management systems we have in place?
Re-engineering
The question is: How can we improve
issues of access and the interplay
between the back and front office. You
can’t have a very good front office if you
have not sorted out your back office.
Your back office is where all the
processes happen; your front office is
where you interact with citizens. So,
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having beautiful offices, a very good
reception area, does not make much of a
difference if you don’t attend to the back
office.
For example, with the hospital reengineering, one of the issues that has
come up is the amount of time it takes
for a patient to wait for a doctor. You
can improve the ambience of the hospital reception area, but it does not help if
the patient still has to sit there for 48
hours waiting for a doctor.
We have to find ways that we deal
with this simultaneously in such a manner that it actually helps us. There are a
number of initiatives that are already in
the re-engineering exercise and I won’t
go through all of them. Within Welfare,
they are designing a new system; within
the Home Affairs, the Home Affairs
National Identification System is being
put in place; in service centres in areas
like Gauteng, smart cards are being
piloted. The design of a state property
agency is being piloted in Limpopo
Province.
Communication
I have previously raised the issue communication, but perhaps I just need to
emphasise the need for organisations to
be more conscious about those roles that
softer issues play within our transformation initiatives — the importance of
organisational culture, staff morale and
so on. One of the things (and I am also
guilty of it) is that we don’t have a culture of actually patting people on the
back and saying, “look, you have done a
good job”. These soft issues make a big
difference to the motivation of staff
members who often work under difficult conditions and it is very important
that we attend to these issues.
Flagship Batho Pele projects
There are some flagship programmes
around Batho Pele. I will not mention
all of them except the multipurpose
community centres. The intention is
that by 2004 every district will have a
multipurpose community centre where
integrated services will be delivered to a
particular district.
We are also in discussion with the
Post Office to start providing more pub-

lic services, and we are busy with a project called the Gateway which is going to
give electronic access to public services.
Gateway
The Gateway is essentially going to be
an electronic platform that is going to be
a single point of access to all government
information as well as services that will
be provided by governments. It will also
be a single government call centre. The
intention is that sometime next year we
will be able to launch a four-digit number, just like we have 1023 today, for citizens if they want to interact with government. The notion behind the call
centre is that you will call this number
and ask for information about what you
want to do with government and somebody will answer that phone in a language of your own choice and you will
also be transferred to the relevant
department.
If you want to speak to the agricultural extension officer in a Kabokweni, you
will be transferred to that particular
number if it is during office hours. Part
of this particular initiative is to improve
the accessibility of public service to citizens. The second objective is to integrate the ways of government service
delivery. So it is very important for us to
understand those two objectives.
With the Gateway you will be able to
streamline public service delivery.
There are very basic things that as a
government we do not do better because
we cannot share information across government institutions.
A part of this initiative that is already
working is called the Integrated Justice
System. As you know today the
Integrated Justice System was implemented about 18 months ago. It allows
people to work within integrated justice
clusters, that is the police, the correctional services, justice, and prosecution,
to share information across departments. One of the issues, for example, is
the police would be looking for offenders who have already been in jail. Now
today, because of the ability to share
information, that process has become
streamlined. I’m sure you aware of the
police device that checks your fingerprints and which can tell whether you
have a criminal record. It has really

improved the efficiency within the
criminal justice cluster. It is an example
of what we are talking about, and we
are hoping that the more we continue to
implement these initiatives, the more
we shall be able to encourage sharing of
information.
There are a number of principles that
underpin this and one of them is that we
want to ensure that you only need to
give government information once. A
citizen has a duty to give a government
information on themselves only once in
their lifetime. Once they do that it is
government’s responsibility to see how
we share the information amongst ourselves. We will try and find mechanisms
for government to share this information among ourselves in a much better
way. We will have more presentations,
discussions and roadshows of the
Gateway as it unfolds. It is a very exciting project.
Conclusion
I just wanted to highlight as my last
point that we are busy with a legislative
review exercise that will look at what
there is we can do from a legislative
framework point of view to improve the
structure and design of the public service. One of the issues we are trying to
deal with is to see if we can introduce
more flexibility in a public service system without necessarily encouraging the
creation of too many public entities. You
may be aware of people making an
industry of building and taking parts of
government departments and transforming them into public entities.
We are really trying to find mechanisms whereby we can introduce more
flexibility in the bargaining arrangements
in the conditions of service in the performance incentives so that we can actually have a public service that is able to
have more flexibility within itself, and
that it does not require people to go outside the public service framework in
order to establish these institutions. Also,
how can we encourage more mobility
between ourselves and local government
so that we can have more co-operation?
Once again this is something that is at a
very early stage of development and as we
continue our work in this area we will
need to consult with you.
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Projects and Programme
Management – Beyond
Tools and Techniques
ne of the fundamental commitments that the present
government has declared
publicly is that of transforming service delivery to
improve the lives of citizens. A programme of reconstruction and development was introduced to usher in this era
of change, and over the years we have
seen a range of efforts which seek to
give effect to this programme. A service
delivery orientation of Batho Pele —
people first — was also adopted and this
further accentuated government’s public commitment to improved service
delivery.
The public was promised, among
other things, that the public service
would strive to provide services that are
accessible, responsive, efficient and of
good quality. The extent to which government has been successful in improving the texture of its public services is
often debatable, and although some
(including those of us associated with
government institutions) maintain that
a lot of progress has been made (considering how things were before), others
keep arguing that we have not changed
much, that the poor black woman somewhere in a remote rural village is still
not experiencing the benefits of a transformed service delivery.
Of course it would be presumptuous
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and naïve to argue that all the pronouncements of the Batho Pele programme have been realised to the
fullest. Notable strides have been made
in this regard, and there are indeed a
number of examples to demonstrate
this. However, it has to be acknowledged that immense challenges still
abound.
These challenges do not come as a
surprise because public service transformation is a massive undertaking, and
although milestones can be realised
along the way, other achievements can
only become discernable in the long
term. The launch of this Project and
Programme Management Learning
Network is a commendable development given its potential to contribute to
our capacity to deal with these challenges. The sheer scale of the service
delivery needs that government has to
meet means, among others, that:
• We have to be able to roll-out large
scale projects and programmes which
can, at the same time, be mainstreamed
into government’s broader service delivery
improvement
programme.
Experience has taught us that projects
(especially those that are donor-funded),
can have a life of their own outside government’s activities, institutions and systems — with the result that they not
only end up failing to impact meaning-
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Nepad, driven by President Mbeki and
others, presents further challenges to the
DPSA as it is required, among other things,
to play a critical role in regional projects

fully on the system, but also yield results
that are short-lived and unsustainable.
• We have to embrace and incubate
innovation to ensure that new ways of
working and service delivery can be
explored and institutionalised. Sound

project and programme management
would be critical in this process to
ensure that we can plan and implement
meaningful pilots which can then be
replicated and mainstreamed into the
public service. Experience shows that

such projects often involve risk taking
and their subsequent mainstreaming
requires meaningful change management. Otherwise those of the “we-havealways-done-things-this-way” culture
will reject the new ideas because, as they
are often quick to point out, “that will
never work in the public service”.
• We have to promote synergy and
integration between the different
spheres of government, i.e. national,
provincial and local spheres. Although
these different spheres are provided for
in the constitution, in practice, service
delivery is not confined to any single one
of them. The public receives these services as “government services” regardless
of which sphere offers them. If their
quality leaves much to be desired, the
verdict would be that “government” is
not delivering. In the service delivery
improvement projects that we run, we
should thus keep integrated governance
on the table and deal with the dynamics
that are associated with it. Managing
projects that involve all the three
spheres of government may not be easy
but this is a challenge we cannot wish
away.
In addition to the above, the advent of
the New Partnership for Africa’s
Development (Nepad) also presents further challenges to us as we are required,
among other things, to play a critical
role in regional projects. These projects
will bring with them dynamics of international management, diplomatic relations and cross-country team work.
All these challenges are a reality that
those of us associated with government
institutions (as employees or partners)
have to confront. In dealing with these,
we will need to ensure that we have a
targeting approach that is informed by a
very sound strategic orientation and
supported by strong administrative and
technical operations. It is in this context
that projects and programmes offer a
critical vehicle through which to
enhance our efforts of improving service
delivery.
If properly undertaken, projects and
programmes become a vehicle for
meaningfully planning and managing
interventions in a way that allows us to
keep an eye on broad strategic issues as
well as on specific operational dimensions. In other words, they can offer us
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an opportunity through which to retain
both a bird’s eye view as well as a worm’s
eye view of our work. The former
enables us to see the “big picture”, the
totality of all the elements of our efforts,
their relationships and their relevance to
the vision that we aspire to. The latter, on
the other hand, keeps us in touch with
the day to day operational issues which
collectively make delivery possible.
The potential contribution of project
and programme management to our
service delivery improvement efforts is
thus immense. The field is advancing on
an ongoing basis with new methodologies, tools and techniques being introduced. This is good because it means
that we will access a wealth of vehicles
that can only benefit our work.
However, we need to keep in mind that
tools and techniques, no matter how
advanced and sophisticated, are only
useful if they enable us to deliver. They
should thus not be utilised simply as a
display of our levels of sophistication.
At the end of the day, if there is no
delivery, our principals as well as the
intended beneficiaries of these projects
couldn’t really care less about the eloquence with which we converse about
critical path analysis, objectively verifiable indicators, Gantt Charts or any
other concept or technique that is
esteemed in the project management
field. Exploiting these techniques to
deliver is really what matters at the end
of the day. Unfortunately, there are
instances where some of us adopt these
tools as if they were an end in themselves — where, for instance, the most
important thing is seemingly to have a
neat “Logical Framework” for our projects, even if the framework hinders
meaningful management.
Someone once referred to this tendency as “the tyranny of the Logical
Framework”. Perhaps this is a rather
strong assertion given the fact that there
are many instances where “logical
frameworks” are being used successfully as value-adding tools for project and
programme management. The assertion
however is a reality check for us to
ensure that we utilise tools to the extent
that they add value to our work, that we
don’t generate and jealously guard logical frameworks that are, to all intents
and purposes, “illogical”.

It is through such learning platforms
as learning networks that we can engage
in meaningful, informed dialogue on
using project and programme management to tackle the challenges that were
mentioned above. You may have experienced some success or failure in running
large-scale programmes, in managing
innovative interventions, in driving
projects that transcend the three spheres
of government and promote integration
among them, in running programmes
that involve other African countries —
all these lessons and experiences would
be useful in this dialogue.
Indeed, your experiences may even be
about small-scale, localised departmental projects — but these too would be
important for the dialogue. The skill of
“management” is not an easy one to
acquire and we cannot rely solely on
training to achieve this, especially
because good value-adding training
may at times be hard to come by. As
Donnelley once remarked: “A sizable
proportion of what goes on under the
name of management training, particularly in the short course area, comprises
a dubious cocktail of wishful thinking,
anecdotal experience, with an admixture of flavour-of-the-month opportunism.” (Quoted in Blunt and Jones,
1992, p312).
Given this situation, it is thus not surprising that the President once
remarked: “I believe that learning from
one another will always be the best way
of achieving our identified goals for
effective, people-centred and ethical
governance. Learning through effective
partnerships, information sharing and
dialogue is key to public service delivery
in a dynamic and fast changing world”
(Mbeki, 2000:5).
This affirms the very reason why we
are here today — to launch a platform
for learning, partnership and dialogue.
In a review that looked at why we
often fail to learn from previous experiences in project management, Cooper et
al (2002) note, among others, that we
often claim that no one project is like
another, that each project is different,
and that it is therefore not possible to
apply experiences from one project to
the next.
Whilst it is true that projects differ, it
would be less than honest to suggest that

you cannot glean lessons from one project and use them to inform your management of other projects. Surely, if you
are indeed a reflective project manager
(as all of us should be), you should grow
as you move from one project to another — and this growth is attributable to
learning that you can then carry into
subsequent projects.
Secondly, Cooper et al point out that
another reason that also inhibits learning is that as soon as we complete one
project, we are already initiating another one. We argue that we have a load of
projects to complete, and a result there is
no time to pause and learn. Again, one
may not challenge the assertion that
there are a number of projects to run.
However, surely we should still make
time to take stock instead of racing from
one project to another as if all that
counts is to complete them. More so, if
we are reflective project managers, such
reflection and lesson generation should
be an on-going process even while the
project is being implemented. We do
not have to wait for project completion
to glean lessons.
Colleagues, let’s create and make use
of these platforms for learning. There
are other Project Management structures that already exist and the idea is
not to undermine their work nor to create competition for membership. The
important thing is to ensure that we
keep sound channels of communication
and interaction for purposes of collective learning.
Today should not be the end of our
interaction. Indeed, after this launch, we
should not wait for DPSA to organise
another session. We should instead continue to interact on our own through
telephones, e-mail, smaller meetings
and so on, to continue exchanging experiences.
Sources
Blunt, P and Jones, M. 1992. Managing
Organisations in Africa. De Gruyter
Cooper, KG; Lyneis, JM and Bryant, BJ. 2002.
“Learning to Learn , From Past to Future”, in
International Journal of Project Management, Vol
20 (3), pp213 - 219.
Mbeki, T. 2000. Speech of The President of South
Africa, Thabo Mbeki, at the Biennial Conference
of the Commonwealth Association for Public
Administration and Management.
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People Management
that Supports
Service Delivery
s the implementation arm of
Government, the Public
Service faces tremendous challenges on a number of fronts.
The most significant of these
must be the inter-related problems of
unemployment, inequality and poverty.
According to Statistics South Africa,
our national unemployment rate
increased from 33,9% in 1996 to 41,5%
in 2001. The actual numbers of the
unemployed rose by nearly three million over this period, bringing it to the
current level of around 7,7 million.
Unemployment continues to disproportionately affect black people and
especially black women. It is also found
to be higher in provinces incorporating
the former homelands where high concentrations of poor people are found. A
staggering 97,2% of those who are
unemployed are black, with Africans
comprising 86,8% of the total.
Inequality is not limited to the unemployed. Even for the employed we continue to see huge distortions. Of those
African workers who are employed,
nearly half earn no more than R1 000
per month. Occupational inequalities
also continue to characterise the South
African labour market.
The Depart-ment of Labour’s latest
Employment Equity Report shows that
black em-ployees occupied only 13% of
top management positions in South
Africa and 19% of all senior manage-
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ment positions. Conversely they hold
82% of all semi-skilled jobs and 98% of
all unskilled jobs.
Unemployment and inequality combined translate into immense poverty,
particularly in the rural areas. In the
Eastern Cape, for example, 48% of
households spend R800 and less per
month.
Poverty gives rise to all sorts of social
ills. These include crime, substance
abuse, teenage pregnancy and domestic
violence. These in themselves pose massive challenges to the State.
Because of these deep-rooted inequalities, Government has consciously
adopted the concept of a developmental
state — a state that has the role to
equalise, extend and improve the quality of services rendered to our people.
These structural inequalities cannot
simply be left to the normal market
forces to remedy because we would then
simply perpetuate the status quo.
Being a developmental state has certain implications. It means that it has to
be strong. It needs to play a leadership
role, giving strategic direction in the reallocation of resources. It needs to
mobilise forces in society and the market to support Government’s priorities.
It needs to be able to envision the future,
and turn this into reality. In the process
unpopular decisions must be taken,
requiring perseverance and a strong
resolve.
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In carrying out its mandate, the develcounter-offers have their value when
opmental state’s biggest asset is its peoused sparingly, but the wholesale utilisaple: the people who have to implement
tion thereof to compensate for poor peoits policies and the people who are the
ple management only aggravates the sitbeneficiaries of its services.
uation.
Being entrusted to uphold the
So how do we then ensure that we
Constitution and to loyally execute the
retain our most talented employees?
policies of the government of the day,
The simple answer is: by investing in
we in the public service are expected to
people. We as DPSA have decided to
be experts in our fields and to be fully
walk the talk and the result has been
committed to our tasks.
very encouraging.
So how are we doing in creating a
We have used the “Investors in People
workforce capable of implementing
Standard” to assess our internal human
Government’s policies and providing
resource management and development
equitable and efficient services?
practices. This standard is being piloted
I would argue that the first issue we
as part of the national Human Resource
need to put under the spotlight is our
Development Strategy. It does not focus
ability to attract, select and retain qualion policies or systems, but on evidence
ty employees.
obtained from interviews with employThe evidence seems to suggest that
ees, as to applied people management
we are not doing too well on this score.
practices. The standard concentrates on
In a number of studies we have found
four simple principles and related indithat departments pay insufficient attencators. The principles are “committion to defining their human resource
ment”, “planning”, “action” and “evalurequirements; introducing effective
ation”.
recruitment strategies; and selecting
“Commitment” is about the organisaquality candidates. The processes we
tion’s resolve to develop its people and
employ are often reactive and artificial.
practical evidence that this is actually
They are also often long and cumbertaking place in a planned and systematsome, resulting in the loss of preferred
ic way. It is also about people being
candidates.
encouraged to improve their own and
Most departments do not seem to
other people’s performance.
have integrated and innovative strateLastly, it is about people believing that
gies to retain scarce human resources.
their contribution is being recognised
Current attempts are mostly limited to
and that there is equality of opportunity
financial incentives, which in themin the development of people.
selves often do not have the motivating
“Planning” is about the department
effect that they
being clear about its
should have when
aims and objectives
correctly utilised.
and people being
Leading organisainvolved in planUnpopular
tions identify talentning processes.
ed employees at an
It also relates to
decisions must be
early stage, provide
people understandtaken, requiring
them with meaning how they conperseverance and
ingful opportunities
tribute to achieving
and reward good
the de-partment’s
a strong resolve
performance. We
aims and objectives
should not take outand how the develstanding performers
opment of people
for granted and only
links to the departspring into action when their resignament’s priorities.
tions are on the table.
“Action” revolves around managers
With the increased flexibility that
taking their developmental role seriousDPSA has granted to set salaries for
ly both in terms of introducing new
individuals at higher levels comes the
employees to the department and develdanger of becoming reactive and creatoping serving employees.
ing internal inequalities. Buy-offers and
“Evaluation” refers to evidence that

the development of people has
improved the performance of the
department, teams and individuals by
people being able to give examples of
such improvements.
Our own evaluation in terms of this
standard has given us much food for
thought. This kind of introspection is
very necessary because the reality is that
the public service is competing with the
private sector for the same scarce
resources.
The “new employee” that we wish to
attract to the public service, will go
where she or he finds job fulfilment,
meaningful growth opportunities and a
work environment that recognises individual contributions.
In transforming our work environments, we also need to become more
sensitive to the issue of diversity. There
is much room for improvement in the
way that we accommodate diversity in
all its different nuances.
Gender diversity is a case in point.
Women complain that men still dominate decision-making and that they
have little influence in the way that
departments are managed. Cultural and
historical prejudices still seem to dominate our work environments to such an
extent that women are regarded as suitable for only certain jobs and that they
are to be kept out of leadership positions.
A practical illustration of this tendency is the fact that the public service has
failed to reach the target of 30% women
in management positions by the year
2000. We have indeed stalled at the 20%
mark, still 10% short of our target.
This is not a problem that will rectify
itself. It requires active measures to
identify talented women, particularly
those from disadvantaged backgrounds,
and to assist them in realising their
potential. It is also about asking them
what needs to be done to create conducive work environments and changing organisational cultures.
Statistical evidence seems to suggest
that we are replacing one form of dominance, that of white males, with another form of dominance, being black
males. We cannot afford this and all of
us need to take responsibility in overcoming this tendency.
Another cause for concern is the min-

I s s u e s

imal progress we are making in accommodating people with disabilities. A
very modest target of 2% by 2005 was set
in the White Paper on Affirmative
Action in the Public Service.
At this stage we are still far from
reaching this goal — only 0,02% of our
employees are recorded on PERSAL as
having one or other form of disability.
I now want to turn to two issues that
will in the months and years to come
demand much of our attention. The
first deals with the whole question of
transforming and restructuring our
state institutions and the second about
improving the health and well-being of
our employees.
Most of you should be aware that
many state departments in their present
form are the result of the rationalisation
process that unfolded immediately after
the adoption of the interim Constitution
in 1996.
Although the voluntary severance
package initiative was introduced in
1996, there was no opportunity for
departments to fundamentally revisit
their organisational structures and
human resource requirements. This has
resulted in a number of departments
being caught up in a situation where
they are legally or politically required to
carry out a certain mandate, without the
kind of organisational structure and
human resources they need to meet
these expectations.
This clearly represents a major stumbling block to the vision enshrined in
our Constitution of efficient, economic
and effective use of resources and the
equitable delivery of public services.
After a long process of consultation
and negotiation with our labour partners, we have entered into a collective
agreement that provides for the re-balancing of our human resource requirements. The agreement is strongly based
on the principles of objectivity, fairness
and the need to redress the imbalances
of the past.
Clear structures, processes and predefined timeframes are provided for by
the agreement. It requires of all managers to ensure that the necessary management plans are in place to guide the
restructuring process and that careful
consideration be given to the matching
of employees to job profiles.

Provision is made for retraining,
exposure to HIV and related diseases
redeployment and early retirement or
and introduce measures to minimise
voluntary severance. Should none of
this risk.
these options find application, and as a
Very clear standards are provided in the
last resort, compulsory severance will be
Regulations that each one of you would
introduced.
be well advised to study. As with many
We
need
to
other policies of
understand
upGovernment, the
front, however, that
challenge will be in
it is nobody’s wish
implementing this.
Statistical evidence
that any public serFor this purpose a
seems to suggest
vant should be
detailed guide will
retrenched, hence
soon be made availthat we are
very serious considable. Pilot projects
replacing one form
eration has to be
are also to be
of dominance, that
given to all the
launched.
options short of disAn agreement
of white males,
missal.
has already been
with another form
Even when disreached with the
of dominance,
missal is unavoidDG,
Advocate
able, then we still
Soko,
that
Mpumabeing black males
have to go out of our
langa will be one of
way to find alternathree pilot sites.
tive employment for
The piloting will
the affected workfocus on VCT as a
ers.
practical measure to promote awareness
We also need to do everything possiof one’s own health status and how one
ble to assist workers in adapting to their
can live positively and responsibility
changed circumstances through counwith HIV.
selling, support and guidance.
When giving thought to this issue, we
We cannot afford a situation whereby
should take into account that in years to
the restructuring of the public service
come, a higher proportion of workers
compounds the hardship being experiare likely to fall ill, requiring temporary
enced by communities. Hence a collecreplacements or re-organisation of
tive effort is required from all of us to
work.
ameliorate the possible negative conseWe are also likely to have higher staff
quences of this process.
turnover, requiring of us to double our
The second issue we need to give spetraining efforts and to ensure that staff
cial attention to is what we as managers
replacements can happen quickly and
and fellow-workers can do to assist colefficiently. More employees are also
leagues affected by the HIV/AIDS panlikely to require emotional and physical
demic.
support as they, their colleagues or
In accordance with a recent amendmembers of their families are affected.
ment to the Public Service Regulations
So clearly, HIV/AIDS programmes
all departments have to:
will have to go beyond the traditional
• introduce health promotion proawareness and condom distribution
grammes, focusing especially on
activities that have become to characHIV/AIDS and other sexually transterise our response to this pandemic.
mitted infections;
We have to face up to the reality of a
• encourage voluntary counselling and
serious threat to the health and well
testing for HIV and other health
being of workers and the sustainability
related conditions;
of essential services.
• take appropriate measures to actively
Chairperson, one last thought around
promote non-discrimination and desthe challenges confronting us with
tigmatisation
of
HIV-positive
regard to people management.
employees; and
I am highly concerned that some
• identify units or groups of employees
departments seem to think that day-tothat are at high risk of occupational
day human resource administration is
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no longer important. Some of the complaints that we receive which negatively
impact on planning, expenditure and
management are:
• pension forms being processed late or
incorrectly, thereby causing major
hardship to those concerned and their
families;
• leave forms not being processed on
PERSAL thereby creating huge liabilities for the State in terms of

30

accrued leave entitlements;
• state guarantees not being redeemed
after the termination of service of
employees, thereby creating a potential financial loss for the State;
• the continued employment of employees who have reached the compulsory
retirement age of 65;
• non-recovery or incorrect recovery of
the rentals of officials who occupy
official quarters;

the continued payment of employees
after their resignation or their transfer
to other departments; and
indefinite suspension of employees
with full pay.
Clearly these and other basic acts or
omissions amount to nothing other than
negligence and dereliction of duty. We
cannot talk about people management
that supports service delivery when
these problems persist.
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How Spheres of
Government Work
Together to Facilitate
Service Delivery
This is an abridged
version of a speech
delivered by Mr Hillary
Monare, Manager:
Municipal Demarcation
Board at a service
delivery learning
academy workshop held
at the Emnotweni Arena
Conference Centre,
Nelspruit, Mpumalanga
on July 17-19

n dealing with integrated planning
and service delivery by government,
one needs to reflect for a while on the
constitutional provisions pertaining
to the roles and responsibilities of the
three spheres of government.
Firstly it should be recognised that
the three spheres of government
(national, provincial and local) are distinct, but also interdependent and interrelated. In this sense the 1996
Constitution of South Africa brought
about a totally new vision for transformation and development.
Although each sphere is distinct in its
own right, all three spheres relate to
each other in numerous ways and they
are dependent on each other in numerous ways.
As organs of State they must, amongst
others, respect, protect, promote and
fulfil the rights in the Bill of Rights provided for in the Constitution. These
rights place an obligation on the three
spheres of government to plan and
work together to ensure that services are
delivered to all people in South Africa.
The interdependence and inter-relatedness is reinforced by the
Constitutional provisions, which
require of municipalities to participate
in national and provincial development
programmes, and which regulate the
assignment of powers and functions and
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protect rights and resources.
With regard to distinctiveness, interdependence and interrelatedness, I
would like for a while to focus on local
government in particular. The
Constitution requires of local government:
• to provide democratic and accountable government for local communities;
• to ensure the provision of services to
communities in a sustainable manner;
• to promote social and economic development;
• to promote a safe and healthy environment; and
• to encourage the involvement of communities and community organisations in matters of local government.
To comply with these objectives, local
government, as well as national and
provincial government, must perform
certain functions that I will refer to in
more detail later. The Constitution provides that a municipality has the right to
govern, on its own initiative, the local
government affairs of its community;
that the national or a provincial government may not compromise or impede a
municipality’s ability or right to exercise
its powers or perform its functions and,
of utmost importance, that a municipality must participate in national and
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provincial development programmes.
The Constitution also places a direct
obligation on national government and
provincial governments to support, and
strengthen the capacity of municipalities
to manage their own affairs, to exercise
their powers and to perform their functions. This again demonstrates the
interdependence of the three spheres of
government.
In examining the services to be rendered by the three spheres of government one needs to refer to Schedules 4
and 5 of the Constitution, which provide for the competencies of the three
spheres of government. Though the
allocation of competencies may be confusing, one finds an overlap between the
three spheres of government, which
once again demonstrates that the three
spheres must work together on numerous issues.
To illustrate this point: I will give you
three competencies where there is a lot
of overlap between the three spheres:
“Airports other than international
and national airports” is a concurrent
national and provincial competence.
The phrase “other than” could be interpreted to also include municipal airports, but in terms of the Structures Act
“municipal airports” is a local competence, and “municipal airports serving

the area of a district municipality as a
whole” is a district function.
“Animal control and diseases” is concurrent national and provincial competence but “facilities for the accommodation, care and burial of animals” is a
municipal function. “Veterinary services” is an exclusive provincial competence but “pound” is a local function.
These functions are inter-related but
fall into three categories: national and
provincial competence; local function;
exclusive provincial competence!
“Abattoirs” is an exclusive competence but “municipal abattoirs” is a
municipal function, and “the establishment, conduct and control of abattoirs
serving the area of a major proportion of
the municipalities in the district” is a
district function.
There are at least 10 other instances
that I can refer to, where the successful
delivery of a function is highly dependent on the co-operation of the three
spheres of government because of the
overlap among the three spheres. These
include Disaster Management, Health
Services, Provincial Roads, Welfare
Services, etc.
One mechanism to ensure co-operation and joint planning and service
delivery to enhance the impact of service
delivery, can of course be found in the

legal obligation of municipalities to prepare and implement integrated development plans or IDPs, and I want to spend
a bit of time on this subject.
In terms of the Systems Act each
municipal council must adopt and give
effect to a single, inclusive and strategic
plan for the development of the municipality. This strategic plan must:
• link, integrate and co-ordinate plans
for the development of the municipality;
• align the resources and capacity of the
municipality with the implementation of the plan;
• form the policy framework and general basis on which annual budgets
must be based; and
• is compatible with national and
provincial development plans.
An integrated development plan must
also, amongst others, reflect:
• the municipal council’s vision for the
long-term development;
• an assessment of the existing level of
development in the municipality;
• the council’s developmental priorities
and objectives;
• the council’s developmental strategies
which must be aligned with any
national or provincial sectoral plans;
• a spatial development framework
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which must include the provision of
basic guidelines for a land use management system for the municipality;
• to council’s operational strategies;
• a financial plan, which must include a
budget projection for at least the next
three years;
• the key performance indicators; and
• performance targets.
A municipality must establish a performance management system, and this
system must be:
• commensurate with its resource;
• best suited to its circumstances; and
• in line with priorities, objectives, indicators and targets contained in its integrated development plan.
The Performance Management System
must:
• set appropriate key performance indicators for measuring performance,
including outcomes and impact, with
regard to the municipality development priorities and objectives set out
in its integrated development plan;
• set measurable performance targets
with regard to each of those developmental priorities and objectives;
• be advised in such a way that it may
serve as an early warning indicator of
under-performance;
• provide for steps to improve performance where performance targets are
not met; and
• establish a process of regular reporting
to(i) the council, other political structures, political office bearers and staff
of the municipality; and
(ii) the public and appropriate organs
of state.
Provincial Governments have a direct
role to play in this regard.
They must:
• monitor the IDP process;
• assist a municipality with the planning, drafting, adoption and review
of its integrated development plan;
• facilitate the co-ordination and alignment of(i) integrated development plans of
different municipalities, including
those of a district municipality and
the local municipalities within its
area; and
(ii) the integrated development plan
of a municipality with the plans,
strategies and programmes of nation-

al and provincial organs of state;
• take any appropriate steps to resolve
disputes or differences in connection
with the planning, drafting, adoption
or review of an integrated development plan between(i) a municipality and the local community; and
(ii) different municipalities.
Integrated Development plans of
municipalities therefore give an opportunity for the integration of national,
provincial and local planning and service delivery. This vehicle, if used properly, is a very powerful tool, and will no
doubt enhance the impact of service
delivery.
Government has also created a challenge for joint planning and implementation in its identification of development as nodes, under the Integrated
Sustainable
Rural
Development
Strategy (ISRDS) and the Urban
Renewal Strategy (URS).
The policies and legislation providing
for the intervention by one sphere of
government in the affairs of the other
sphere of government must make way
for a system of co-operative government
and governance. Only then will the
impact of service delivery become visible.
In this regard, the Integrated
Sustainable
Rural
Development
Programme (ISRDP) and the Urban
Renewal Programme (URP) provide a
wonderful window of opportunity to
entrench a system of co-operative government and governance, and integrate
service delivery.
The ISRDP and URP are
Institutional Capacity Enhancement
Programmes for the municipalities
identified as nodes in the Integrated
Sustainable
Rural
Development
Strategy (ISRDS) and the Urban
Renewal Strategy (URS).
The overall vision of both programmes is to attain socially cohesive
and stable communities with viable
institutions, sustainable economies and
universal access to social amenities that
are able to attract skilled and knowledge
people, equipped to contribute to their
own and the nation’s growth and development.
Toward achieving the challenges outlined in the vision, five pillars have been

identified as part of the Implementation
Plans:
• Co-ordinated delivery;
• Institutional arrangements;
• Stakeholder Mobilisation;
• Knowledge management; and
• Long range planning.
Critical in both the vision and pillars
for implementation is the recognition of
the role played by local government in
the development process and the need to
integrate national, provincial and local
planning to achieve efficient and effective governance. Failure to integrate
planning and delivery adequately will
most definitely impact negatively on the
success of the ISRDP and URP. Hence
the emphasis placed on co-ordinated
delivery and building of institutional
capacity.
The need for integrated development,
co-ordinated development and building
of institutional capacity is further highlighted by the fact that local government
is currently undergoing significant
transformation. With the last municipal
elections in December 2000, the country’s municipalities were reduced from
843 to 284 municipalities.
Furthermore, the geography of local
government has changed, moving away
from the urban biased and racially based
system of the past to ensuring that services are equitably provided to both rural
and urban areas.
There has been continued persistence
of massive socio-economic, infrastructure and spatial imbalances, inequitable
access to basic services, and high levels
of unemployment. Hence the renewed
focus on micro and local economic
development imperatives that aim to
complement and sustain the existing
levels of macro economic stability.
There is no doubt that government is
committed to integrated governance,
and the need to conduct a sustained
campaign against rural and urban
poverty and underdevelopment, bringing in the resources of all three spheres
of government.
There is therefore no excuse, at any
level of government, for integrated
development and integrated service
delivery between departments and
between spheres of government, not to
be pursued with the energy and singlemindedness that it so deserves.
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The Investors in
People Standard

?

What is it
he Government’s commitment to
promote the improvement in
South
Africa’s
Human
Development Index, reduce
inequality, enhance social development and increase international competitiveness are well documented in the
various pieces of legislation. These
pieces of legislation have two over-riding priorities. The first is the ever-present reality of the global economy and
the imperative to increase skills to
improve productivity and efficiency of
government and the private sector, competitiveness of industry, business commerce and services delivery. The second
is to address the challenges of social
development and the eradication of
poverty.
These imperatives gave birth to government’s
Human
Resource
Development Strategy for South Africa
(adopted by cabinet in January 2001)
and the National Skills Development
Strategy (adopted by cabinet in
February 2001). But if these strategies
are going to be truly national strategies,
they must be shared and owned by government departments, employers,
workers and the community, and by the
organisations and structures that represents them.
The achievement of the indicators
will depend upon the commitment to
them by private and public employers,

T

34
Lawrence Tsipane, CEO
of Pseta, explores the
benefits of a new
mechanism that can go
a long way towards
empowering individuals
in the public sector, but
also lay foundations for
staff retention and
succession planning

workers and other stakeholders. It is
within this context that in his opening
address to parliament President Mbeki
reminded the nation of our integrated
and sustainable vision to address five
critical areas, one of which is developing
our human resource.
Since the promulgation of the Skills
Development Act and related legislation, various efforts are initiated by
Government to inculcate the notion of
Investment in People through, interalia, identification of personnel training
and development needs, with the objective of seriously addressing and refocusing the entire training ethos. The major
emphasis is on establishing succession
planning, including effective career
pathing systems within departments as
a way of ensuring development in a sustainable way in the broader public sector/service.
Some departments have embarked on
a needs assessment and skills audit
process in order to inform the type of
training required and to improve on
existing skills to fulfil the objectives of
government, namely being an efficient
and effective organisation capable of
playing a central role in the economic
growth and development of the country.
The training would take cognisance of
the affirmative action and employment
equity measures to help remove barriers
that prohibit the advancement of people
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from disadvantaged groups.
An analysis of the workplace and
workforce also include both numerical
and non-numerical goals within different occupational categories, organisational components and grades. In cognisance of the prescripts of the South
African Qualifications Authority
(SAQA) and the National Skills

Development Act, the departments aim
at changing the workplace into an active
lifelong learning environment on the
fundamental basis of learnerships and
skills programmes which add a new
dimension on training in the public
service. This initiative is best supported
by best practices like the Investors in
People Standard.

What is the Investors
in People Standard?
This is a global standard, which was
launched in 1991. It is a real success
story, helping many thousands of businesses and organisations to improve
their performance, increase productivity, become more competitive and raise
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the bottom line. The Investors in People
Standard provides a simple framework
to achieve success through people. In
other words it is customer-led and provides organisations with what they
want. The Standard is backed by a
number of professional bodies like CBI,
TUC, Institute of Directors and
Chartered Institute of Personnel &
Development. Investors in People UK’s
main target is to be a global Standard in
10 years. It is a Standard that sets out
how good organisations manage and
develop their people.
The departments’ aim of changing
the workplace into an active lifelong
learning environment, could best be
attained through the Standard as it
mainly focuses on the organisation/business development tool. It looks at all
options of how the organisation can be
improved through staff development
which in turn will lead to job satisfaction and thus increasing the efficiency of
staff.
The Investors in People Standard is
not a quality management system. It is
also not a paper driven exercise or prescriptive and neither is it a cure for all
businesses. It is not just about training
and education but the holistic development of individuals and teams to
advance organisational aims and objectives. It is a vision for an effective organisation and an international Standard
for the development of people based
mainly on good practices amongst leading employers, and does not dictate its
application.
The success of the Standard depends
mainly on an organisation’s willingness
to commit itself to supporting the development of its people. The Investors in
People Standard is a framework built
on four (4) principles namely, COMMITMENT, PLANNING, ACTION
and EVALUATION. These principles
are supported by 12 indicators of good
practice, or criteria, against which
organisations are “measured” through
independent, external assessments.
Any department adopting the
Standard will have to follow a certain
procedure. There will be a need to
understand the Standard, undertake a
review, make the decision to work with
the Standard, communicate this to all
staff, plan and take action after which

the organisation can either achieve
recognition as an Investor in People or
will move to action planning to fill the
gaps identified. The latter organisations
will again be assessed against the
Standard when they feel that they have
sufficiently addressed the identified
gaps. Achieving the Standard is not the
end of the Investors in People journey,
as organisations need to work to keep
the culture of continuous improvement
and development alive.
Benefits of the Standard
The Standard can benefit the departments in a number of ways. Surveys
conducted in the UK have uncovered,
amongst others, the following benefits:
improving profitability, sustaining
external customer satisfaction, improving productivity and better performance, improving motivation, morale of
staff and staff retention, attracting talent
to organisation, creating new cultures
and changing the working environment, improved sense of involvement by
all staff members, improved corporate
identity. as well as enabling organisations to attain own aims and objectives,
amongst others.
Currently, there are 40 companies in
South Africa, which include the
Department of Labour, Department of
Trade and Industry and the
Department of Public Service and
Administration that are piloting the
Investors in People Standard. It is hoped
that the best practices gleaned from
these departments, after a thorough
assessment process, will be shared with
the rest of other state departments.
Is the Public Service ready for
Investors in People Standard?
Experience as reflected through the
Baseline Research Study on the Status of
Training and Education in the Public
Service, 2000 and also based on other
efforts towards the implementation of
the Skills Development in the public
service has shown that we still have a
long way towards rekindling the commitment of top management to human
resource
development
efforts.
Commitment is one of the key principles of the Investors in People Standard

and without it, it means that the way
forward will still be too bumpy.
Public servants, especially the lower
level workers, are consistently refused
proper training. No sufficient efforts are
made by managers to ensure that programmes attended by staff are geared at
enabling them to advance the aims and
objectives of departments. Very little, if
any, follow-ups are made by managers,
after staff training, to gauge as to
whether courses attended are indeed
adding value to departments by improving staff performance.
However, it is argued here that in
order to ensure that people are not sent
to training for the sake of it or in order
to be seen doing something about it,
there is a need to ensure that through
the Performance Agreements in the
public service, senior managers are
made to demonstrate and describe
strategies that they have put in place to
support the development of people in
order to improve the department’s performance and give examples of actions
that they have taken and are currently
taking to support the development of
people. This could also compel them to
also describe strategies they have put in
place to ensure equality of opportunity
in the development of the people,
amongst others.
To further inculcate this culture, subordinates could also be approached to
confirm that specific strategies and
actions described by their managers did
take place or not. They could also attest
on how effective their managers are in
supporting their development.
By making staff development one of
the core competencies of managers in
the public service through this practical
approach could go some way in practically converting our workplaces into
active learning environment geared
towards improving service delivery and
public service transformation.
Developing people is a powerful way
of achieving success because people are
our greatest asset. By getting the very
best out of them, our departments can
achieve their goals and improve performance. But if we are going to reap
the rewards of effective development,
we need to be committed to it, for it will
take planning, time, resources and skills
to put it all into practice.
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West meets Africa
Conflict Resolution for
the New Millennium
n the immediate aftermath of the
democratisation of South Africa in
1994 and the transformation of its
organs of governance on national,
provincial and local level, the feeling
of elation was tempered by uncertainty
and a high level of conflict potential in
communities at grassroots level.
Uncertainty existed regarding the roles
of the new municipalities, civic structures and traditional leaders.
Even nineteen months after the final
introduction of our new system of local
government, organs of local governance
are still faced by more challenges than
ever before.
Newly demarcated and elected
municipalities, on regional and local
level, are expected to unite and manage
previously separated municipal entities
in order to render professional and costeffective services.
The responsibility of lifting the intolerable burden of poverty and underdevelopment has been left to our municipalities.
The formulation of Integrated
Development Plans (IDPs) in terms of
the Municipal Systems Act has become
an institutional reality which forms the
primary planning tool in all municipalities.
All the challenges in this regard are
currently being addressed by organs of
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In this paper delivered at
the recent Service Delivery
Learning Academy in
Mpumalanga,
Mr Willem Ellis outlines
the successes achieved
by, and the challenges
facing, the conflict
resolution partnership
mechanism between the
Free State Department of
Local Government and
Housing, on the one
hand, and the Citizenship
Education and Conflict
Resolution on the other

government on national, provincial and
local level.
This happens through funding,
empowerment, legislation, training and
other actions aimed at the building of a
strong local government sphere.
Although all these efforts are highly
commendable, they are sometimes hamstrung by, among other, obstacles like:
• The deteriorating financial state of
certain municipalities;
• Lack of knowledge and empowerment among councillors and municipal officials, especially regarding
financial management;
• Unemployment among residents in
communities, leading to an inability
to pay for basic services;
• A lack of adequate housing, and
• The lack of clarity regarding the role
of traditional leadership in the new
municipal dispensation.
The above and other factors common to
societies experiencing a period of political and institutional transformation
contribute greatly to the conflict potential present in local government and it is
of critical importance that municipalities and the communities governed by
them are empowered to address this
issue in a pro-active and constructive
manner.
Enter the Integrated Dispute
Resolution System.
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The IDRS gives the person in the street the opportunity to contribute to the development of his/her community by participating in the addressing of conflicts that hinder and threaten developmental governance — this without resorting to violence
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In 1997 the United States Agency for
International Development (USAID),
issued a tender for a programme to support activities that would contribute to
sustainable transformation in South
Africa.
USAID sought to support a range of
violence mitigating conflict resolution
activities, relating to issues of transformation in South Africa.
The Project Management Unit
(PMU) of the Independent Mediation
Service of South Africa (IMSSA) was
challenged to identify a priority sector,
appropriate interventions and sustainable actions that would not only impact
on the level of conflict but on the transformation process as a whole.
The Local Government Sector
became the obvious choice as the institutional process underway had already
demonstrated the intricacies of conflicts
in this area and the subsequent effect on
service delivery.
Amongst the aims of this project
would be to assist in the transformation
of the conflict resolution systems within
the local government sector. This would
be done by creating an Integrated
Dispute Resolution System (IDRS)
through which role-players could
address conflict more constructively and
creatively and by conducting workshops
in conflict resolution skills; team-building; negotiation and facilitation skills
for identified role-players in the local
government sector.
Research was conducted in four
provinces of the country, including the
Free State. The purpose of the research,
conducted by a team of consultants, was:
• To identify and analyse the causes and
nature of conflict in development;
• To identify and analyse the methods
used in solving these conflicts;
• To categorise conflicts and resources
to solve the conflicts;
• To understand the parties and key
players in solving conflicts; and
• To develop an integrated model of dispute resolution that could be implemented and tested by the sub-grantee
programmes (IDRS Model.)
The IDRS model had to give priority to
the following aspects:
• The inclusion and acknowledgement

of indigenous values repressed by the
apartheid system;
• The integration of traditional methods of conflict resolution due to the
fact that the practitioners of these
methods had become legitimate and
official leaders in the country; and
• The inclusion from the best practices
and highest standards of western
models of conflict resolution.
The Objectives of the Programme
The purpose of the implementation of
the Integrated Dispute Resolution
System (IDRS) is to empower members
of communities at local government
level with conflict resolution skills in
order to enable them to address situations of conflict in their environments
on their own steam. This would enable
community members to contribute to
peace and prosperity in their community and would create an environment
conducive for developmental projects to
take place, contributing to the welfare
and growth of all stakeholders concerned.
Community members would be
empowered in local teams called intervention teams (ITs), made up of a crosssection of society. This IT would then
address the conflict, making use of their
legitimacy as local residents and their
knowledge of local issues, stakeholders
and dynamics.
All training takes place in terms of the
IDRS model that combines indigenous
and Western methods of conflict resolution.
The immediate operational objectives
of the programme in the Free State
were the following and were attained
through the use of strategies aimed at an
inclusive and transparent process:
• The procurement of a practical model
of conflict resolution for use in
provincial communities (completed);
• The institutionalisation of the programme within the Free State
Department of Local Government &
Housing (completed);
• Lobbying for and advocacy of the programme within the targeted communities in the province (ongoing); and
• Implementation of an empowerment
programme within the targeted communities (ongoing).

The Progress of the Programme
The IDRS programme in the Free State
is currently being driven and implemented by a partnership consisting of
the Provincial Department of Local
Government & Housing (DLG&H) and
the Free State Centre for Citizenship
Education & Conflict Resolution
(CCECR), a statutory body of the Free
State Legislature (Act 11/1996) entrusted with addressing conflict and issues of
citizenship and human rights in the
province. During the initial stages of the
programme the Centre for Conflict
Resolution (CCR) from Cape Town and
an organisation from Welkom,
Community Conflict Management and
Resolution (CCMR), were also involved.
A user-friendly training manual containing the IDRS has been produced
and has been utilised in all of the training and empowerment sessions thus far.
All participants in training programmes
commented favourably on the relevance
and applicability of the model. This
model will remain a benchmark for
conflict resolution material in the
province and is continuously updated
for relevance.
The institutionalisation of the IDRS
programme within the DLG&H has
been the most successful part of the programme. The IDRS has been identified
as a strategic objective of this department and resources have been made
available to sustain it. It has lead to the
empowerment of 15 people in the
department in aspects of conflict management and training and has thus contributed to the ability of these officials to
serve the province.
The success of the IDRS in the
province can be attributed to the tireless
lobbying efforts by the partners. This
has resulted in the complete and ongoing buy-in to the process by the provincial government, trade unions, political
parties, community based organisations,
faith-based organisations and traditional leaders.
Approximately 100 people from rural
and urban areas, as well as on governmental level, have been empowered in
conflict resolution techniques, enabling
them to address conflict situations within their own communities. The inclusion of structures of local governance in
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the intervention teams have contributed
to better co-ordination between municipalities and communities in the field of
conflict resolution and have lead to a
definite improvement in institutional
capacity of government officials in the
DLG&H and in municipalities.
Teams trained hailed from the following towns:
A governmental support team in
Bloemfontein
Thaba Nchu
Dewetsdorp
Welkom
QwaQwa
Marquard
Ladybrand
Intervention teams are supported on
an ongoing basis by departmental officials. The aim of the support programme is to assist the ITs in fulfilling
their duties, identify problem areas and
implement corrective measures.
ITs have reported their main problems to be the following:
• Difficulty in obtaining transport for
meetings and the investigation of
complaints;
• The loss of members looking for
employment in various towns;
• Difficulty in linking effectively with
their local municipality; and
• Keeping the interest of members in all
of the activities of the IDRS programme.
The Strengths of the Programme
Thus far the programme has exhibited
various areas of strength, among other
things the following:
The model has proved itself to be
adaptable. The IDRS model was developed for use in the local governance
environment but can be adapted for use
in various other environments where
conflict is prevalent. The model has
proven itself to be dynamic and the
CCECR has utilised it in various other
training milieus and for actual mediation and conflict management processes.
The model can also be transferred to
other environments. CCECR is in the
process of replicating the IDRS at the
University of QwaQwa in order to assist
this tertiary education institution with
fulfilling its developmental duties
towards its surrounding community.

Students at the School of
Development Studies and Conflict
Resolution at this university have been
empowered in conflict management
processes in order to prepare them for
successful interventions during developmental programmes. The model is also
being propagated to students at the Law
Faculty of the Free State University as a
method of alternative dispute resolution. This is most applicable to legal
practitioners that will operate in communities that cannot afford litigation
and would have to refer to alternative
dispute resolution methods.
The fact that the IDRS is an inclusive
model containing the best of traditional
and “Western” conflict resolution methods gives it a high degree of legitimacy
in communities that have adopted it. It
is not viewed as another foreign concept
imposed on Africans, but as a homegrown remedy for conflict, incorporating the best that the “West” has to offer.
One of the biggest challenges facing
all spheres of government in South
Africa, and especially the local government sphere, is making the organs of
governance accessible to all communities and to invite active participation in
processes that affects everybody on
grass-roots level. The IDRS gives the
person in the street the opportunity to
contribute to the development of his/her
community by participating in the
addressing of conflicts that hinder and
threaten developmental governance.
Thus government can be brought closer
to the people.
The IDRS is an excellent example of a
public/private partnership between the
DLG&H and CCR that evolved into a
public/public partnership between the
DLG&H and CCECR, thus incorporating the best that all sectors of society has
to offer.
The IDRS has also attracted the
attention of foreign organisations active
in South Africa. During 2001, the
Konrad Adenauer Stiftung from
Germany was briefed on the programme and made funds available for a
seminar on the subject of the IDRS. The
partners hosted this seminar entitled
Conflict
Resolution
on
Local
Government Level for the New
Millennium: The Integrated Dispute
Resolution System in November 2001.
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The seminar was utilised to further
lobby and propagate the programme to
interested parties including governmental officials, academics, trade union
members, FRELOGA, councillors and
other relevant parties. The opportunity
was also utilised to give ITs the opportunity to report on their progress in the
field.
During the earlier part of 2002, the
IDRS was entered for the Dubai
International Awards for Best Practices,
and was identified as a “Promising
Practice” for this year’s competition,
with an invitation for further submittals
in future.
The Weaknesses of
the Programme
Most of the weaknesses of the programme are centred on the issue of sustainability. Since the end of the funded
period in 1999, the programme has been
funded by the partnership and even
though both CCECR and the DLG&H
regard the IDRS as a strategic objective,
it has become difficult to sustain.
The lobbying, recruiting and training
phases of the programme are expensive
due to the need for travelling, accommodation, catering and training. Both
members of the partnership are
involved in a myriad of other activities
and have to make do with limited budgets. Financial resources are therefore
strained and have lead to a slackening in
the pace of lobbying and training. This
can only be rectified through renewed
funding for the project.
A lack of personnel resources in the
partnership has also led to a slackening
in the pace of implementation of the
IDRS. The implementation of the IDRS
has been added to the line-functions of
the officials at the DLG&H, and the
CCECR has a very limited staff component. For growth in the implementation
of the programme, dedicated personnel
need to be appointed in order to spend
more time on training and lobbying.
A further weakness of the programme is its susceptibility to abuse and
hijacking by members of the community with ulterior motives. As the IT is
made up of members of the community,
the socio-political dynamics within that
community or the town at large can
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have a negative impact on the impartiality and professionalism of the IT structure. Stronger and more vocal members
of the community can impose their
agendas on the IT and this can lead to a
total loss of credibility and impartiality
in the structure.
It was also found that the creation of
an IT in a community was sometimes
viewed with suspicion by certain community members and role-players. Due
to the fact that issues on local government level can easily become politicised,
suspicion existed regarding the loyalties
of such a structure, its party-political
leanings and loyalties. Sometimes it was
viewed as just another governmental
tool that would not work and that
would be controlled by the municipal
council and abused for their own purposes.
Problems experienced
during the Programme
Although various smaller logistical
problems were encountered along the
way the major problems proved to be
threefold. The first major problem that

had to be addressed repeatedly, as the
dynamics changed from location to
location, was the operational make-up
of the ITs. Experience had shown that
community structures could easily be
hijacked by persons/organisations with
ulterior and often political motives.
This has taken place in various
Community Policing Forums (CPFs)
across the country and had to be
addressed in the formation of the IT. It
was important to emphasise that the IT
was not a power structure in the community, but an ad hoc structure that
could be utilised for the betterment of
the community.
The partners therefore had to supervise the creation of the ITs in order to
stop it being loaded with members from
one organisation. It had to be clear to the
community that all/most relevant community members had to be represented
and that one organisation could not be
allowed to control the operations of the
IT. This problem was solved through
vigorous lobbying and strong leadership
from the partners.
The second problem that cropped up
was related to the major restructuring of

the face of local government in 2000.
Newly demarcated municipalities were
created and new councillors and municipal officials were elected and appointed
on local and regional level. This
adversely affected the lobbying and
advocacy process due to the fact that
many familiar faces and structures no
longer existed. The programme had to
be lobbied anew with the incoming
organs of governance. The partnership
saw this as a new challenge and through
the good offices of the DLG&H, this
problem was addressed successfully
through intensive lobbying with the
new structure and personalities.
The third and most pressing problem
remaining is that of funding in order to
ensure the survival and growth of the
programme. Both the partners also have
other responsibilities and cannot channel resources to the programme ad
infinitum. A dedicated and well-funded
IDRS programme that could address
matters of training and support is therefore necessary. Such an office could be
housed at either of the partner organisations. Ongoing attempts are being made
to obtain further funding through the
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writing of project proposals to prospective donor organisations.
Costs of the Programme
The original funding for the initiative
was procured from USAID under an
umbrella grant to IMSSA. Funds from
this resource was utilised for the development of the IDRS, for the lobbying
and advocacy phases of the initiative
and for the training of the initial intervention teams. During this phase the
partners enjoyed financial support and
management input from the Centre for
Conflict Resolution from Cape Town.
An amount of approximately R1,6 million was available for this phase.
After the grant period ended in
October 1999 all resources utilised in the
programme originated from the two
partner organisations. During this phase
most of the financial resources were
forthcoming from the DLG&H, as the
implementation of the IDRS had been
prioritised as a strategic objective of this
department. The CCECR provided
most of the technical support, as it is a
service provider for conflict resolution
training. All human resources utilised
during the programme originated from
the two partners. As the DLG&H
became more empowered regarding the
training of the IDRS, they provided
more human resources.
An amount of approximately R350 000
have been spent on the programme since
the end of the official USAID funding
period in 1999. This excludes personnel
expenditure pertaining to departmental
officials and staff members of the centre.
Efforts are currently underway to
access new funders through the compilation of project proposals. In the
absence of donors, the partners will continue to sustain the programme themselves.
Lessons learned during
the Programme
From the initial stages of the programme the partners were aware of the
importance of establishing a record of
best practices within the programme.
Lessons learned were evaluated from
early on and incorporated in the unfolding stages of the programme. Lessons

learned included the following:
The importance of the institutionalisation of the programme with an anchor
organisation/s. In other locations where
similar programmes were implemented
they withered due to a lack of support.
The partners were ideally placed to support such a programme and will continue to do so for the future.
The relevance and importance of an
inclusive approach to lobbying and
advocacy. Various other developmental
programmes implemented in the
province have shown that inclusivity in
the lobbying process guaranteed results
during the later stages of the programme and lowered conflict potential
during implementation. This proved to
be extremely important in cases where
elements of traditional leadership were
present as the role and functions of this
form of leadership proves to be an ongoing challenge in the South African local
government environment.
The operational make-up of the intervention team proved to be very important. The partners soon realised that it
was important to achieve a balanced
mix of gender, age, experience, operational capacity and community standing. This ensured balanced input by all
members of the team and a wealth of
creativity and experience. One team
contained a high percentage of unemployed members and this lead to the
team becoming ineffective as members
continued to move away from their residences in search of employment.
The continuous updating of training
material proved to very important. The
rapidly changing face of the local government environment in South Africa
and the demarcation of new municipal
areas complicated the implementation
of the programme. Due to the rapid
enactment of various pieces of legislation relevant to the programme, the
training material had to be updated and
kept current in order to equip trainees
with the necessary institutional framework information
Improvements that can be
made to the Programme/The
Way Forward
Due to the fact that the IDRS is a programme implemented in the dynamic
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and ever-changing environment of local
governance, continuous updating of
material and research into new and
innovative ways of conflict transformation is necessary.
All information gathered during the
implementation of the IDRS programme must be utilised in order to
come up with best practises and should
be channelled for academic research and
discourse purposes.
For the above to be possible, more
time should be spent on activities pertaining to the monitoring and evaluation of the IDRS programme in order to
ascertain the true impact of the programme and the possibilities of using it
as the basis of newer and better initiatives in the environment of conflict
transformation.
Support to the programme should
also be intensified and focussed. Due to
some of the weaknesses of the programme highlighted above, it has
become difficult to avail the necessary
personnel resources to continue intensive and effective support of the programme.
The most important aspect for consideration is the question of financial
and operational sustainability. Most of
the IDRS initiatives in the country withered due a lack of funding and support
and this is the one issue that can be the
death knell of the programme.
Currently attempts are underway to
fund the programme through the rendering of project proposals to possible
donor organisations, but this has been
unsuccessful thus far. Other possibilities
regarding sustainability must be
explored in order to make the programme self-sustaining and ensure
growth and longevity. The possibility of
empowering ITs to render semi-professional services to structures outside their
communities and to provide training for
remuneration must be explored.
Much energy has been spent on the
implementation of this programme over
the past four years and all attempts must
be made to ensure its longevity and sustainability. The IDRS programme can
become a living learning school for all
communities in the province and the
country, showing the way as far as the
constructive resolution of conflict on
local government level is concerned.
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How Corruption
Affects Service
Delivery
uring 1994/1995, the National
Government devised a strategy
whereby low income groups
comprising of previously disadvantaged people were to be
given the opportunity of obtaining lowcost housing.
This was to be achieved by making
finance available to the various
Provincial Housing Departments to be
utilised as subsidies, or as finance for
housing projects.
During this period, the finance was
made available to the KwaZulu-Natal
Department of Housing. The urgency
of the implementation of this programme was stressed by National
Government, due to the pressing lack of
housing in this country.

D
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In this case study, Dave
Walker of the Special
Investigations Unit focuses
on corruption and fraud
and its negative impact to
low-cost housing in
KwaZulu-Natal

Background to the case
The policy was to endeavour to utilise
the services of previously disadvantaged
persons with regard to the ancillary
functions, such as the conveyencing,
where possible.
In certain instances, where attorneys
were known not to be admitted conveyancers, a course was run at the
Department of Housing in order for
them to acquaint themselves with the
necessary functions that they would be
expected to perform, in this regard.

Contracts were signed with a number
of law firms in KwaZulu-Natal, one of
which is the subject of this case study.
The terms of the contract were as follows:
a) The Department of Housing would
pay into the conveyancer’s trust account,
the total amount of subsidies approved
by it.
b) The conveyancer shall then invest
that money into a separate interest-bearing account as contemplated in Section
78 (2 (a) of the Attorneys Act.
c) He/she would then deposit the money
into a call account and would obtain
best possible interest on these funds.
This call account would be maintained
for the benefit of the Director General
of the Province of KwaZulu-Natal.
d) The conveyancer would, on a monthly basis, and no later than 14 days after
the end of each and every calendar
month, deliver a reconciliation to the
Provincial Housing Department, which
supplied the following details:
i. The amount received from the
Provincial Housing Department in
respect of approved subsidies.
ii. The amount of all payments made
by the conveyancer including the
names, ID numbers and reference
numbers of the applicants on whose
behalf the payments have been made.
iii. The interest that had accrued on
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the funds invested by the conveyancer. This had to be paged to the
Department of Housing together
with the delivery of the reconciliation.
In return for this, the conveyancer
was entitled to charge an all-inclusive
fee of R250 per transaction. This was to
be payable out of the approved subsidy
amount, which was normally R15 000
per applicant. Seventy percent upon
registration of the transfer of the property and the balance once payment of

the approved subsidy had been made in
full.
Modes Operandi
Once the conveyancer had secured a
contract with the Provincial Housing
Department, he immediately went
about recruiting “agents” who would
recruit people in the townships to
“apply” for housing subsidies. These
agents would then be paid a “commis-

sion” from the “applicants” subsidy
money, when it paid out, which was
totally illegal. It was decided that they
would pay the “applicants” R500 for the
use of their ID books.
One of the “agents” husband’s, “Z”,
rented an office in the city centre which
was staffed by three assistants. The
main function of these assistants was to
complete application forms, forge signatures, forge title deeds/deeds of grant,
complete fictitious deeds of sale and
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“doctor” ID documents.
The conveyancer arranged with an
acquaintance of his, who was employed
by the Housing Department and who
worked with housing applications, that
for a “commission”, he would approve
all applications emanating from certain
lists given to him, and refer those specific “applicants” back to the conveyencer.
There would be preferential treatment
in this regard.
Once the syndicate was in place, the
“agents” proceeded to visit various people in the townships and offer them a fee
of R500 if they would hand over their
ID documents. It was explained to these
people that they would receive a house
after their ID books had been used to
complete an application form. The ID
books were then handed in to the office
and were used by the assistants to generate an application for a housing subsidy.
The signatures on the application form
were forged and the applications were
listed, batched and delivered to the
Provincial Housing Department, where
the conveyancer’s acquaintance duly
approved them and then allocated then
to the conveyancer.
In the meanwhile, the assistants in the
downtown office, on the instruction of
the agents, were forging title deeds/
deeds of grant and deeds of sale in the
names of the “applicants”.
When the Department of Housing
funds were transferred into the conveyancer’s trust account, the agents were
dispatched into the townships to tell the
“applicants” that their money had
arrived. They were instructed to meet
them on a certain date at the offices of
the conveyancer.
The Department of Housing funds
were never transferred into any interestbearing call account, as contractually
required, and no interest was ever generated in favour of the Department.
When the “applicants” arrived at the
offices of the conveyancer, they were
instructed to sign for their money in the
conveyancer’s office.
]It has subsequently been discovered
that what they in fact signed was an
acknowledgement on the Attorney’s
Client File, that they had received a
cheque for R14 750. They were unaware
of this at the time.
The “applicants” were then taken in

batches over to the nearby bank where
“Z” and the other agents arranged them
into a queue and handed them back
their ID books. Each applicant was
taken to a teller where they produced
their ID book and R15 000 was handed
over to them.
As they turned around from the
teller, “Z” was waiting for them with a
bag and the R15 000 had to be placed in
the bag. “Z” had a firearm in his waistband concealed by his jacket. “Z” then
left with all the money and instructed
the “applicants” to meet him at the conveyancer’s office.
The “applicants” were then taken
back to the offices of the conveyancer
where they were each paid R500. They
were all instructed to pay one of the
agents, who originally recruited them,
R50 for the fact that she “helped” them.
Many of the other financial transactions involving the Housing Department subsidy funds and this conveyancer were total fabrications involving fictitious names and addresses of
buyers and sellers and non-existent
erven and plots. All the applications, ID
documents, Deeds of Sale and Title
Deeds/Deeds of Grant were forged.
Investigation
A reconciliation and audit of the cash
flow of R1.2 million of the Department
of Housing subsidy funds to the conveyancer concerned revealed certain
irregularities, such as the fact that:
• Of all the transactions listed on the
reconciliations submitted by the conveyancer, none of the properties had
been transferred into the names of the
applicants. This was confirmed by
the Registrar of Deeds.
• When the “applicants” and “sellers”
were traced, it was found that some
never existed, some knew nothing of
their “applications” or the “selling” of
their property and others had only
received R500 payment.
• Most of the Title Deeds/Deeds of
Grant, Deeds of Sale and Application
Forms found in the Attorneys’ Client
Files were forgeries.
A forensic audit was then carried out
which confirmed that an amount of
R1.2 million of the Housing
Department funds had been paid out to

people who were not entitled thereto, no
interest had been generated on those
funds as required by Section 78 2 (a) of
the Attorneys Act, and no houses had
been purchased for subsidy beneficiaries.
The funds had been disbursed
between the conveyencer, “Z”, the
agents,
the
corrupt
Housing
Department official and a number of
unwilling “applicants” who each
received R450.
Further investigation has revealed
that there are a number of other firms of
attorneys who have also committed
theft and fraud with Housing
Department funds although the modes
operandi differ. Investigation is proceeding with those matters as well.
Once investigation has been completed, civil action will be taken against
these attorneys and the Attorneys’
Fidelity Fund in an endeavour to recover the Housing Department funds. The
SAPS is also investigating with a view to
taking criminal action against the perpetrators.
Result on service delivery
If the above case alone is taken into
account, we have the fact that 89 potential first time home owners were
deprived of being given the opportunity
of housing, apart from the fact that the
Government has lost R1.2 million.
If all the cases involving non-credit
linked housing subsidies under investigation by the SIU are taken into
account, we have a situation of a suspected figure of 547 potential first time
home owners who have been deprived
of the opportunity of obtaining housing
under this scheme.
This figure may well rise substantially as the investigation progress. The
Government would have lost R8.2 million with regard to the 547 defrauded
subsidies.
The overall result of these fraudulent
activities by the conveyancers, and other
people, is that the non-project linked
housing subsidies (individual) have been
suspended in the Province of KwaZuluNatal, which has resulted in thousands
of potential first time home owners
being deprived of the opportunity of
obtaining housing.

A d v e r t o r i a l
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Restructuring State Assets

Ezemvelo KZN
Wildlife Experience

48

he KwaZulu-Natal Nature
Conservation Management Act 9
of 1997 effectively established the
KwaZulu-Natal Nature Conservation Board and the Service, a
statutory body trading as Ezemvelo
KZN Wildlife, and successor in title to
the erstwhile KwaZulu Nature
Conservation Directorate and the Natal
Parks Board. Section 5 of the Act sets
out the primary responsibilities of the
Board, which encompasses, inter alia,
the management of nature conservation
in the province and protected areas and
the development and promotion of ecotourism facilities within protected areas.
When organisations merge, something is lost — the past. This may take
many forms such as name change. To
many people, this might seem a minor
and inconsequential issue, however for
some the name of their organisation is
of special significance. This creates what
Astrachan calls “separation anxiety”
which is a fear of having a relationship
change or end.
On the other hand, when major
organisational transformation takes
place, some people may feel that the

T
Khulani Mkhize, Chief
Executive Officer of
Ezemvelo, shares with us
the pains and pleasures of
changing his organisation
from a centralised
bureaucratic and
militaristic entity to a
service-oriented and
market-driven machine

organisation is moving away from the
principles upon which it was founded.
Astrachan also suggests that there are
other behaviours that may arise from
separation anxiety that actually work to
retard the progress of organisational
transformation. He describes a situation
where people feel strongly attached to
their organisation, and may even have
joined it, partly, to establish and maintain these strong and stable attachments.
Nature conservation organisations in
South Africa are no different to this. In
a situation where these attachments are
under threat, people will react negatively in order to protect “their identities,
their sense of meaning and their world”.
Some people may unconsciously sabotage change by choosing incompetent
replacements in order to provide an
excuse for certain key individuals to
remain in place, or by lowering productivity, or by obstructing communication,
or by going into great detail and overanalysing decisions.
Ezemvelo KZN Wildlife had to master its way through almost all these
experiences during this frame-breaking
change. Caught up in the turmoil of

C a s e

improving service delivery, demand for
representativity and tough competition
in ecotourism business, Ezemvelo KZN
Wildlife was faced with the following
realities.
The Realities
• Province expects us to contribute to
the Growth and Development
Strategy.
• Bankruptcy stared us in the face.
• Salary bill at 85%.
• Applied for overdraft facility.
• Free capital resources from nonstrategic and non-core investments
• Introduce effective and efficient
financial management systems in
terms of Medium Term Expenditure
Framework and Public Finance
Management Act.
• Need to balance seemingly conflicting
objectives: conservation and ecotourism.
• Need to develop performance management for performance-based compensation system.
• Strategic reorientation from ordinary
conservation to a business enterprise.

• Effects of HIV/AIDS and malaria.
For us to reach the turning point, transformation became the business imperative and we all acknowledged that. On
the basis of the above realities the organisation held two strategic sessions at different times. But the results never got us
any closer to resolving the challenges we
were facing.
The staff structure is the foundation
of the organisation that contributes to
the strategic direction of the organisation. However, our staff structure had
ad hoc additions that had resulted in
increased hierarchical authority and
control. Separation anxiety played a significant role in stalling the process of
change. This was despite us all agreeing
that the organisation needed change
more than ever before if it was to survive as a viable entity.
The tendency was to try not to disturb
people, seeking to appease everybody by
taking it slow and easy, which in my
view can be the cruellest move of all.
But at the same time, it is unnecessary to
create havoc.
Kanter suggests that: “The most
effective way to change behaviour,
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therefore, is to put people into new
organisational context which imposes
new roles, responsibilities and relationships on them”. Drucker further argues
that the organisational structure should
not rest on the past achievements but be
geared to future demands and growth
of the organisation. Child also suggests
that the consequences of structural deficiencies are:
• late and inappropriate decision making;
• low motivation and morale due to
inconsistent and arbitrary decisions;
and
• poor response to new opportunities
and external change.
Third Strategic Session
With this in mind the third strategic session was held with the Board this time
and this resulted in the following interventions:
• Acting Chief Executive Officer
appointed by the Board as transformation director whose role was more of
problem identification, facilitating
solutions and being, in effect, the

49

C a s e

S t u d y

guardian of the transformation strategy.
• Restructuring which would result in a
balanced retrenchment exercise had
to happen if we were to achieve transformation and become viable .
• With organised labour, jointly
appointed an independent consultant
to facilitate transformation.
The results of the above interventions
were restructuring, core-business refocusing and decentralisation which have
also contributed to major changes in the
organisation, for example, the way business is done, culture and corporate identity.
Restructuring and why

50

• Organisational transformation a critical business imperative.
• Creating a flat organisational structure to enhance efficiency, productivity and competitiveness.
• Move the organisation from a highly
centralised, authoritarian structure to
a decentralised and regionalised entity to improve decision making and
accountability.
• The need to create financial sustainability through improved financial
controls.
• Profitable Business Centres.
• The need for strong focus on income
generating initiatives.
• Improving service delivery through
customer orientation and strong community partnerships.
• Facilitate the implementation of the
Employment Equity Act.
• Diversity management.
Some misconceptions
on restructuring
• Restructuring would result in “lots of
cash in the bank”.
• Why employ “new people” after
retrenchments? “Up staffing” certain
divisions undermines the “savings
gains” achieved through restructuring.
• Restructuring would solve all organisational problems. Now it should be
business as usual.
Response
• Restructuring was not only about cut-

ting down staff numbers, but business
transformation. We wanted to see
changes in actual organisational
structures, reporting relationships,
and reward system based on value
adding.
• It was a strategic decision to reposition
the organisation and focus on the
three “pillars” or core business areas:
• conservation;
• conservation partnerships and
• ecotourism.
The notion of “cash savings in the bank”
was therefore problematic as one had to
re-deploy the very same limited resources out of the non-strategic and noncore functions to core business areas.
• Strategic re-orientation required different skills which were not inherent
in the organisation. Hence, the need
to employ new people and acquire
appropriate skills.
Therefore, the current trend of flatter
organisation structure is driven by the
need for improved efficiency and competitiveness, demand for more participative management styles and greater
staff involvement, and development in
information technology.
Downsizing contributes to increased
decentralisation with more functions
performed closer to the action and assist
with knowledge and expertise necessary
for fast and effective decision making at
the appropriate levels of the organisation.
Process of creating
major change
Creating the guiding coalition
Firstly, put together a group with strong
position power, broad expertise, high
credibility, leadership and management
skills to lead the change. Secondly, get
the group to work as a team by developing a common goal that is sensible to the
head and appealing to the heart. But,
regardless of what process is used, one
component is, without doubt, necessary:
trust.
Trust is not there in many organisations because people have spent most of
their career in one division, thus developed a silo mentality, and are taught loyalty to their own group even if they are
in the same organisation.
Established a sense of urgency

Identifying and discussing crises, potential crises, or major opportunities will
establish a sense of urgency. With complacency high, singing organisational
success praises, transformation usually
goes nowhere because few people are
working on the change problem.
Develop a vision and strategy
Creating a vision helps to direct the
change effort and with clarity of direction non-core projects can be identified
and terminated. Thereafter, each functional area must develop strategies to
achieve that vision and it must be
acknowledged that sacrifices will have
to be made which must yield better benefits and personal satisfaction far superior to those available today.
Communicating the change vision
Use every vehicle to constantly communicate the new vision and strategies. It is
generally accepted that the most powerful way to communicate a new direction
is through behaviour. Having the guiding coalition role model the behavior
expected of employees through positive
language and walking the talk.
Institutionalise change
Develop and implement policies, procedures and programmes by aligning systems to the vision. Institute a monitoring system to follow changes and adjust
strategies in response to change bearing
in mind that resistance is always waiting
to assert itself if you let up before the job
is done.
Post restructuring and
retrenchements
Manage the displaced
and the redeployed
The retrenched can and do influence
the image and integrity of the organisation even if they have departed. It is a
matter of sour grapes. The displaced
due to redeployment within the organisation can also be a negative force as
they see their power of influence
reduced. The new expectations cause
some people to feel a kind of rootlessness and it is common to long for the
“good old days” in which things, even if
one did not always agree with them,
were unambiguous.
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Manage the guiding coalition
during the stabilisation stage
During this phase their role would have
changed and they would have moved
into managing change within their
domain. They can become a disruptive
force if they remain in the change mode
even if the organisation has moved to
the next stage of stabilisation. They
would be communicating the new
vision to members of the organisation
and mobilising them to accept, help
achieve and institutionalise the change
by getting people to disengage from and
disidentify with the past and the status
quo and building networks outside the
organisation.

Manage the alliances
• Portfolio committee;
• political parties;
• the media; and
• other affiliates and interest groups.
Those who have left the organisation
could mobilise these groups to serve
their own personal interests. They call
for explanations as to why certain posts
were made redundant and others not,

and for the leadership to account for
these decisions. This does not only
undermine and cast doubt on transformation but takes up a lot of time and
other resources.
Change programmes to
institutionalise change
• Rolling-out the financial policies, procedures and controls
Modernising organisational policies and
procedures to support the new strategy
and to continuously adhere to sound
corporate governance practices.
• Business processes redesign and IT
audit.

Sustaining the strategic focus and
enhancing operational synergies across
functional areas.
This will entail continuous process
improvements to streamline business
process efficiencies, controls and productivity
• Develop and implement job evaluation and performance management
This programme is to ensure a rational
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and defendable remuneration policy
that is supported by all stakeholders.
New performance appraisal system
based on both behaviour and performance which will result in a performance
based remuneration system.
• Develop and implement risk management and fraud prevention plan.
It is critical to ensure that EKZNW is
not exposed to risk that might impact
negatively on its continued operations.
Risks can be defined as uncertain future
events that could influence the achievements of a company’s objectives.
In order to achieve this, we need to
leverage investments in technology and
information systems to improve financial controls, revenue
generation,
risk
management, customer relationship
management
and
service delivery.
We have transformed Ezemvelo
KZN Wildlife from
a centralised bureaucratic and militaristic
organisation to what
can today be described as service- oriented and marketdriven. The challenge now is positioning Ezemvelo
KZN Wildlife as a
leader in conservation, partnerships
and ecotourism. We
still need to improve
the organisational
image, entrench the
new Ezemvelo KZN
Wildlife brand and
broaden the market
focus.
With all these critical transformational
and management challenges, we recognise that this is a lifelong process.
As Alvin Toffler puts it: “Change is
not necessary to life, it is life itself.
Economic survival in this day and age
depends on an organisation’s ability to
make corrections and change directions
at a moment’s notice. Entrenched attitudes and practices will only yield obsolescence.”
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Towards Women Empowerment

The Mashunka
Flagship Programme
52

Avasha G Gopaulsingh,
Deputy Director: Social
Development in the
Department of Social
Welfare and Population
in KwaZulu-Natal,
chronicles the birth and
the coming to maturity of
the Mashunka Flagship
Programme, unique in
that it is driven solely
by rural women, many
of whom are the sole
breadwinners for
their households

hen one travels to uMsinga,
one is intrigued by its history, the notations of war
memorials, heritage sites
and battlefields, which
decades ago spoke of pain and suffering.
Whilst battlefields and gun fighting
may not be the order of the day now, the
people of uMsinga continue to endure
the pain and suffering of those major
social evils — poverty and hunger.
Perhaps the single most challenging factor facing South Africa today is that of
combating poverty and inequality.
Acknowledged as one of the poorest
places in South Africa, with an unemployment rate in excess of 90.93% and
an average monthly household income
of R350, it is understandable why development in uMsinga should take priority
in KwaZulu-Natal.
Umsinga, located in the Umzinyathi
District Municipality, is one of the
Presidential Development Nodes. With
a population of 163 736, uMsinga can
sadly attest to the fact that only 5% of
these people have access to basic infrastructure, piped water, electricity and
roads. Male absenteeism in the area is
45% and most women depend on subsistence farming to deal with poverty
and hunger.

W

The road to Mashunka will always be
a point for discussion. Visualise a picture of someone on the moon, moving
across and all you see are lunar rocks,
none the same as the next. Some large,
some small but all uneven on a single
man-made stretch. How then was
development to occur when simple
accessibility posed a challenge? A taxi
route or bus route was absent in this
five-kilometre stretch and the only way
a person could move around was by
foot. Save for two schools in the area,
there are no other community resources.
Electricity, safe ablution and piped
water are not heard off. Essential daily
requirements could only be obtained
when one made that infrequent visit to
the town, twenty-five kilometres away.
The development intervention
and approach
The choice of this area as a focal point
for development was hence obvious and
became a priority for the Provincial
Department of Social Welfare and
Population Development. In 1999, the
district office of the Department was in
a position to mobilise sufficient women
in Mashunka, uMsinga, a ward comprising of 750 households with a view
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towards engaging them in a programme
of social and economic empowerment.
A funding opportunity arose in 2000,
when the National Department stated
its intent of replicating its pilot Flagship
Programme, which aims to assist unemployed women with young children
in escaping the poverty trap by developing economic activities. An amount of
R116 982 was allocated.
The 126 women gathered to form the
Mashunka Flagship Programme. A
local family donated a site to the women
and the planning for development commenced. The desires sounded clear, sim-

ple and achievable: “We want to be able
to send our children to school to get an
education so that they will be able to live
a better life away from the poverty that
we know. We are willing to work to
make this happen.”
This was the determination of the
women, those who have to bear the
brunt of underdevelopment and poverty, of having to carry water and firewood for miles, to toil in the fields so
that there is food on the table and to
oversee homework without having
received any formal education themselves.

The plan for activities of the Flagship
Programme coincided with their needs.
ABET classes for the women were to
commence almost immediately. A community garden was to follow, with additional initiatives of a crèche, broiler production, arts and crafts.
Simultaneously, the Provincial
Department sought assistance from the
Department of Works to assist with the
design and establishment of structures
that will be able to accommodate the
various initiatives.
A second submission was made to the
National Department and in 2001, an
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additional amount of R1-million was
approved. Plans began to unfold. The
women geared themselves towards their
dream of ending poverty.
As winter neared an end, and with
the assistance of the Department of
Agriculture, gardens were being prepared; seeds were sowed and for the first
time the community would see a mass
diverse crop being harvested in late
spring.
In conjunction with the Department
of Education, ABET classes commenced under the only tree on the site
and so did the construction of the buildings. The efforts at this stage were by no
means going to be thwarted by any setbacks. Traditional skirts (izidwaba),
shawls (amabhayi) and hats (izicholo)
were swapped for gumboots, headscarves and industrial aprons. With
additional sun protection (ibomvu) covering their faces, work for the next six
months commenced at the crack of
dawn.
The involvement of
different stakeholders
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Departmental officials were also rigorous in bringing partners to the table.
Public meetings and site visits were
arranged, senior ranking officials in sister departments, business sectors, parastatals were brought to site and challenges posed. Commitments were not
simple and easy.
The processes involved detailed business plans and submissions, negotiations
at national levels.
As the area was developing, the
prospects of partners coming on board
increased. The initial commitment
for funding came from the South
African Breweries wherein an amount
of R150 000 was contributed towards
the erection of the crèche.
The Umzinyathi District Municipality was next on board. The inclusion of
the Mashunka Flagship Programme in
their Integrated Development Plan
tabled out needs in terms of upgrading
basic amenities and living conditions for
the people of the area.
A commitment to supply water was
received from the municipality. Shortly
thereafter, a proposal to the National
Department of Public Works secured

funding for the upgrading of the road.
This was a major achievement and by
the time the next commitment arose, a
beautiful road built by the local labour
and the women of the programme was
already in place.
Eskom approved plans to provide
electricity to the programme, and by
implication, giving power to the 750
households in the area. It is worth mentioning that plans for electrification in
the area were not to be considered until
the next decade.
The absence of a substation to draw
power from worsened the situation.
Eskom considered this a special ministerial project and in July this year the
installation of electricity commenced.
The funding challenges were by no
means over.
The Provincial Department contributed to the development of the various structures at the site. As construction neared completion, in May this
year, an outbreak of cholera in the area
and an overflow of patients at the
Church of Scotland Hospital, necessitated the use of the crèche premises as a
day clinic for treatment purposes.
Achievements
The other notable achievement during
the process of this programme was that
of the empowerment of the women.
Women can proudly claim ownership of
the buildings and the roads that they
helped put in place. During this process,
they were not only able to earn an
income but also be exposed to skills
training.
Mixing concrete, or digging foundations or laying bricks was previously a
male domain, which the women of
Mashunka took on with pride.
Notwithstanding the fact that the bulk
of the day was spent on manual work,
the women also participated in other
training programmes.
The Department of Health concluded
the training of ten women in HomeBased Community Care. These women
currently volunteer to take care of the
HIV/AIDS infected people in the area.
Fifteen women have completed their
training in ABET and currently provide assistance to children at the crèche
and those attending school.

Women have also been enrolled into
training programmes on marketing,
business management and project management. Arts and craft activities are
also taking place, with beadwork and
the making of traditional attire well on
the way.
The road to development at
Mashunka is far from complete. Today,
a major bakery van speeds through to
Mashunka, as the area is now on its
delivery route. A taxi service has also
been initiated.
Perhaps the main struggle of instilling
a sense of ownership and capability is
almost over. Mashunka Flagship
Programme is owned and driven by its
women. They are determined to see
their children obtaining a good education and having a prosperous future.
What remains now is for them to live
the dream day by day through the
process of ongoing empowerment and
development.
Lessons learnt
The implementation of the Mashunka
Flagship Programme has highlighted
many challenges faced by communities
participating in the departmental social
development programmes. The most
serious constraints were the complexities of planning with communities, time
and project management, limited access
to markets to sell their products and the
general lack of capacity amongst project
members.
Uncoordinated planning at the outset
with other government departments
and stakeholders led to the staggering of
activity implementation which led to a
waste of time, and had adverse cost
implications. The active role played by
the Minister and senior officials within
the department has been critical. Their
visits to the area, witnessing first hand
the struggles and challenges of communities, have reinforced the urgency to
deliver to poverty stricken families.
The creation of synergies and the
integration of services are perhaps the
most critical and valuable lessons learnt
in the process.
Several valuable partnerships have
been established and will be forged
when replicating the programme elsewhere in the future.
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Modest Hero who
In this heart-rending
story, a shy policeman
from the Free State
speaks to Daan
Prinsloo about the
memorable night when
he rescued an infant
who had been thrown
into a pit latrine by its
mother. Read on ...
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‘Just did his Duty’
e slowly walked on to the stage with a slight smile of
embarrassment on his young face, unaccustomed to
the bright lights of public fame. The scene was the
gala dinner for the launch of the Service Delivery
Learning Academy in Nelspruit in July 2002. In front
of 500 selected guests, with Mr Ndaweni Mahlangu, the
Premier of Mpumalanga, in attendance, the Minister for the
Public Service and Administration, Ms Geraldine FraserMoleketi, hailed 22-year-old Willem van Niekerk as a hero
and an example of selfless service delivery.
After awards in honour of his brave act were handed to him,
Minister Fraser-Moleketi asked him if he wished to say a few
words. “No thank you,” he replied modestly, “I do not like
speaking in public.” He quietly returned to his seat, with the
same slight smile still on his face, this time perhaps more out of
pride than of embarrassment.
What happened on that near-fateful night on a farm near
Bethlehem earlier this year that overnight catapulted the
young constable to fame? Sitting at a gala dinner in the brightly lit Mnotweni Arena in Nelspruit, far away from that dark
night in Bethlehem, the bare facts have to be patiently coaxed
from him.
“It was early morning, about one o’clock. My colleague and
I had almost completed our shift and were on our way back to
the police station when we received the call about a problem on
a farm some fifteen kilometers outside Bethlehem. The father
of a newborn baby had reported that an infant was missing on
the farm.”
On arrival at the farm the policemen discovered that the
newborn baby had survived the birth, but had disappeared.
After interrogation, the 36-year-old mother grudgingly admitted to the awful truth: she had thrown her baby down a pit
latrine! She led the police to the scene of the crime where nothing could be heard or seen in the dark of night.
Without hesitation Van Niekerk went down the hole and in
the dim light of a small flashlight he started wading through
the sludge, looking, listening and searching with his bare
hands.
“I had almost given up hope of finding the baby,” he said,
“but once more I looked around and in the flickering torchlight I saw fingers of a tiny hand sticking out of the sewage. I
went closer and then I could hear a faint groan. I got hold of
the fingers and then lifted the naked infant out of the mess. It
was a boy.”
After hauling the baby out of the pit latrine, Van Niekerk
wiped the excrement from the infant’s mouth, nose and eyes
and wrapped him in a blanket. By that time the emergency
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medical personnel they had summoned had arrived on the
scene. The attending paramedics noted that the tiny infant was
close to death and that his chances of survival were very slim
indeed. After being admitted to the Bethlehem Provincial
Hospital’s maternity ward, the baby was slowly nursed back
from the brink of death. The staff named him “Miracle”.
Willem van Niekerk hails from one of the most scenic parts
of the country. He was born in Kestell, a small village in the
eastern Free State, where he also attended school. He has an
elder brother and a younger sister.
After leaving school he joined the South African Police
Service and underwent his formal training at the Police
College in Pretoria. His first posting was to Bethlehem, and little did he know what lay ahead for him.
When asked why he decided to become a policeman, his
answer was simply: “It is in my blood. Both my father and my
mother joined the police and my father is still serving in the
SA Police Service in the Free State.”
Serving in the SA Police Service, serving the people, is second nature to the constable. To him it is a way of life far
removed from public acclaim, gala dinners and meetings with
premiers and ministers. Van Niekerk is therefore somewhat
embarrassed when the word “heroism” slips into the discussion.
A hero means different things to different people. Sports
stars are often seen as heroes although they may merely have
been blessed with inherited skills they honed to perfection in
order to earn a fortune on the sports fields of the world. Many
people regard a hero as someone who risks his or her life to
save someone else under life-threatening conditions.
Whatever, the definition, acts of heroism are not often associated with the public service, but throughout the country, hidden from the public eye, countless numbers of honest and dedicated public servants are every day going far beyond the call
of duty to serve the public. Unfortunately, however, and unlike
bad news, good news seldom catches the front-page headlines.
The success stories of the public service are not often publicised.
When he dived into the pit latrine on the farm outside
Bethlehem in the early hours of that dark morning, Van
Niekerk was not thinking about heroism and accolades, about
the time of day, or rewards or his own comfort and safety.
“I am a policeman and I was just doing my duty,” he says.
“It’s my job to help people in trouble under all circumstances
and at any time of the day or night. That was all I was doing
that night; I did what I had to do because it is my duty.”
This is a fitting description of service delivery.
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Policing a Society in Transition

The Road Ahead
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n preparation for this paper, I had
the opportunity to reflect on service
delivery within the police force over
the past 20 years since my enlistment. The paper therefore relates to
personal experiences of an Operational
Commander at grassroots level.
The paper is also informed by informal discussions with police members at
local level, police unions (POPCRU and
SAPU) at provincial level, members of
the Community Police Forum (CPF) in
Hillbrow specifically and other academics. Although the title relates to Safety
and Justice, the paper’s main focus is the
South African Police Service (SAPS).
General comments will, however, be
made on the justice system, in South
Africa. One needs to emphasise that
comments made in this paper are not
necessarily the official viewpoint of any
of the three departments within the
criminal justice system.

I
Director Oswald D Reddy,
Station Commissioner of the
Hillbrow police station,
acknowledges the
debilitating effects apartheid
had on policing in the
country, but argues that it
cannot be used forever as
an excuse to justify poor
service delivery and
managers at all levels within

Historical perspective

the SAPS have to ensure
that the community receive
the service they deserve

During the apartheid era, the criminal
justice system in South Africa was
viewed as illegitimate by the majority of

the country’s citizens due to the enforcement of the oppressive, unjust and discriminatory laws.
The South African Police (SAP) force
was used as a tool of the government
known for its brutality and general disregard for human rights. Whilst working in Soweto in 1993, I discovered that
many citizens went to the Soweto Civic
Association (SCA) to resolve their disputes and address their problems
instead of going to the local police stations. Recorded crime levels throughout
the country were therefore low.
Self-defense Units (SDU’s) and Selfprotection Units (SPU’s) were established in response to the lack of safety
and security from the SAP. Service
delivery in some areas was non-existent
whilst other privileged areas had excellent service.
The credibility of the courts was
undermined and Justice Centres were
established throughout the townships to
deal with matters of a legal nature.
Kangaroo courts were established with
punishment being meted out without
any evidence and in some instances people were even necklaced by angry mobs.
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The entire criminal justice system
was non-transparent and unaccountable
to the citizens. The result was that
attacks and killing of police, especially
in the townships, escalated. Homes were
burnt and police stations were attacked.

the first civilian National Commissioner
in 2000 contributed significantly
towards the accelerated transformation
process the SAPS now experiences.

First democratic elections in 1994

Despite the levels of progress, many
challenges still exist within the SAPS.
One needs to stop an ordinary person in
the street to find out what is the level of
service delivery of the SAPS and in most
instances the response will not be positive. One accepts that perceptions also
need to be addressed. The under-mentioned are, inter alia, some of the challenges faced by the department and
therefore, either directly or indirectly

The first democratic elections in 1994
brought hope for the vast majority of
citizens and also a certain amount of
fear in others. In order to address the
imbalances of the past, major transformation within all Government departments was imperative. The White
Paper on Transforming Public Service
Delivery Batho Pele White Paper) provided a policy
framework and
guidelines within
which the public
service was expected to operate within. The people had
to come first.
Many
senior
officials resisted
the changes that
were taking place
and the Government then offered
severance packages
for early retirement. In addition
to this, others went
on medical unfitness and others
resigned.
The 11 police
agencies of the former homelands were amalgamated into
the new South African Police Service.
There were many symbolic, systemic,
structural and policy changes within
every department of the public service
thus ensuring a strong foundation for
the nascent democracy.
There has been significant progress
within the police service. The Safety
and Security civilian oversight of the
SAPS ensures transparency and
accountability. The Independent
Complaints Directorate and Public
Protector are other important components established to ensure that the public has adequate channels to address all
types of problems. The appointment of

Challenges

affects the level of service delivery to the
community
Internal
Placement of personnel
This is one of the major shortfalls of the
previous era that needs to be addressed
to improve morale and service delivery
within the SAPS. Due to its image, the
SAP could not attract recruits from certain parts of the country, e.g. Soweto. A
policy existed that personnel must be
prepared to serve anywhere in the country and new recruits were required to
sign an undertaking in this respect on
enlistment. The majority were recruited

from the rural areas and transferred to
the political problem areas. Various
problems were created and still exist
today as a result of this policy viz:
(1) Personnel live in single quarters
where they work and their families still
live in the rural areas. This impacts negatively on family bonds.
(2) Personnel have increased financial
burdens in that they have to maintain
two houses.
(3) Abuse of sick leave and absenteeism
increases, especially during weekends,
public holidays and payday.
(4) Personnel are isolated from the local
community and tend to abuse liquor,
etc. during their days off when they do
not go home. An en masse transfer programme was initiated a few years ago
but failed due to
improper management of the process.
Literacy levels of
personnel
The second problem created by the
previous system was
that recruiting standards differed within the 11 police
agencies that existed
in the homelands.
There is still a small
percentage of personnel who are
functionally illiterate. Although the
matter is currently
receiving attention,
these members interact with the community and complaints are received of
incompetence, the long period of time
taken to complete documentation, productivity levels, etc.
Misuse and abuse of resources
Supervision and control by managers at
operational levels of the department
needs to be enhanced. Specific reference
will be made to the problems with vehicles. After 1994 with the establishment
of Community Police Forums (CPFs)
one of the major complaints received
from the community leaders was the
misuse and abuse of state vehicles.
These vehicles were found parked at
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shebeens in the townships whilst the station indicated that there were no vehicles available to attend to complaints.
This resulted in the marking of all
visible policing vehicles with the name
of the police station clearly visible on the
vehicle together with a specific call sign
of the vehicle for easy identification and
reporting.
This remains a challenge to date and
requires a concerted effort by both
police management and the community
to address.
Strong action has to be taken against
personnel who misuse and abuse resources. Tracking devices need to be
installed in all police vehicles so that
their misuse can be easily detected.
Shortage of resources
Police stations throughout the country
have an approved structure with the
ideal and actual level of resources
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reflected thereon. Almost all stations
have shortages of personnel, vehicles
and other logistical resources, e.g. bulletproof vests.
The Budget secured by the National
Commissioner for 2002/3 is one of the
highest ever received by the police service and many of these shortages will be
addressed, e.g. recruiting of 6 000 additional police members.
Attitude of personnel
There are unfortunately still too many
members who do not understand the
term “public servant” and their attitude
towards the community causes the service as a whole to receive a bad name.
Some personnel behave as though they
are doing the community a favour and
are insensitive and rude towards the victims of crime.
Those personnel reported to the management are dealt with departmentally

but a larger number of people do not
report this conduct and it is therefore
difficult for management to discipline
these members.
Corruption
This is a major issue throughout the
world and South Africa is no exception.
Transparency International’s Corruption Perception Index for 2000 ranks
South Africa 34th and the 2001 report
ranks SA 38th in a sample of 91 countries. This is an indication that the levels
of corruption in the country are perceived to be on the increase.
The nature of police work and the
widespread powers given to members at
even the lowest levels of the organisation create opportunities for corruption
within the organisation or within a specific area.
It is essential that this evil be tackled
fully to ensure good governance.
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Severance packages
and early retirement
The main purpose of the severance
packages and the early retirement was
to afford those who found it difficult to
adapt to the transformation and rapid
changes within the organisation a way
out. Unfortunately many of the wrong
people took the packages within the first
five years after democracy and others
who should have left did not. Since
some of them held key positions within
the organisation, they retarded the
transformation initiatives and many of
the targets set were not met within the
given timeframes.
Race and gender relations
Problems still exist with racist behaviour surfacing at various levels within
the organisation amongst all race
groups. Another problem that arose was
the gender and ethnic/cultural differences. Some personnel undermined and
disrespected females appointed to be in
command of them and have to be dealt
with appropriately.
Management and
leadership shortfalls
There is an indication from the unions
that they still experience the autocratic
style of leadership of the past being
practised by certain managers. Unilateral decisions are taken which affect
members without consultation.
Relationship with unions
Many managers view the unions with
suspicion and do not understand the
important role that unions play in the
workplace. Managers are not okay with
the collective agreements at national
and other levels and have in some
instances contravened and/or disregarded such agreements.
Basic Service Delivery
The levels of basic service delivery to the
community are not at acceptable standards. Despite training of staff in
answering of telephones, complaints are
still received that staff do not answer the
telephones professionally, are arrogant/rude, unfriendly and refuse to supply their names.
Unfortunately, only calls to the 10111
emergency centres are recorded and

tapes can be reviewed to take appropriate disciplinary action against personnel
who conduct themselves in such unbecoming manner. At police station level,
calls are not recorded and difficulty is
experienced in identifying culprits.
Response times to calls for help also
need to be addressed by enhancing the
capacity of the Flying Squads and/or
establishment of reaction units at station
level to respond to in-progress crimes.
HIV-AIDS
The number of personnel who are HIV
positive in such a large organisation is
currently unknown and a concerted
effort has to be made by management,
unions and other key stakeholders to
address the voluntary testing, prevention and treatment of this disease.
Killing of police
The latter part of the previous era indicates a sharp increase in the number of
police members killed. Since 1994, the
situation has not improved and the safety of personnel is an issue that has to be
addressed throughout the country.
External
High crime levels
During the stabilisation phase
2000/2003, 15 police stations around the
country that contribute to 50% or more
of the national crime figures were identified and prioritised. An integrated
approach was used to address the crime
in these stations and the crime levels
nationally have stabilised in 2002,
almost a year before the target date.
There are certain categories of crime
that remain problematic, e.g. theft of
cellphones, and require intensified law
enforcement actions to continue within
those areas. Perception management is
essential to alleviate fears of the community that the situation is still out of control. The normalisation phase has
already begun and operational managers have a responsibility to inform the
CPFs of the actual situation within their
given locality.
Influx of illegal aliens
An influx of foreigners — including
those seeking political asylum, others
having work permits, study visas, etc.

and illegal aliens to certain areas within
the country — causes overcrowding, an
increase in crime levels and other problems in those areas. Service delivery to
these persons is hampered due to language constraints. The resources to
police stations in those areas are disadvantaged because the number of inhabitants in those areas cannot be accurately
determined.
Proliferation of firearms
In 1998-99 there were 4 544 705 registered firearms in South Africa and an
estimated four million illegal/unlicensed
firearms circulating in the country. The
majority of the violent crimes in the
country is committed with firearms.
Although the police recover an alarming
number of firearms on a monthly basis,
the number of unlicensed/illegal guns
circulating within the country is a key
contributor to the high rate of serious
and violent crimes occurring within specific areas nationally.
Community mistrust of police
The Safety and Security component of
the CPFs has contributed significantly to
building the relationship between the
community and police at local levels.
However, there is still mistrust and suspicion of the police within many areas in
the country. Police killings are also still
problematic
Conclusion
Despite the number of challenges that
the organisation faces both internally
and externally, great strides have been
made with regard to service delivery.
Additional funds have been secured by
the National Commissioner for recruitment of an additional 6 000 members
over the next three years. Information
technology has improved and additional
funds have also been secured for other
logistical resources, e.g. new vehicles.
There is a good relationship between
the police and community through the
hard work of the CPFs at most police
stations throughout the country.
Apartheid cannot be used as an excuse
to justify poor service delivery and managers at all levels within the SAPS have
to ensure that the community receive
the service they deserve.
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Challenges in
Health Service
Delivery
ince the advent of our democracy
in 1994, there has been an understandable policy shift from a hospital-based health system to one
based on primary healthcare and
backed by a well-developed hospital system through the referral system.
Notwithstanding, hospitals still consume about 60% of all public health
expenditure, which is still inadequate
when we consider that recent national
audits have shown that up to 40% of
hospitals require replacement or major
repairs at a cost of up to R12-billion over
10 years!
As a country, we can boast of a number of achievements in bringing about a
more equitable and accessible public
health system since 1994. The focus has,
however, now understandably shifted
towards ensuring sustainable health
service delivery improvements.
For the purposes of this paper, I shall
address some of the challenges that face
the health services from the hospital
coalface perspective.

S
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In this paper, Dr Sbu
Mhlambi looks at the
costs of transforming
the healthcare sector,
and the attendant
challenges in terms
of balancing the needs
and expectations of
previously disadvantaged
communities against
those of the previously
advantaged people

Culture
This is perhaps the most formidable
challenge facing hospital managers in a
rapidly changing environment. Transformation by nature challenges the very
fabric of the “how things are done here”
ethos which in turn creates its own anx-

ieties. Transformation becomes even
more challenging in complex and
diverse organisations where the needs of
historically disadvantaged groups have
to be balanced against those of previously advantaged groups.
The ability to maintain this fine balancing act in the face of competing
needs is a fundamental requirement for
today’s managers. Through appropriate
leadership development programmes,
managers can be empowered to create
the necessary enabling environment for
all their staff members to embrace
change.
Vision and strategy
All provincial health departments now
have a Strategic Position Statement,
however, this has not yet trickled down
to operational level. We still have a
number of hospitals that are run without any Strategy Plans.
In order to ensure that departmental
strategy as contained in the Strategic
Framework policies successfully cascades
to the hospital coalface, it is important
that these institutions also engage in their
own strategic planning processes.
Hospitals should therefore be supported with the necessary resources,
financial and otherwise, in order to formulate their own strategies based on
their mandates from their head offices.
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Hospital management
decentralisation
It is now accepted that service delivery
improvements can only be sustainable if
managers are given sufficient powers to
perform their duties. The Hospital
Management Decentralisation Programme seeks to address this challenge
by introducing a general management
structure to all hospitals. Provinces are
at various stages of implementation of
this programme.
In most instances, recruitment above
certain post levels is still the prerogative
of head office or district offices. This
invariably results in delays in the filling
of critical positions resulting in some
staff members “acting” in certain positions for inordinately long periods. It
also creates feelings of impermanency

and reluctance by these incumbents to
make any crucial decisions.
Discipline also becomes problematic if
it is not decentralised. At one hospital,
staff members who refused to perform
night duty with their peers were suspended on full pay for more than a year.
Since the hospital could not fill these
posts, service delivery in that section suffered whilst these members drew

salaries without doing an iota of work
for a full year!
The implementation of Hospital
Management Decentralisation should
be fast tracked and should include not
only the devolution of powers to the
institutions but also the development of
the necessary support systems to ensure
sustainability. Only then will decentralised management be truly accepted
as unequivocal accountability.
Impact of HIV/AIDS
The HIV/AIDS epidemic is affecting
hospitals at two levels. At service level,
the patient profile at most hospitals has
been changing over the past few years as
a result of the epidemic. Hospitals now
see a number of patients whose illness
requires much more closer supervision

than ever before. However, there has
not been a corresponding increase in the
allocation of resources to deal with this
added burden of disease. There is consequently less professional staff available
to care for this increased and frail
patient load. This over time invariably
leads to “burnout” of staff, which results
in a devil may care attitude among
health-workers.

At employee level, workers are now
at greater risk of contracting
HIV/AIDS at work than ever before
despite available precautionary measures. As members of the community,
workers may also be affected through
their families and friends. We therefore
have caregivers who are highly stressed
and emotionally vulnerable.
The challenge is for institutions to
develop relevant comprehensive Employee Assistance Programmes in order
to effectively deal with the HIV/AIDS
scourge at the workplace.
HR strategy
The success of any organisation depends
on its ability to recruit, develop and
retain the right people for the right jobs.
South Africa, like most developing
countries, is now experiencing a crippling skills migration from its public
service to both the private sector and
overseas countries.
The flight of skills from our public
health services has now reached alarming proportions. The reasons for the
staff shortages are many but most professionals cite uncompetitive salaries
and poor working conditions as the
main reasons for their dissatisfaction.
The effects of these staff shortages are
perhaps most felt in the wards where
nursing care is more crucial for the
patient’s recovery.
Service delivery is therefore in danger
of being seriously undermined when,
for example, more and more nurses
“moonlight” in the private sector on
their days off without any rest periods in
an effort to supplement their meagre
salaries.
Recent media reports seem to provide
anecdotal evidence that the skills migration and moonlighting phenomenon is
beginning to have a deleterious effect on
the private healthcare industry as well!
Some provinces have devised ambitious HR retention strategies in order to
arrest or even reverse this skills drain.
One such bold initiative is to allow professional staff to work overseas on predetermined sabbaticals and not to lose
any of their benefits on their return.
Ultimately, it is hoped that as salary
reforms and conditions of service
improve, this brain drain will be curbed.

63

I s s u e s

Financial management
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South Africa still has a glaring disparity
in healthcare expenditure between its
public and private sectors. We have a
situation whereby less than 20% of the
population consumes almost 70% of all
healthcare expenditure in the private
sector, whilst the public sector spends
about 40% on more than 80% of the
population.
It is generally accepted that the public
sector is still riddled by inefficiency,
theft and waste. By managing these
risks better, the public service may be
able to get more for each health rand
that is spent and be well positioned to
institute service delivery improvements
in the public sector.
Revenue generation can facilitate
service delivery improvement initiatives
by increasing the available financial
resources at hospital level. Most provincial Treasuries have now made provision for the retention of some of this revenue for local use. Various public-private partnerships or initiatives are being
considered as part of the revenue generation initiatives.
The Public Finance Management Act
(PFMA) presents a formidable challenge to hospitals with its stringent
requirements. The successful implementation of its requirements will
depend to a large extent on the availability of appropriately qualified staff,
e.g. accountants, who are presently not
found at most institutions.
Managing risks
The successful management of financial
risk is central to any service improvement initiatives. Theft still poses one of
the glaring deficiencies of risk management at institutional level. When you
have a hospital with more than 10 access
gates, any risk management initiatives
that ignore proper access control are
doomed to failure.
Managing inefficiencies and fraud is
also equally daunting but immensely
rewarding. Beefing up the Internal
Control Systems by, for example, introducing structural, staff and system safeguards can go a long way towards
reducing risk. The review and re-engineering of all business processes where

indicated can also assist in minimising
risks.
The implementation of Cost Centres
in some hospitals has tremendously
improved their risk management.
Sadly, it should also be noted that
good risk management often becomes
an “occupational hazard” as many a
manager and staff member has been
threatened with death and some even
murdered in the course of performing
their fiduciary duties as part of this risk
management.

bers with critical skills like accounting
being inappropriately placed in other
units. By appropriate placement of such
misplaced staff members, both the staff
member and the institution stand to
benefit.
The challenge is to ensure that all
institutions are indeed “learning organisations” with appropriate resources to
encourage and support the culture of
“life-long learning” in all their staff
members.
Community liaison

Batho Pele/Patient Charter
At a workshop on Batho Pele, I was
confronted by an irate staff member
who demanded to know “when Batho
Pele would benefit her as an employee!”
This outburst demonstrated the frustration of some staff members at the perceived neglect of their needs as “internal
customers” while being expected to
deliver impeccable service to their
“external customers”, the patients.
Most workers, I believe, are fully supportive of the noble values which are
embodied in Batho Pele and the Patient
Charter. The biggest threat to the sustainability of the implementation of
Batho Pele and Patient Charter is the
critical shortage of professional staff,
notably nurses. Service delivery depends
on maintaining optimum staffing ratios.
Once the capacity of any service point is
exceeded, quality becomes the first casualty. The challenge is to provide that
enabling environment to staff members
in order to facilitate service delivery
through the Batho Pele value system.
For Batho Pele and Patient Charter to
be sustainable, institutions will require a
comprehensive Employee Assistance
Programme (EAP) to be put in place.
Learning and growth
In order to maintain continuous quality
improvement, hospitals will be required
to constantly review their learning
needs as dictated by the dynamic service
requirements. Developmental programmes specifically designed to support service requirements in an interactive manner will ensure the sustainability of the performance of these institutions. Staff audits still reveal staff mem-

The public sector needs to learn from
the private sector about the virtues of
communicating with its customers.
Quite often, it is only when mishaps
happen that any communication
attempts are made.
One hospital managed to change its
polecat image by inviting all local media
for a guided tour and presentation on
the achievements and challenges of this
hospital. This campaign became so successful that in no time this hospital
enjoyed very positive coverage by the
media. Even when adverse events
occurred, they were reported within an
informed context.
The challenge is to ensure that all
stakeholders — i.e. employees, suppliers, patients, and the community — are
constantly being informed of our challenges and achievements. This will provide a much-needed context should any
shortcomings be noted in the future.
Conclusion
South Africa is world renowned for its
excellent and progressive policies. The
challenge is now to translate those policies into tangible improvements in our
public service delivery. We should
indeed avoid the tendency of “paralysis
by (too much) analysis”, as aptly
observed by one eminent visitor to our
country.
The Department of Public Service
and Administration should be commended for this bold initiative of
launching this Service Delivery
Learning Academy where all state
departments can share and learn from
their collective rich and diverse experiences from the coalface.
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Turning the
Corner
Road Improvement
in the Free State
65
he Productivity Improvement
Programme (PIP) started in 1991
in the Southern Free State Area
of the Directorate Road Construction and Maintenance of the
Free State Department of Public
Works, Roads and Transport. The
main aim of the PIP was to improve
performance in road maintenance. This
was triggered by a number of driving
forces that ranged from severe external
budget cuts to low productivity and
inappropriate management styles.
The PIP is a holistic programme
designed to coordinate and combine a
wide variety of actions in order to facilitate lasting and ongoing performance
improvement. The programme has
produced excellent results over the past
eleven years. In 1995 the area won a
NPI Gold Award for Productivity
Improvement and in 1996 Engineering
News reported extensively on the

T
LR Van Wyk outlines
an exciting project that
not only facilitates
service provision in
the form of road
construction, but also
helps lay foundations
for empowerment
and job creation
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accomplishments of the programme.
Since then great improvements were
made in the PIP emanating from the
empowerment of personnel as well as
the development and refinement of
management systems.
A new set of driving forces emerged
at the beginning of 2001. In reaction to
this the Department realised it could not
effectively address the growing need for
service delivery at Local and District
Municipalities. It was also obvious that
the prevailing remuneration systems in
Government were not sufficient to sustain performance enhancement programmes over the long term. Both these
issues could be addressed by repositioning some service delivery in the private
sector. The next logical step for the PIP
was then to develop a vehicle to successfully carry roadworkers from the public
to theprivate sector. This project was
developed to do just that.
The project comprises the development, implementation and maintenance
of performance enhancement programmes for demonstration projects in
the Southern Free State. The Department of Public Works, Roads and
Transport will transform the different
departmental road maintenance teams
into productive, business-orientated
SMMEs.
The project started with the empowerment of the grader teams who are
responsible for blading gravel roads in
the Southern Free State. These teams
will pioneer the process for the other
teams so that they can follow in tandem.
The mapping of the way forward as
well as the steps to be followed in the
process will be developed in close cooperation with the grader teams. Special
care is taken to ensure that the whole
process is transparent at all times and
thoroughly consulted among the participants and other stakeholders before
proceeding with any steps in the process.
Background to the PIP
The PIP involved many different forms
of personnel development and empowerment over the years in order to establish a quality workforce that could rise
to each challenge as it emerged.
In the past three years the matter of
sufficient compensation for the efforts

made by personnel to enhance performance were thoroughly researched. The
gainsharing approach resulted from this
research and offered an excellent solution for the PIP but could, for many reasons regarding policy limitations, not be
implemented.
The logical next step for management
was then taken in 2001 when the programme to empower roadworkers in
contract road maintenance was
launched.
Productivity improvement
In the PIP one must first be effective
before one works on one’s efficiency.
Most people believe that productivity
improvement is a one dimensional
approach where you simply perform
more work in the time at your disposal.
The PIP on the other hand is a holistic
approach where many actions work in
tandem to produce lasting performance
improvements.
The following improvements in performance regarding blading of gravel
roads were achieved in the period
March 1992 to May 2002:
Financial year 1992/3 2000/01 May 2002
Grader Utilisation 69.70% 84.50% 84.6%
Normal blading 8 km/day 15 km/day 16 km/day
Heavy blading 2.5 km/day 5 km/day 5.5 km day
The grader utilisation figures show
that the improvement in the utilisation
was in the order of 15 percentage points
or a 21% increase on the basis figure. In
1992 the acceptable norm for a grader
operator was to blade approximately
eight kilometres of gravel road per day.
The PIP was introduced and the blading activity was improved to such an
extent that operators even managed to
exceed the set standard of 15km per day
in 2002.
However, the area faced a new set of
threats at the beginning of 2001 and had
to deal with these if the Area wanted to
stay in business. The following are the
threats:
• Repositioning of service delivery in
order to satisfy the growing needs for
infrastructure maintenance at all levels of government.
• Compensation policy does not match
the extra effort needed to achieve

continuous productivity improvements.
• The impossibility to implement
Gainsharing in the Government
Service because of serious policy constraints.
• Normal stagnation of the programme
began to occur.
• The ambition and motivation is toned
down over time in the absence of adequate compensation for achievements.
• The next cyclic regeneration of the
PIP became eminent in order to keep
this long term programme alive and
well.
The Southern Free State had to come
up with a very innovative way to turn
these threats into opportunities. It was
decided to use the experience of the PIP
since 1991 as a foundation and to
embark on a new performance enhancement programme (also known as the
Roadworker Empowerment Programme) in which personnel are
empowered to become SMMEs. This
programme started off with the
empowerment of grader operators in
the area as the pilot group and will then
be expanded to the rest of the road
maintenance personnel.
Essential elements of a
Performance Enhancement
Programme
A programme of this nature starts with
a vision and mission statement. The
vision and mission statements must
however be shared with all the personnel in the component in order to align
them behind the program that will follow. The vision and mission statements
of the programme were explained to
every employee and even the lowest
ranks, the Roadworker Aids, were
appropriately informed to establish a
shared vision throughout the whole
Southern Free State Area.
To implement change, you need to
encourage managers to replace their
transactional leadership style with a
more transformational style and to
become agents of transformation to promote the programme. One should also
promote teamwork on all management
levels and not only on the work team
level. Great effort must be made to build
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healthy teamwork at all components
throughout the area.
Comprehensive planning of projects
in road maintenance should be done on
all levels of management in the area.
Planning systems in the area were
developed to such an extent that it takes
place even on work team level where
the roadworker and the work team plan
their own work seven working days in
advance. Along with these results/output of work should be measured on all
the organisational/management levels.
Many programmes measure performance results but restrict it to the lowest
level of a component where the actual
work is performed. The contribution of
each level of management to the
improvement in performance should be
measured. Each layer of management
should add value to the output of the
component as a whole otherwise there is
no need for that specific level of management.
In the Southern Free State performance results are not only measured at
work team level but also on every management level, that is area, regional, district, and work team level. The measuring of output is not only an exercise to
inform management but it also has a
feedback component whereby management must regularly provide meaningful feedback to subordinates. The main
aim is to establish control over
results/output on all management levels
and to empower managers to make
informed decisions to direct the actions
of their components. These managers
will then know how and when to act on
inadequate performance.
The last but not least important element is recognition and adequate compensation for outstanding performance.
Recognition and compensation are
essential to ensure that the performance
improvements are continuous and lasting and to ensure high morale of the
personnel. Compensation must be
directly linked to performance while the
job incumbent must experience this link
first hand. The job incumbent must also
value the compensation he will receive
for his efforts and believe that he is compensated adequately.
Gainsharing satisfies all these requirements but it became apparent that it
would be impossible to implement such

a system in Government because of the
serious policy constraints.
Project discussion
The project is basically about enhancement of performance of the Southern
Free State Area as a whole through the
empowerment of the roadworker in
contract road maintenance in five phases of development. By doing this a component of the service delivery of the area
will be repositioned in the market and
will eventually be able to operate freely
in the private sector to service clients in
all levels of government and the private
sector.
The programme is developed in such a
way that it is viewed as an opportunity
for some and not a threat to anyone. No
one will lose his/her job because of the
programme and it is totally voluntary to
participate. No one will be coerced to
join the project from Phase 3 onwards
because it is an opportunity provided for
those who intend to complete the project
in all its phases. All the personnel will
however participate in Phase 2 of the
programme and each one will have to
make his/her contribution to performance enhancement in the area.
Officials will have to leave the service
of the Department voluntarily when
entering Phase 4 although there is provision to second them for a period of 12
months to the PRC if they wish to make
use of this option. They can then join
the PRC in order to personally explore
the options available when leaving
Government service without losing
their posts. Intermediate organisational
structures for the area will also be provided for in order to accommodate the
changing functions during the transitional period as well as to accommodate
the remaining personnel effective and
efficient.
This is a long term project that spans
over four to five years. Monitoring
structures and other measures were
established to make it possible for managers to monitor the results and output
on a continuous basis. The project is also
monitored by a Steering Committee
formed from all stakeholders including
the different labour unions. Labour
union representatives are fully informed
regarding the progress of the pro-

gramme. The Head of the Department
also liaises with the unions in the
Departmental Bargaining Chamber
with regard to many different issues
related to the programme.
In order to implement the project
swiftly four Action Teams were formed
from the top and middle managers of
the Southern Free State area. The primary task of the Action Team is to
develop implementation actions for
their specific Action Plan under the
guidance and coordination of the
Project Leader. These actions are then
implemented by the relevant Action
Team on the designated time schedule.
The project will basically empower
officials in the business orientated maintenance of roads and will progress
through five phases of development to
end up in a business entity called a
Provincial Road Contractor (PRC). The
PRC will be made up by officials joining
it voluntarily as SMMEs from the ranks
of the Department but also with other
personnel appointed in specialist areas as
needed by the Provincial Road Contractor. The structure and other measures
regarding the PRC will be discussed in
greater detail later in this document.
The project was launched with the
grader operators of the Southern Free
State area as a pilot group. Most of these
officials have been working in a performance enhancement programme
since 1991 and are already functioning
in some kind of a business unit. The
business behaviour of these officials can
best be described as government officials who already think and work like
employees of a private contractor.
This is because they perform their
tasks very much the same as employees
of a contractor but have to work within
systems designed for Government. The
PIP empowered most operators over the
years to perform detailed planning of
their work, measure their own progress
and evaluate the quality of the work
that has been delivered. The PIP therefore laid a solid foundation from where
this project could be successfully
launched. The officials involved in this
project now need to embark on the road
to develop the necessary knowledge and
skills to become contractors (SMMEs or
at least to become good contractor
employees). It can therefore be assumed
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that they have successfully completed
Phase 1 of this project when their work
in this phase have been inspected and
found satisfactory.

tal account of the Provincial Road
Contractor and shares to the same value
will be allocated to the operator.
This capital will be utilised as operating capital by the Provincial Road
Project phases
Contractor in Phase 4 which will
decrease the need for loan capital. If an
The project will be executed in the foloperator generates a loss during a speciflowing phases (also see Appendix 1):
ic month, he will not be penalised in any
Phase 1 — Departmental work with
other way except with a corresponding
proper outcome based measuring and
decrease in his profit/loss account. The
feedback. In this phase the operator
operator will, however, be encouraged
works on the PIP systems and is
and coached to accumulate sufficient
empowered to plan, measure and feedfunds in his profit/loss account to be able
back performance but also to judge
to progress to the following phase. A
quality of work. This phase can be seen
ceiling or cap will be placed on the total
as the foundation from which this projamount that can be accrued for each
ect will be launched. The official in this
operator. The possible remaining probphase will earn his normal salary and
lem areas are eradicated in this phase
benefits.
and the new environment in which the
Phase 2 — Rehearsing assimilated
Provincial Road Contractor will operate
contracting work. The official is still
in Phase 4 will be established and the
paid a salary and all
contract docubenefits but is empowment for this
ered to manage his
phase will also be
Recognition and
work as a SMME doing
finalised. It is
“contract work”. The
believed that this
compensation are
“contractor” is “paid”
phase could be
essential to ensure
for work satisfactorily
limited to twenty
that the performance
completed in terms of
eight weeks for
the “contract”. He is
the fast learners.
improvements
then empowered to calPhase 4 —
are continuous
culate his expenses and
Contracting in a
income but also his net
protected enviand lasting
profit/loss for every
r o n m e n t .
week. The main aim
Operators
or
here is to create the correct mind-set
SMMEs will now voluntary proceed to
with both management and the operathis phase to join the Provincial Road
tors to start a new kind of working relaContractor as members because it will
tionship. The operator gets an opportuby then be organised in a co-operative
nity to exercise his new role and manstructure. The tender and agreement
agement have the opportunity to
will be negotiated between management
address most of the problem areas that
and the co-operative. The tender and
could be encountered in the contract
contracting process will not be open to
document. It is believed that this phase
other parties so that a kind of protected
could be limited to ten weeks for the fast
agreement can be formed.
learners.
The concerned officials will have to
Phase 3 — Assimilated contracting
leave their current employment and join
period. In this phase the net profit from
the Provincial Road Contractor as
the contract work is recorded in a profmembers but should be laid off with
it/loss account for the roadworker. The
some kind of a voluntary package deal.
roadworker still earns a salary and offiThey will be seconded for a trial period
cial benefits but the profit or loss generof 12 months within which they will
ated by the assimilated contract work is
have to decide to join the Provincial
recorded in a profit/loss account. When
Road Contractor. Only after they have
the roadworker joins the Provincial
decided to join the Provincial Road
Road Contractor the total net profit
Contractor will their employment be
earned will be transferred into the capiterminated. The exit package of the par-
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ticipant will then be granted and the net
profit he has earned will be paid to the
Provincial Road Contractor.
The Provincial Road Contractor will
assume full responsibility for the execution of the work in terms of the contract.
It will however be assisted to develop
into an independent and self-reliant
contractor. The Provincial Road Contractor will also be assisted to compete
for tenders in the open market during
this phase in order to get them going in
Phase 5 as soon as possible and in doing
so to release the department from its
obligations in this protected agreement.
It is believed that this phase could be
limited to one hundred weeks for those
that can establish themselves rapidly in
the market.
Phase 5 — Open tendering. Many
different opportunities will be created
for the Provincial Road Contractor to
tender for projects in an open market in
order to develop the necessary capacity
to compete successfully in this market.
The Department will ensure the provision of the necessary assistance and
training for the personnel of the
Provincial Road Contractor in order to
develop sufficient capacity. The target
market for the Provincial Road
Contractor will not be limited to projects of the Department but it will
include projects of municipalities, district councils and private concerns. The
Provincial Road Contractor will also not
be geographically bound to the
province, or parts of it, and could operate outside the province. No time limit
can be placed on this phase but the
Department will be obliged to call for
tenders as often as possible but also to
provide work on tender to sufficiently
stimulate the market.
Business structure of the
Provincial Road Contractor
The co-operative as
organisation form
It is obvious that the Department cannot
contract with each and every SMME in
this empowerment project and therefore some kind of formal business structure has to be formed before the start of
Phase 4 to accommodate these participants. The most obvious structure that
satisfies general empowerment objec-
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tives, but which is also extremely suitable to provide economic empowerment, is the co-operative. The co-operative can be defined as follows:
The co-operative must be seen as an
organisational form that combines the
interests of its many members without
impeding on their potential to earn
profit. Members are not reduced to
mere employees of the Provincial Road
Contractor.
People having the same concerns will
get together to form a co-operative
through which they can do their transactions collectively. Every member will
contribute to the capital by buying
shares in the co-operative for which they
get a fixed interest rate income. The
maximum interest rate is set by legislation and is currently on 15%.
After all expenses have been accounted
for the balance of the profit is distributed
to the members. It is proposed that profit be distributed through some formula
accounting for a combination of each
member’s contribution to net profit as
well as his contribution to turnover. The
particulars of this will have to be decided
by the members of the co-operative.
The staff that will be recruited by the
co-operative will not be seconded staff
from Government because they might
not have the necessary entrepreneurial
skills needed for this venture.
A Board of Directors oversees the
management of the co-operative but
also makes policies and sees to the
implementation of it in the interest of its
members. Each member has one vote
when electing the Board of Directors
regardless of the number of shares one
holds. Even though the co-operative is a
legal person its shareholders are deemed
liable but their liability is limited to the
number of shares one holds.
The co-operative needs capital to
finance the business which it can only get
through issuing of shares or through taking up of loans. The best scenario would
be if the Provincial Road Contractor
could get hold of all the capital it needs
through issuing of shares.
It is therefore of paramount importance that each member holds enough
shares to balance their risk taking with
the profit they earn while they make a
sufficient contribution to the capital of
the enterprise.

Services of the co-operative
to members
The co-operative will provide the same
services to its members as would a conventional contractor. This includes the
following:
• Administrative services to support all
the business activities of its members.
• Marketing of the joint services which
the co-operative can provide.
• Tendering for different projects.
• Procurement services to supply diesel
and other supplies.
• Leadership regarding the execution of
contract work
• Distributing information regarding
new maintenance and work methods.
Benefits of co-operatives
It is foreseen that the co-operative will
provide the following benefits for its
members:
• This type of business entity is very
suitable for empowering greater
numbers of people because there is no
limitation on the number of members
that can be allowed.
• It will improve their bargaining
power to procure and contract.
• Each member can share in the net
profit of the Provincial Road
Contractor.
• Members have a great say in management of the business entity.
• Managers and specialist personnel can
be appointed as needed.
• Provision is made for the appointment
of a general manager, operational
managers and administrative staff
and the SMMEs can then concentrate
on their main tasks and that is to
blade and maintain roads.
• With a system of one member, one vote
it is not likely that the management of
the co-operative could land in the
hands of a few big shareholders.
• Management and other appointed personnel are almost directly accountable
to the members for their actions.
Start-up structure
It is not possible to start off with a typical organisational structure and stick to
it through all the different processes and
new areas off empowerment. A structure was designed to be simple enough
to provide clear role orientations. Mem-

bers can also easily associate with it and
understand it. It is also flat enough not
to allow unnecessary bureaucracy and
could therefore be described as lean and
mean. This structure reflects the same
attributes as other ABEs (Affirmable
Business Enterprises) that are now
entering the construction industry. This
structure is also designed to focus entirely on the core business and that is to
maintain roads. Only the traditionaland well-established companies own
their own plant and manage the plant in
house. This will also change in the long
run because as competition increases the
more a company has to focus on its core
business in order to survive. It is for this
reason that it is proposed that the
Provincial Road Contractor hire its
plant from an institution like the
Directorate Road Building Equipment.
Appendix 2 shows the start-up organisational structure for the Provincial
Road Contractor when entering Phase 4
with the blading teams in the Southern
Free State. The Board of Directors will
be elected amongst the members of the
co-operative. The Department will have
permanent sitting on the board but will
also have a veto right in the Board of
Directors as long as it has capital and
resources invested in the co-operative.
The veto right will only be available
to the Department in circumstances
regarding issues that concern the assets
of the co-operative. The Board of
Directors will consist of two elected
members and a member provided by the
Department. The co-operative will have
at least 10 permanent blading SMMEs
that report to two foremen. The
Manager: Blading will assume the work
of a CEO and also take responsibility for
administration and mechanical services.
Each blading SMME will consist of one
operator and one road worker aid.
Final structure
The organisational structure of the cooperative will be dynamic and be fine
tuned to finally end as shown in
Appendix 3. A CEO will be appointed
with four middle level managers while
the plant support will be provided by an
institution like the Directorate Road
Building Equipment on a contract basis.
The Board of Directors will now consist
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of six elected members with two members each from the three operational
areas. Each operational area will be provided with two foremen reporting to the
middle manager. Eight routine maintenance SMMEs will be provided for who
will focus on much the same work as
they are currently doing. The typical
routine maintenance SMME will consist
of one operator and 10 to 12 road worker aids. The Programme Maintenance
Unit will consist of 12 operators and 20
road worker aids doing regravelling,
programmed patching and resurfacing
of tarred roads. The administration will
be provided with two clerks in each
field of competence.
Personnel implications
The HOD agreed in principle that the
personnel, that would like to voluntary
join the ranks of the Provincial Road
Contractor, be granted an exit package.
The aim of this exit package is to allow
them to start the new venture in the
same financial situation as what they
would have been in if they remained in
Government service.
At the end of Phase 3 the participant
must make a decision to leave the service of the Department and to join the
ranks of the Provincial Road Contractor
as a SMME in Phase 4 of the project. It
seems fair that a trial period of at least
12 months be granted for the participants in which there is an opportunity to
return to the Department and resume
their work in their reserved posts.
While they work as an entrepreneur
(SMME) for the Provincial Road
Contractor they will receive their full
benefits and salary from the Department. They will be seconded for the
duration of the trial period and during
this time they will not share in the profit earned by the Provincial Road Contractor. The participant can make the
decision to join the Provincial Road
Contractor permanently at any stage
during the trial period and will then
immediately begin to share in the profits of the Provincial Road Contractor
and be entitled to the exit package..
The personnel (non-members) that
will take up a post with one of the
SMMEs or the Provincial Road Contractor itself will have to be treated in
exactly the same way as those joining as

a SMME. It means that they will also be
entitled to an exit package and also be
granted a trial period in which to make
a rational decision.
The employee should make his final
decision known in writing and it should
be accepted by the employer in the same
way as a resignation where the decision
is not reversible at all if all the procedures have been completed. The Department will only be able to fill or abolish a post after completing all the procedures related to the decision of the participant to leave the employment of the
Department.
Purchasing shares in the
Provincial Road Contractor
At the beginning of Phase 4 the Employer will transfer money into the capital account of the Provincial Road
Contractor on behalf of the SMME.
This will be utilised as operational capital by the Provincial Road Contractor.
The SMME can for a period of five
years not alienate these shares or turn it
over to another party even if he leaves
the Provincial Road Contractor for any
reason whatsoever. If the SMME does
past away before the end of the five year
period the law on succession will determine the subsequent ownership of the
shares. It will however not be possible to
alienate the shares in the remainder of
the five year time period.
Service improvement goals
The circumstances created by this project
must however be such that it is
favourable for both the Department and
the Contractor. The project will most certainly have its financial spin offs to personnel in the long run, but apart from
this, its most important attributes will be
that it will refocus the personnel on service delivery and also raise their general
motivational levels as the project progresses. Looking at the project holistically
it will also have to satisfy the following
long and medium term objectives:
• Refocus personnel on service delivery.
• Raise general levels of motivation.
• Improve the level of service to the
public.
• Improve the effectiveness of spending
of funds.
• Improve efficiency of spending funds.
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• Improve the utilisation of resources.
• To ease the administration load in the
area.
• Reposition service delivery to accommodate other clients, e.g. local government.
Financial benefits envisaged
for the Department
The financial benefits envisaged for the
Department, if the successes of the pilot
group (consisting of only Grader
Operators) could be expanded and
implemented in the rest of the
Department, are quite impressive. The
following financial benefits will accrue
to the Department:
• R5.5-million saving per annum on
normal blading.
• R0.86-million saving per annum on
heavy blading.
• Freeing 27 graders for other business
opportunities.
• Saving on capital replacement of 27
graders.
If 27 graders could be freed to earn
income from external sources, the additional income generated for the
Department could be in the order of
R8.5-million rand per annum.
Conclusion
The project has been in progress for
approximately nine months. The new
strategic direction that the top management of the Free State Department of
Public Works, Roads and Transport
took is a bold step in which opportunities to empower people are created. It is,
however, a new concept to all of the personnel who expect to leave the
Government service in order to become
a fully empowered SMME. After a
series of information sessions, we
received the response of all the 400 personnel members in the Southern Free
State area and 51% indicated that they
were in favour of the programme and
would participate in it. There is still a
long way to go but fortunately this programme is very flexible and will address
the personnels’ needs as it progresses
with implementation. Management is
convinced that this is the right way (if
not the only way) to empower the roadworkers of the Free State.
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Transforming the
Laundry Services
in the Free State
uring the second quarter of
1998 it was approved by the
Executive Council that the Free
State Laundries be identified as
a possible Alternative Service
Delivery model.
The project was formalised as a joint
Pilot Project between the Free State
Department of Health and Department
of Public Service and Administration.
This task was given to the Senior
Manager: Planning and Support who,
in turn, delegated the responsibility for
co-ordinating the project, to the Chief:
Laundry Services-Bloemfontein.
The subsequent Project Plan was
developed on the phase approach,
allowing for approval by the MEC:
Health and feedback before the start of
the subsequent phase (the project is currently in Phase lll).
Phase l was jointly concluded by Free
State Department of Health and DPSA.
Donor funding was obtained for Phase ll
(Feasibility Study) from AUSAid as part
of DPSA’s donor programme to improve
service delivery in the Public Service.
On 5 July 2001 a presentation was
made to Head: Health and Top Management by the AUSAid consultant as a
result of a three-month feasibility study
and thereafter a period was given for
feedback from Senior Managers. No
adverse comments were received and
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Gilbert Neville Howard,
the Free State Laundry
Coordinator with the
Department of Health,
explains how the
outsourcing of non-core
services such as laundries
has not only helped
ease the human
resource burden on
the department, but has
also facilitated
empowerment of private,
small enterprises

some valid financial concerns were
raised.
Whilst the initial intention was to
investigate and propose the possibility of
Employee Owned Enterprises, the
AUSAid consultant’s findings were that
proposals for EOEs for Free State
Laundries were premature at the present time. However, the consultant did
make particular recommendations that
would enable substantial improvements
and cost savings in the Laundry Services
component, while remaining an integrated part of the FSDH.
The AUSAid feasibility study makes
a number of recommendations, viz.
The establishing of a
substantially autonomous
corporate trading entity
In essence this involves the centralised
management of the Department’s laundries (including all or most of the relatively small hospital-based laundries)
This would involve the creation of a
comprehensive Laundry Services function by:
i) requesting the incorporation of ALL
laundry functions within the province
into the Corporate Trading Entity, in
order to create an umbrella body to
advise on laundry equipment purchases,
laundering functions, use of detergents,
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training of laundry staff and creating
and maintaining records of equipment
at the various institutions.
ii) the investigation and incorporation
into the responsibility of the sub-directorate, of the laundering functions currently performed on-site at certain institutions.
iii) the operating of the three regional
Laundries on an independent yet interlinked basis, each responsible for the
costing and cost efficiency of it’s business.
iv) to develop its employees independent
of State funds and to prepare for the
implementation of the other issues mentioned in the Activity Completion
Report.
v) to operate within the structures of the
Department of Health, conforming to
the required HR, Procurement and
Finance requirements, yet having the
authority to seek new business and
develop Policies and Procedures that
would provide the function with the
necessary guidelines for the development of a substantially autonomous
business.
Assistance from Organisational
Development and other Human Resources functions will be sought.
In order to migrate the current mode
of service delivery, the Laundry services
organisation and establishment will
have to be subjected to an OD investigation with the abovementioned points
forming the basis of the investigation.
Outsourcing on
non-core functions
This will be based on the premise of
“non-essential” functions within the
total range of functions currently provided by the Free State Laundry services, i.e.:
i) transport;
ii) repair to linen;
iii) mechanical and building maintenance;
iv) power generation (boilerhouse function); and
v) ultimately administrative responsibilities.
The possible creation of an Employee
Owned Enterprise is particularly relevant to the Transport function.
The repairing of linen is yet another

ideal source for a community-based
Employee Owned Enterprise as it is
low-tech and not very capital intensive.
Routine, planned mechanical and
building maintenance is time consuming and cost prohibitive due to the fact
that artisans have to be kept on the permanent payroll for the possibilities
which may arise and this creates a situation of expenditure without service
being provided. EOEs could result in
greater income for the individual and
cost efficiency for the Department.
The same argument would hold true
for the generation of power (boilerhouse).
Administrative support could be
reviewed with the intention of either
corporatising the function, separately
from the laundering function and/or
combining this support function to provide a centralised function to the
Trading Entity.
This ultimately means rationalising
the staff into one unit, and with it, the
commensurate savings.
Centralised linen room
management
In order to provide the required control
over linen stocks and the movement
thereof, linen rooms at the larger hospitals have been made the responsibility
of the Management of the Trading
Entity, via the various laundries. This
would then enable hospitals to utilise
their personnel more effectively in
Health Care, as they would only assume
responsibility at point of utilisation.
(purchasing of linen would remain the
responsibility of the user)
A pilot site in one of the areas, was
very successful. The first Regional
Hospital was started on 1 September
2001.
A ‘trading account’
The creation of a Trading Account is
the primary vehicle to allow for cost
recovery for service rendered by an
institution. Treasury regulations are
consistent with this process and regulate
it formally. Additional “business” could
be sought outside of the Provincial
Departments in order to improve the
equipment utilisation of the laundries as
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well as the generation of revenue for
possible reallocation to Capital
Equipment and other critical expenditure.
And/or
A differentiated costing structure
This would allow for a differential in
costs per item. This would then mean
that items of a similar size and/or
weight would be directly comparable to
those in the open market. Also, the costs
would directly reflect the direct input
costs of the item, thus making it possible
to have flexibility in the decision making process, when it comes to types of
items to be discontinued, or not (e.g.
theatre boots)
The laundries have been approached
by outside authorities such as the
municipalities for services and this
could be a lucrative addition to the existing business.
This then indicates a possibility of
taking on “outside work” to generate
revenue which could be returned to the
Laundries’ financial programme in
order to supplement the capital equipment replacement programme which,
to date, could not be initiated due to a
lack of funds.
Developing service
level agreements
This would be with all of the Laundry
customers/users, both internal and
external.
Because of the Batho Pele principles
and their necessity in any function rendered by Government/Provincial Departments, it is of paramount importance
to consider the development of Service
Level Agreements. These SLAs will
determine the level of development, assistance and HR inputs required to achieve
ALL of the above recommendations.
It is suggested that without these
SLA’s the success of this project will be
seriously jeopardised due to the fact that
there will not be a predetermined standard to work towards, thus making the
planning and Business Plan of such an
endeavour, meaningless.
The Project has progressed well and
the introduction of a Trading Account
has been projected for end March 2003.
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Clinic Building Programme

?

Where to Now
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ince 1994 the building and
upgrading of clinics in
provinces has been classified as
a Presidential Lead Project and
actually formed part of the
Reconstruction and Development
Programme (RDP) ... but problems
regarding the appointment of emerging
contractors also arose. Delays in the processing of tender documentation
between the DPWRT and the Tender
Board were also major problems.”
However, there was hope that the
problems could be solved, and it was
decided to utilise local municipalies in
order to achieve progress with the clinic
upgrading and Building Programme
(CUBP). Since the 2001/2002 financial
year, it was decided that all CUBP projects be handled by Local Municipalities.
Each clinic being built or upgraded
has a designated project manager,
appointed by the local municipality, and
this person is responsible for the day-today management of the project .
This, said Mr Venter, was in keeping
with the Constitution of the Republic of
South Africa, Act 108 of 1996, Chapter
7, section 154(1) which states that “The
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The Department of Public
Works, Roads and Transport,
in conjunction with the Tender
Board, have since 1995 been
perceived to be major
obstacles in the
implementation of the Clinic
Upgrading and Building
Programme, Mr Johan Venter,
Department of Public Works,
Free State, said in a
presentation to the Service
Delivery Learning Academy
in Mpumalanga recently

national and provincial governments, by
legislative and other measure, must support and strengthen the capacity of
municipalities to manage their own
affairs, to exercise their powers and to
perform their functions.”
The CUBP programme is managed
by a Provincial CUBP team which is
responsible for the implementation of
the five-year plan, including planning
project activity, co-ordinating all service
providers, managing finance and contracts with service providers and incorporating communities in planning and
implementation. The team also ensures
that all activities take place within the
prescribed guidelines of National and
Provincial legislation and monitors and
reports on progress on a regular basis.
Particular attention was given to the
standardisation of clinic building plans
over the past few years. Special attention
was given to means that would reduce
the duration of the planning phase
without sacrificing quality assurance in
the execution of the project.
Liaison with the community is essential for the success of the CUBP, therefore the local community is also includ-

Squalor like this neccessitates the need for more clinics
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ed in the planning and implementation
of the project by using local contractors
as much as possible and providing jobs
for the local community during the
project.
In the past various funds were used to
build clinics, e.g. RDP funds, Provincial
Government funds and in particular
funds from the Irish Government.
Objectives of the Programme
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• Contribute to the improvement in
health status of disadvantaged communities in the Free State.
• Increase the number of sites providing
first level care.
• Expand the range of provided in
health districts.
• Improve the quality of care in health
districts.
• Include communities in decision making.
• Provide jobs and training to individuals during the project’s implementation.
• Increase employment opportunities in
local communities, particularly in
remote rural and other underdeveloped areas.
He said the idea was to use “fast track
approach” to try to complete projects
within one financial year using Local
Municipalities as agents in handling
clinic building projects. In this way, tender procedures would be fast.
He said standard plans would be used

but adjustments could be easily accommodated as changes in policy occur to meet
the needs of staff and the community.
Examples are the Crisis Centres,
Emergency Services, pharmacies, commuter services, etc.
Dentists, pharmacists, rehabilitation
staff make constant inputs regarding the
standard plans concerning the units they
are involved with.
In order to get community involvement into the programme, health
forums and clinic building committees
were to be formed as their active participation during site meetings was crucial.
They acted as watchdogs during project
implementation.
The programme was also conducive
in developing SMMEs in the form of bimonthly meetings with consultants and
contractors to address problems and
give feedback regarding progress and
cash flow .
Challenges
• SMMEs in general quite often experience cash-flow problems (they are
advised to submit weekly claims) .
The CUBP programme only provides funding for the building of the
clinic structures.
• Co-operation of project managers/
consultants is not always up to standard often. They do not submit cashflow statements, progress reports and
minutes of site meetings timeously.

• It often happens that the Local
Municipality ignores the consultant’s
tender recommendations. A different
contractor is then appointed, which is
not always in the best interest of the
project. In cases where more expensive tenders than the recommended
tender are accepted, the municipality
is expected to pay the difference
between the two tender amounts.
• A lack of structured maintenance programmes for clinics is a matter of
great concern.
Costs
1. By utilising standardised plans, it is
foreseen that it will be possible to calculate budgets fairly accurately because
each unit will be linked to a budget. The
cost of each standard unit includes the
initial building cost, !0% escalation, professional fees and VAT.
2. The inclusion of built-in furniture in
new clinics will automatically result in
an increase in the building cost of clinics.
3. The professional fees of consultants
appear to be relatively high. Because
standard plans are used, the cost should
be much lower. Wherever possible we
enter into negotiations with consultants
in order to reduce their fees.
4. The drastic increase in the price of
building material recently resulted in
calling for additional funds for almost
every project. Funds, however, are not
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always readily available and therefore
projects are disrupted, e.g. we are forced
to consider scaling down on projects.

4. The Department should have an input
in the — appointment of contractors
Shortcomings/weaknesses

Progress made thus far
1. Since 1994-1998 a total of 79 projects
were completed.
2. 1998-2001 Ireland Government provided funds.
3. 2001-2002 Financial year: R28,4-million was provided, funding 27 projects.
4. 2002-2003 financial year: R14 210-million was provided, funding 14 projects.
5. Total allocation since 1994 to date
R76,1-million on 120 CUBP projects.
Recommended improvements
1. Negotiations with project managers
to decrease professional fees: 2% for
planning; 1% for tender evaluation ; 5 %
for supervision
2. Consultants to sign an undertaking
with regard to his responsibilities
towards the Local Authority and the
Provincial administration.
3. Projects must be planned well ahead
in order to start as early as possible each
financial year.

1. It seems that Local Municipalities,
even though they may have engineering
departments, are not capable of handling projects in-house without the
assistance of an appointed consultant/
project manager .
2. To have payments done through the
local municipalities causes problems in
terms of cash flow availability, carelessness in the handling/forwarding of
claims to the Department and payments
to contractors.
3. A lack of structured maintenance
programmes for clinics in the Province.
Lessons learned
1. A large number of Local Municipalities are not in a position to handle inhouse building projects on their own.
They need the assistance of a consultant.
2. Demands of the community regarding the size of the clinic or the identification of sites are sometimes unrealistic.
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A solution should be found by way of
negotiation.
3. Specimens and mixtures of all material as described must be submitted to the
contract manager for approval before it
can be brought on site. A “test room”
must be constructed for approval.
4. Emerging contractors have fewer
problems in joint ventures with experienced contractors.
5. Avoid buying existing buildings such
as large houses and converting them into
clinics. In the end there are always structural defects or a problem with functionality which cannot be successfully solved.
6. Due to the rise in building costs, provision should be made in project budgets for an extra percentage escalation.
7. Built-in furniture must be provided
in clinics if at all possible.
8. “As built” documentation and bills of
quantities together with all operator
manuals must be made available at first
take over of the project for safekeeping
at the facility concerned.
9. In order to eliminate cash-flow problems, the first payment for site establishment should be made before site handover. Furthermore claims must be paid
in good time.
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Tackling
the
Eastern
Cape
78

Francois Joubert, Director:
Development Services &
Project Management
Division, points out that
there is a lack of attention
and skills in most of the
line departments and the
Office of the Premier itself.
There is therefore a need
for a properly designed
operational or project
management plan. He
makes some suggestions
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he Office of the Premier in
Eastern Cape (OtP) has an important role to play. It has to co-ordinate the efforts of the different
line departments in the province
to ensure that they implement projects
in a co-ordinated way; that they meet
the developmental goals and lead programmes of the Provincial Government; and that project information is
communicated effectively to all stakeholders.
The development of a
provincial project database was
therefore included in the
Integrated Provincial Support
Programme (IPSP) that was
implemented in the Province
as a separate package. In practice, the maintenance of such a
database will require continuous interaction between the
OtP and the line departments,
who are the actual implementers of the projects, and it
will rely heavily on the programme management capacity
at both the OtP and the line
departments. In this regard,
capacity is important in the
three major areas namely:
• programme management
practices followed;
• personnel available for programme management; and
• the underlying information
technology infrastructure.
It was therefore decided to
include an assessment of these
capacities at the line departments in the package. Due to
the time constraints, a sample
of programmes at three line
departments was selected for
assessment. These were:
• Consolidated Municipal Infrastructure Programme — Department of
Housing, Local Government and
Traditional Affairs;
• Poverty Alleviation Programme —
Department of Welfare; and
• Integrated Nutrition Programme —
Department of Health
The aim was to identify the generic
project and programme management
shortcomings based on the selected programmes. During the assessment the
focus was solely on project and pro-
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gramme management and the assessment of all aspects was done from this
perspective. The assessment covered the
following aspects of each programme:
• basic data on the programme;
• organisational structure and personnel
competencies;
• programme workflow;
• certain institutional issues that impact
on the programme;
• cost and financial management;

requirements with regard to project
and programme management to
describe the minimum requirements
necessary for effective programme
management to take place; and
• the development of a systems plan to
describe how the province should
change from the current status quo to
the
minimum
requirements
described.
Each of these steps are briefly described
below.
Recommendations
based upon the
status quo analysis
Based on the assessment of the
three programmes as well as
the OtP, the assessment team
made the following 12 recommendations.

Concept vs
implementation
When dealing with successful
programmes a lot of attention
seems to be given to the conceptual/strategic stage at the
expense of another stage,
namely ac-tual implementation. This stage covers the
hard-core “what do we do
now” side of things and it is
very practical. Aspects like
fieldworkers, monitoring and
reporting, cost control; time
control, variation (scope) control, variance analysis, penalties for non-performance and
various other issues need to be
considered. These would typically be incorporated into an
Eastern Cape Director General Dr Mvuyo Tom
operational or project management plan. It is in this area that
• time and milestone management;
there is a lack of attention and skills in
• quality management;
most of the line departments and the
• scope management;
Office of the Premier itself. There is
• communications management; and
therefore a need for a properly designed
• procurement management.
operational or project management
The analysis incorporated three steps:
plan.
• determination of the status quo with
regard to project and programme
Skills/training
management on the three selected
Most line department employees have
programmes and the development of
skills related to the functions that their
recommendations based on the status
departments must provide. However,
quo;
managing programmes at ground level
• the compilation of a statement of
also requires some hard-core technical
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skills. Those employees that have to
manage these programmes are departmental staff and therefore do not typically have the required technical management skills. This is particularly evident
in social departments, where employees’
qualifications are in what might be called
the soft disciplines. These type of qualifications do not equip one with either the
actual skills or the attitude required for
the more technical implementation
issues. Training in this regard, is a potential solution. However, training on its
own is unlikely to resolve the problem
and needs to be supported by a mentoring programme.

80

Mentoring
Training on its own is not sufficient to
overcome the kind of shortfall mentioned above. Sending a person on a
training programme will not (necessarily) impart the skills required. What is
required is a long-term support system
that will result in the adoption of new
ways of managing programmes. Mentoring is a way to ensure that learned
skills stick and are adopted in the workplace. Having a programme management mentor involved with each major
programme will also allow regular
reviews to be conducted on the management of the system. In other words the
mentor should be constantly asking the
programme manager how things are
proceeding and also carrying out checks
to see whether all aspects of the management system are adhere to in the best
possible way. In cases of non-compliance
the mentor should advise the programme manger of the shortfall and
then assist him or her to correct the deficiency.
Attitude of employees
Passion and commitment. These are two
words that need to be used when describing successful programme managers.
Where these are lacking, success will be
as well. People with these qualities need
to be placed in programme management
positions. Passion and commitment can
be engendered in to programmes. This
can be achieved by ensuring that everything that is necessary for the success of
the programme is in place. The assessment team has seen instances where programme management staff are demor-

alised to the point of considering resignation because of endless internal problems
and outside interference. This situation
requires immediate high-level management intervention to resolve the issues
underlying the discontent. People who
are passionate and committed to the
course of the programme must be placed
in control. Senior management must sustain this commitment by removing
obstacles in the path of the programme
manager wherever possible.
Performance contracts
Many performance problems can be
related to tasks not being included in the
performance contracts of employees. It
therefore goes without saying that it is of
critical importance to include any programme management re-sponsibilities in
employees’ performance contracts.
Performance control of
contracted organisations
In a number of instances certain NGOs
have not fulfilled the requirements of
their appointments. This issue must be
closely managed and some form of risk
control by the contracting department
must be put in place. This might in the
form of a controlling body for NGOs in
the province, whose membership should
be known to the departments before
awarding contracts. This body can be
used to censure non-performing organisations or individuals. Another option
would be to require some form of indemnity insurance. The bottom line is that a
controlling mechanism needs to be put in
place to ensure that NGOs do perform.
Ring fencing (Finances)
The finance department staff have
advised the assessment team that it is
possible to report financial expenditure
on programmes. It is the assessment
team’s understanding that this cannot be
done in a manner that suits our definition of programmes. The team has also
been told that it is not possible to allocate a budget to individual projects on a
programme for example. Many of the
programmes reviewed use the finance
system to provide all financial reporting
and thus the inability of the financial
system to break down to project level is
a definite problem. Financial reporting
that allows for programme manage-

ment decision-making and control must
be put in place. To implement this, one
of the following alternatives could be
explored: 1) Making sure that any programme management system installed
is able to track these expenditures separately to the financial system or 2)
Amending the financial system though
adding further fields and reports (this is
the ideal option).
Ring fencing (Human resources
and span of control)
One of the strengths of some of the programmes evaluated is the deployment of
dedicated field staff and the limited
number of programmes that they control. This is the ideal situation with any
large programme, although it can be
costly. Ideally dedicated staff should be
allocated to the programme (particularly in the field) and their scope of control
should be limited so that they are able to
effectively monitor and control individual projects on a week-to-week basis.
Where programmes are struggling to
operate efficiently it is an option to create a programme office. This is related
to the idea of ring fencing whereby the
objective is to create a separate office
preferably outside the government environment and within which all the dedicated resources assigned to the programme are allocated. This allows for
the creation of a programme team that
can be built into a cohesive and (hopefully) better functioning unit. Outside
influences are minimised and morale
building is easier because it is easier to
build a team as a unit completely dedicated to the programme in question.
Reporting and filing
The assessment team’s general impression is that reporting is inadequate across
most programmes. Reports tend to be
narrative only. While this is important,
there is also a need for quantitative
reports that can be summarised across
programmes and departments such as
progress reports (time), expenditure and
quantitative KPIs. Programme managers
are also unsure of what information is
required by OtP and what format this
should be in. There is a need to implement a comprehensive information management system, which should be rolled
out over a period of time in phases.
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Cross-departmental reporting
In order for integrated reporting to take
place transversally across multiple
departments, any information system
must be modelled such that the key
developmental objectives of the province
can be reported on at a provincial level.
This will require category data (i.e. fields
that identify the
individual projects according to
type and location)
to be modelled at a
provincial level. It
will also require
that KPIs be
determined
so
that all projects (or
as many as possible) can report
against. To do this,
one must consider
the KPIs linked to
each of the focus
areas and attempt
to relate them to individual projects. This
approach will allow one to “roll-up”
work done to a provincial level. The
starting point for this will be to group
projects into the key cluster areas, i.e.
Social, Infrastructural and Economic.
This will support the OtP’s responsibility
with regard to provincial level reporting.
A data model should therefore be constructed that allows grouping and reporting on projects across departments and
even programmes, and determining
impact on the key strategic focus areas of
province and national government.

tioned in the previous recommendation,
should be ex-panded with an additional
module that can be used to analyse service
delivery and social needs, taking into
account the ex-tent of development. This
can be used for project prioritisation
based on an acceptable developmental
model. Such module wills of necessity
bring in the spatial
analysis aspect and
hence link to the OtP’s
GIS initiative. This
module could prioritise proposed projects
in terms of their strategic value (i.e. in terms
of the province’s and
government’s focus
areas) and economic
impact. This would
help to fulfil the OtP’s
responsibility of coordinating. A comprehensive
electronic
project management
system could be augmented with a needs
identification and prioritisation module.

Passion and
committment.
These are two
words that need to
be used when
describing successful
programme
managers

Central repository of information
There is an urgent need for a central
repository of information relating to
project implementation across the
province. This relates closely to the previous recommendation. Such a system
will address the problems highlighted
within this report relating to inadequate
filing as well as ensuring that collected
data is presented in a regulated format.
It will also allow the automatic generation of exception reports that will enable
programme managers to focus attention
on non-performing projects.
Needs identification and
project prioritisation
The project management system as men-

Requirements statement
The requirements statement drawn up
by the assessment team documented
minimum requirements in the following four areas:
• Project management — The knowledge areas included in project management and the difference between
project management and general
management are described. This general description of project management forms the foundation for the
other requirements stated.
• Project management plan — This
forms the basis for the execution of
any project or programme. The composition of a project management plan
is described in detail.
• Requirements for a project manager
— A project manager is the most
important link for the successful
implementation of the project/programme. The responsibilities, characteristics and roles of a good project
manager are therefore described.
• Information management — Information management includes the
management of the people, processes,
data and infrastructure that make up

an information system. Each of these
areas is discussed in detail. A minimum data set that will have to be
recorded per project on each of the
programmes is listed.
Systems plan
The final task performed by the assessment team was to draw up a systems
plan to guide the OtP in the migration
process from the current reality to the
situation described in the Requirements
Statement. The focus must be on the
following three areas:
• Human Resources Development
Programme — Human Resources
development programme must be
developed and implemented. The
programme must address both skills
development and mentoring.
• Programme Management Plan
Development — A comprehensive
project management plan must be
compiled per programme. Initially
the focus will be on the large programmes that are experiencing difficulties but eventually all programmes
will be included.
• Central Repository — The initial
database specified as part of the IPSP
must be developed further in such a
way as to allow for the phased implementation of a system that provides
for information gathering and
reporting to support the requirements of the OtP and the province.
The implementation of each of the three
recommendations is described along
with an implementation plan and preliminary budget estimate.
Way forward
Top management support from all line
departments as well as the OtP would
be crucial for the implementation of the
recommendations made and the adoption of the recommendations by all
stakeholders would therefore be the
first step towards the further implementation of the recommendations.
The recommendations should be
implemented on a pilot basis on a few
selected programmes, any required
adjustments in the approach identified
and applied, before being rolled out to
all programmes in the province.
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Service Delivery
Improvement Programme

Cala Police Station
82

trong leadership within the police
force can be a crucial factor that
can influence the transformation
of the force, resulting in effective
and improved policing.
This was the core message of Ms
Pumla Nqakula in a presentation to the
Service Delivery Learning Academy
outlining the gradual transformation of
one small police station in the Eastern
Cape which is making huge strides to
showing the way in terms of policing
that is supported by the community.
“Junior members want to impress
their commanders. However, if there is
no leader it means juniors have no one
to impress. Effective leadership and
communication is vital for ensuring the
realisation of a vision. Leaders are not
only mandated but also paid to lead. It is
therefore their responsibility to ensure
that they develop a culture of which
focuses on service delivery within their
department or service delivery units,”
she said, attributing the comment to the
station commissioner of Cala police station.
In outlining the gradual transformation of the police station she noted that
in 1996 the South African Police Service
(SAPS) initiated a project, which was
intended to provide a management tool
to improve quality of service to the pub-
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lic and the functioning of the police.
This was called “Project Lifeline”. This
was piloted at 100 police stations in the
country. These police stations were
expected to improve services with the
resources they had at their disposal.
The following problems were common to all the stations in the Eastern
Cape:
• response time to complaints;
• low conviction rate;
• high levels of absenteeism;
• low levels in member’s morale; and
• high crime levels.
The Service Delivery Improvement
Programme (SDIP) originated after the
merger between the old “Project
Lifeline” and the Community Policing
Pilot Project (CPPP). The reason for the
merger is the fact that they both had a
better service delivery towards the community objective. The SDIP led to dramatic improvement in service delivery
on few of the effected stations and it was
therefore rolled out to other stations.
Cala started implementing the SDIP
at beginning of 1998 because it was one
of the most needy stations and the standard of performance was very low. Due
to the style of leadership of the Station
Commissioner (SC), the programme did
not bring about any changes. The reason for this was the fact that the SC was
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not committed and did not appreciate
any initiatives from his members.
During the en-masse process, a new
SC was transferred to the station. The
new manager used the SDIP as a tool to
manage his station. He consulted his
membership and appreciated any help
from them. There was now support for
the SC because members were also
unhappy with the low level of performance.
When the new manager arrived at the
station, a big gap existed between the
police and the community because of
misunderstanding and the failure of the
police to address the needs of the community.
The implementation of the eight
Batho Pele principles helped to reduce
this gap. Consultation, openness and
transparency were the most important
principles in building trust and closing
the gap that existed between the police
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tration duties who were
involved in crime prevention duties after hours without expecting overtime
remuneration
further
showed this dedication and
commitment. Whilst doing
crime prevention duties they
were also doing investigations, taking statements
from witnesses, serving subpoenas and arresting wanted
persons. The community
saw these actions as commitment to the eradication of
crime.
Absenteeism at the station
is between 0 and 1% and the
morale of the members is
99%. However, factors
affecting morale at the station are promotions and
salaries, which, unfortunately, are not within the ambit
and power of the station to
resolve.
In conclusion, this is what
the Station Commissioner of
Cala has to say about leadership: “Junior members want
to impress their commanders. However, if there is no
leader it means juniors have
Director Wahab head of SAPS in Limpopo
no one to impress. Effective
leadership and communicaand the community. The station started
tion is vital for ensuring the realisation
involving the community in discussions
of a vision. Leaders are not only manabout the priority crimes and areas the
dated but also paid to lead.
community wanted improvement on.
“It is therefore their responsibility to
By doing this, they began to know and
ensure that they develop a culture of
address the needs of the community.
which focuses on service delivery within
The community also started knowing
their department or service delivery
about the problems that were being
units. This can only be achieved
experienced by the police and began
through leaders that are prepared to
empathising with them such that they
demonstrate commitment to change on
were willing to transport the police on
a continuous basis and by making servtheir vehicles to attend to their comice delivery a focal point around which
plaints if there were no vehicles at the
everything revolves.
station. Because of the trust, the com“Leaders must provide an enabling
munity also started to bring suspects as
and supportive environment for the
well as give information to the police.
staff. Such an environment can only be
Every year during February, the police
created through effective communicagive an annual report to the community.
tion where an awareness of processes is
It was not easy for the police to implecreated. It is important to test the level
ment these changes but because of their
of awareness throughout the organisacommitment, dedication and tolerance
tion in order to ensure that everyone
they were able to help their customers.
knows what to expect and how to conMembers that are tasked with administribute to the transformation process.”
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A Firm
Democrat
in Charge
The Director-General of Mpumalanga Province
spoke to Daan Prinsloo about what makes
him tick, and future challenges and plans
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t is perhaps not widely known that Mpumalanga Premier,
Ndaweni Mahlangu, and the Provincial Director-General,
Adv Stanley Soko, share an important common factor: both
had previously been magistrates. Mr Mahlangu chose politics
and became Premier. Adv Soko remained in the Public
Service and became provincial Director-General. This common
factor (apart from both being born and bred in Mpumalanga)
has in recent years led to a joint effort to strengthen the province
in critical areas of governance and administration.
Finance is an appropriate example. One of the proud
moments in Adv Soko’s career was when, on 31 May 2002, he
could announce that for the first time in the eight years of the
province’s existence, the Provincial Administration had managed to successfully close the books of all its departments and
present their financial statements to the Auditor General. He
believes many contributing factors enabled the province to
meet the challenge and comply with the Public Finance
Management Act.
“An important factor,” he says “was the implementation of
the Basic Accounting System in April last year to create and
contribute towards a better system of financial management in
the province, as well as enhancing financial accountability.
This has indeed happened !”
With the implementation of BAS, and in accordance with
the PFMA, each provincial department had to appoint Chief
Financial Officers to control their finances. The Heads of
Department as accounting officers for each department must

I

ensure that the generally recognised accounting practices are
adhered to, which will result in the closure of books on a
monthly basis.
Soko adds: “It was indeed a proud moment for me to present these financial statements to the Auditor-General. We have
an obligation to our people to ensure that our finances are
managed effectively, and through this practice of sound financial management we will lend a hand to push back the frontiers of poverty and broaden access to a better life for all.”
A second element of good governance for Adv Soko is
focused on the promotion of clean and transparent administration.
“We abhor and condemn acts of maladministration,” he
says, “and we encourage the public or any official to continue
blowing the whistle.”
In this regard he feels sad about his province often being
associated with maladministration. He holds the view that
major incidents are often accompanied by inaccurate and
unobjective media reports that more often than not, neglect to
mention the actual good that is being done in the province in
the fight against corruption. As far back as February 2000 the
Premier had established the province’s first-ever AntiCorruption Toll Free Hotline, which members of the public
could contact to report cases of corruption. Three permanent
staff members in the office staff the hotline, where calls are
received and reported cases investigated.
His career background in legal administration may explain
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Adv Soko’s strong stance on sound administration. But, it was
a long road to travel to where he is today.
Mmeli Stanley Soko was born in Bethal, Mpumalanga in
1956. “When it comes to my family background I must say that
it was very difficult, growing up in a very poor family,” he
recalls. “My father and mother were illiterate. During my
school years my parents didn’t know what my report card was
all about, they couldn’t even read it. Even if the school reported some mischief on my part to my parents, they would not
have known about it.”
Largely unknown to his parents, but fortunately for him, he
excelled at school and received a bursary to complete his high
school education. At the time there was a perception that
KwaZulu-Natal had higher educational standards, and he
consequently departed for the Mlokothwa High School, where
he matriculated in 1975.
He started his legal studies at the University of Zululand
with the assistance of a bursary from the Oppenheimer Trust.
However, the nationwide unrest during 1976 disrupted his
studies and he returned home to work as a personnel clerk
with Eskom. He resumed his legal studies a few years later and
in 1984 completed the B. Proc degree at the University of
Zululand.
Even at school he had intended to go into law, and his school
did not teach mathematics and only presented a general matric
he could not enroll for example in the natural sciences. He
chose law, something he has never regretted. He has loved the
challenges of a career in the legal field and believes it has provided him with a sound background for the demands of
administration he has so often faced in his career.
“When I started looking for employment as a prosecutor
with my law degree,” he recalls, “I was told that in the previous RSA public service I could not be employed as a prosecutor, only as a secretary. I found that unacceptable and applied
in the former KwaNdebele. After my appointment I was told
there was a policy that you started as an interpreter for a
month or two depending on how good your Afrikaans was,
because most of the procedures and documentation was in
Afrikaans.”
He then tells the amusing story of how the presiding officer
tried to embarrass him on his first day. Without even asking
him whether he was able to speak Afrikaans, the magistrate
started off with the case, speaking very fast to the accused and
expecting Soko to start interpreting immediately. With his
excellent command of a number of South African languages
he was able to astonish everyone in court with the fluency of
his interpreting.
Three days later he was surprised to be handed a stack of
police dockets and was informed he was to start immediately
as prosecutor, ironically in the court of the same magistrate
who had tried to embarrass him. Two months later he was promoted to control prosecutor, and in January 1986 he was promoted to magistrate at the Mdutjana Magistrates Office.
Following a break as an articled clerk in Empangeni and the
completion of his LLB degree at the University of Zululand in
1987, he returned to the public service.
He was legal officer, later senior legal officer and ultimately
senior state law adviser with the Head Office of the

Department of Justice of KwaNdebele in Siyabuswa.
With the amalgamation of the different public services in
South Africa, Adv Soko became the first black State Law
Adviser to join the Head Office of the Department of Justice
in Pretoria. His rise to the top quickly followed: in 1996 he
exchanged Pretoria for Nelspruit when he was appointed
Head of the Department of Safety and Security, and in
October 2000 he took over the administrative leadership in the
province as Director-General.
Adv Soko is proud of the major transformation the office
has undergone since then to improve service delivery and the
day-to-day administration of the office. In addition to the
macro-function of the office, it also has to ensure the optimal
operation of their strategic units. Emphasis has been placed on
section heads developing into competent managers and not
simply participants in the system. This is aimed at creating an
environment where decision-making is devolved to the levels
where services are delivered. His goal is to improve the overall
performance of the provincial administration by adopting a
system of performance management and programme budgeting based on the evaluation of outcomes.
Stanley Soko loves his job; more importantly, he loves work.
“My work is my greatest passion,” he says “and with my family still residing in Pretoria I go to work early in the morning
and stay until late. My exposure to administrative work started early on in my career, and I had to learn to work fast and
accurate, to allocate and co-ordinate work, to control and register and to deal with backlogs, to deal with difficult people in
difficult situations.”
He believes his style of management reflects his background,
and he strives to maintain a balance between being firm and
being democratic. “There is a time when the voice and opinion
of everyone must be heard, but there also comes a time when
decisions have to be made. If I have to make the decision, I do
so on the basis of what the considered inputs contained, but
also on what I know and believe to be the correct decision
within the framework of the law, good governance and participatory democracy. We even involve municipal managers in
our cluster meetings, and mayors in political cluster meetings.”
His strong work ethic and approach to sound administration
stand him in good stead in the post he holds. “The Office of the
Premier is the nerve centre and hub of the Provincial
Administration under my guidance. We have to lead by example, playing an advisory and co-ordinating role for other
departments, as well as monitoring their work to ensure those
departments meet their objectives and goals. The office also
co-ordinates the alternative bi-weekly Cabinet Caucus and
Cabinet meetings, as well as the meetings of the forum of
Heads of Departments, known as Tinyosi.”
The Director-General freely admits that the comprehensive
scope of his responsibilities leads to a hectic work schedule, but
as he does not care much for other forms of relaxation, he finds
fulfillment in his challenging job.
Adv Soko is an admitted advocate of the High Court of
South Africa and a member of the National Association of
Democratic Lawyers (NADEL). He is married to Lindiwe
and they have two sons and a daughter: Khulekani, Manqoba
and Sthembile.
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The Relevance of
Human Resource
Management
87
n basic terms, all institutions are
dependent on people, money and an
organisational structure of some sort,
with responsibility allocation, for
accomplishing their missions.
It therefore stands to reason that
human resource management is central
to the functioning and service delivery
of each and every institution.
Services rendered by the public service are by their very nature labour intensive. As such, public service delivery is
directly dependent on, amongst other
things, a motivated, loyal, committed,
dedicated, knowledgeable, competent
and diligent work force. Sound human
resource policies, procedures and outcomes are therefore especially crucial to
service delivery in the public service.
Essentially, HR is a collective term,
comprising a network of activities
which, although more often than not,
managed as distinct areas of specialisation and know-how, are always interrelated. Poor performance in one area

I
Eugene Du Preez of the Public
Service Commission notes that
sound human resource policies,
procedures and outcomes are
especially crucial to service delivery
in the Public Service. And filling
posts within the public service is not
easy, and should be given due
care and consideration.

has a ripple effect through all other subsequent or related processes.
Of all HR practices, recruitment and
selection collectively represent one of
the most important HR practices, given
the link between good quality staffing,
i.e. recruitment and selection and service delivery. However, this is often overlooked.
Where do departments
go wrong?
The Public Service Commission has
been involved in investigations of
numerous
complaints
regarding
recruitment and selection over the last
couple of years. While conducting these
investigations, a definite trend emerged
in terms of the problems and constraints
experienced with recruitment and selection.
Departments generally do not:
• have detailed policies and procedures
in place to inform the objective, fair,
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equitable, consistent and responsible
application of recruitment and selection practices;
• have standardised methods and procedures in place to ensure compliance
with the constitutionally-prescribed
values and principles and national
norms and standards regulating HR
in the public service;
• thoroughly consider what skills, competencies, training and traits they
require from candidates that vie for
vacant posts before advertising these;
• properly determine valid selection criteria and apply these consistently;
• structure their selection processes in
accordance with these criteria;
• motivate and record their findings
and decisions properly; and
• monitor their own conduct with a
view to improvement.
Implications

88

The results of these shortcomings are
generally that the filling of posts takes
exceptionally long and that selection
processes do not yield the results they
are meant to. This points to recruitment
and selection currently not being managed as a means to bring about effective
and efficient service delivery. From this
perspective, mistakes made in respect of
recruitment and selection require costly
and extensive rescue measures at other
levels, such as:
• a greater need for guidance by managers at higher levels to off-set junior
employees’ inability to function independently;
• detail and time-consuming mentoring;
• extensive training; and
• a concomitant heavier burden on
other members of staff to ensure goal
attainment.
What needs to be done?
Departmental policy
In order to recruit and select in a valid,
effective, fair, equitable and transparent
manner, departments need to apply fundamental principles in accordance with
the public service’s regulatory framework and other relevant legislation.
This, in turn, is dependent on departmental policy as an enabling tool to

guide their strategies and actions.
The purpose of departmental policy is
to communicate what is to be accomplished, how, by whom and when.
Policies and procedures are often
viewed, perhaps not always unfairly so,
as inhibiting and stifling managerial
freedom.
However, one only needs to consider
the intricacy of labour law and related
legislation to understand why this is
necessary. They safeguard both employer and prospective employee against
abuse and manipulation. In the absence
of departmental policy, the door is left
wide open for abuse and all kinds of
malpractices.
Responsibility acceptance
Recruitment and selection are first of all
a line management responsibility. It is
the responsibility of line managers to
keep their posts filled, to oversee the
overall management of the recruitment
and selection process and to obtain the
assistance of departmental personnel
offices in this regard.
Line managers should see to it that all
relevant activities, whether handled by
themselves or by their personnel offices,
are managed effectively and efficiently
within reasonable time periods.
In order to do this, a clear demarcation of tasks and responsibilities is necessary, so that line managers remain in
control of the entire process and are in a
position to question activities if, for
example, reasonable time periods are
exceeded.
Advertising
What you advertise for, is what you get.
The aim of an advertisement is to reach
the broadest possible pool of candidates
within a specifically targeted domain.
For example, there is no sense in advertising a post to people who do not have
the knowledge, skills and competencies
to perform the job. Naturally, this does
not apply to entry-level or trainee posts
and care must be taken that the principle of free competition is not compromised.
It is vital that an advertisement clearly sets out the requirements to be met by
applicants. This will enable them to do
self-selection where they can compare
their candidature to what is required.

This will assist in cutting down on the
submission of non-qualifying applications. The content of advertisements
ultimately represents the selection criteria applicable to the filling of the post.
It therefore stands to reason that the
better the effort that goes into the content of an advertisement, the easier subsequent processes will be and the better
the quality of the outcome. This
requires of departments to apply their
minds fully to the formulation of advertisements. An advertisement is not an
object on its own, but is a tool to satisfy
an objective at a much higher level, i.e.
at a strategic HR planning level, where
thorough consideration has to be given
to the need for knowledge obtained by
means of tertiary education and/or skills
and competencies obtained in practice.
Sifting applications
Despite targeted recruitment, an advertisement can in practice elicit many
more applications than anticipated..
From all of these, only one needs to be
identified per vacancy. This is a mammoth task which has to be conducted in
a fair and open manner where no one is
unduly advantaged or disadvantaged.
Effective and accountable screening is
the first step in eliminating applications
that do not meet basic appointment criteria as contained in the Public Service
Act and the requirements contained in
the advertisement.
If these criteria are not met, there is
no obligation on the employer to consider such applications. Applications that
are incomplete or do not meet the minimum appointment criteria are therefore
considered unsuccessful applications.
However, the screening of candidates
is an important decision-making activity that forms part of the total selection
process. Since this activity has an important impact on the rights and expectations of applicants, the process should be
managed in a responsible and accountable manner. For this reason, and considering that this may be challenged, it is
important that it be documented and
put on record.
For the screening process to meet its
objectives, certain basic principles need
to be adhered to. They are the following:
• A fair set of screening criteria should
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apply, which should have the sole
purpose of identifying those applicants who meet the minimum
appointment and advertised requirements.
• Screening criteria must be in line with
the job content and appointment, as
well as advertised requirements.
• Applicants should be clear on the criteria that apply, i.e. as contained in
the advertisement. The criteria
should apply to all applicants in a
consistent manner.
• Any waivers (i.e. applicants passing
the screening test without meeting
basic requirements) should be fully
motivated and approved and be properly documented.
• Declarations should be made of
whether any candidate is related to,
or friends of an official in the component where the vacancy exists, together with steps taken to uphold fairness,
equality and objectivity, if such relationship(s) exist(s).
• The various activities of the screening
process should be documented and
put on record. In fact, these principles are generically applicable to both
the short-listing and final selection
phases discussed hereafter as well.
Short-listing
After having completed the screening
process and eliminated those applicants
that do not meet basic or minimum
requirements, the next objective should
be to identify a manageable size (pool) of
applicants (a shortlist) who are best suited to fill the position successfully and
from whose ranks the most suitable candidate is to be selected. Advertisements
generally only specify the minimum
appointment requirements in respect of
qualifications and competencies (knowledge, skills and, where required, experience). Candidates complying with these
enjoy a legitimate expectation to be considered for an advertised position.
However, this does not prohibit an
employer from giving a more
favourable consideration to applicants
that surpass the minimum requirements, as long as this is in line with the
job content of the post in question. At
the end of the day it is about identifying
a manageable pool of better suited candidates for a specific position, in the

interest of the State, taking into account
Affirmative Action (AA) and
Employment Equity objectives (EE).
Normally, a short list of better suited
candidates is arrived at by utilising a
quantified scoring grid. Each candidate’s candidature is weighed against
the advertised requirements and given a
score. This score represents the extent to
which each of the requirements is met.
Following on to this, a realistic aggregate cut-off score is determined to provide a manageable size of applicants
from which the most suitable candidate
is to be selected in the final selection
phase. The objective here is to commence the selection process by firstly
only concentrating on the pool of best
suited applicants. The principles underlying this phase of the selection process
are basically the same as those applicable
to the screening process.
Selection can be based on one or more
of the following techniques:
• interviews;
• psychometric testing;
• in-basket simulations;
• written tests;
• review of past accomplishments;
• assessment centres and
• reference checking.
No specific technique is prescribed for
the public service, but interviews are by
far the most commonly used technique.
Nonetheless, whatever methods of
selection are used, care must be taken
that this does not work contrary to AA
and EE objectives.
As far as selection interviews go, the
majority of interviews are conducted
within an hour on average. Committee
members therefore have less than an
hour to form sufficient and valid
impressions about each candidate to
enable them to select the most suitable
candidate.
The hour or so spent in on interview
should represent a rather small portion
of the time a committee member utilises
to prepare him/herself for an interview
by working through the advertisement,
application form, CV, the job description, duty sheet and outcome of the
short-listing process in order to obtain a
profile of each candidate to be interviewed. The purpose of the selection
interview is, against this background,
only supposed to focus on getting clarity

and more information on specifically
identified areas of an applicant’s candidature and to test the accuracy of information contained in the application
form and CV with regard to the nature,
level, extent and depth of competencies
(knowledge, skills and, if required and
justified, also experience).
However, in practice, the Public
Service Commission found selection
interviews to be inconsistent, with questionable validity in terms of the advertised requirements. Quite frankly, on
the basis of what is put forward in support of the nomination of the most suitable candidate and the elimination of
the remaining candidates, the PSC
could, more often than not, not establish
how departments arrived at their decisions.
Concluding remarks
The importance of the often intricate,
technical and legalistic nature of HR is
widely underestimated. People management requires as much skills and
knowledge as other areas of an institution’s business, if not often more. Yet,
managers seem to be reluctant to
acquaint themselves with all applicable
prescripts and do’s and don’ts in respect
of HR, or simply to obtain advice from
their Personnel Office.
This, often at the expense of their
institutions and service delivery objectives. Public Service managers must
remember that they are not owners of
authority, but agents of public purpose.
All actions and decisions of managers
must therefore always be in the interest
of the State and backed by thorough and
valid motivations.
In accordance with its constitutional
role and functions, the PSC will,
towards the end of the year, publish a
toolkit on recruitment and selection
which departments may consider to use
as a reference source.
This is a highly detailed document
with numerous practical hints which
will not only assist line managers in conducting recruitment and selection in a
more responsible, valid and accountable
manner, but will also be of value to
departmental personnel offices in providing staff advisory support to line
managers.
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From the Ashes

The
Phoenix
Rises
90

Prem Govender tells
the story of how
Johannesburg, long
regarded as a sinking
ship, has been turned
around to become
what it is today — a
beacon of success

he migration of people from rural
areas to the cities known as
urbanisation is a socio-economic
phenomenon that characterises
the developmental history of
many countries in the world. In many
so-called developed countries, particularly during the industrialisation era,
large volumes of people left rural areas
to settle around large cities usually in
search of jobs and better living conditions.
However, in many instances, the positive spin-offs from this mass migration
were far outweighed by the negative
elements associated with it as many a
city did not have adequate resources,
namely, infrastructure, capital, etc. to
absorb the new urban citizens. This
unfortunate aspect is more evident in
developing countries where urbanisation is presently occurring at an even
faster pace.
This case study presents the story of
Johannesburg from when it was all but
collapsing under the burden of urbanisation, to a time when, by putting in

T

place rigorous management systems
geared towards proper servicing of the
residents, it is slowly but surely clawing
its way back to its former splendour and
glory.
Background
The city of Johannesburg in South
Africa has, over the years, been attracting a large proportion of people from
other overwhelmingly rural provinces
who come in search of job opportunities
on the mines, industries and other
employment sectors.
Because of this large influx of people,
the city gradually succumbed to a variety of overwhelming pressures associated with urbanisation.
We suddenly saw a majority of the
city’s residents, most the “haves” make
room for the “have-nots” for fear of
crime; over-crowding, environmental
depletion and general poor living conditions.
As a result of these, and other factors,
Johannesburg, like other major cities in
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other developing countries such as
Lagos in Nigeria, experienced the phenomenon of inner city decay and general degradation.
Financial
The city was in financial arrears of
R2.1-billion with R1-billion in bad debt.
There was no cash in “funds”. Long
term debt and call bonds for the year
1998/99 amounted to R721-million with
R75-million on call bonds and for the
year 1999/2000 it was R696-million.
Despite cuts in operating expenditure
and capital there was a R291-million
deficit. For the year 1999 capital
amounted to R84-million, net operating
expenditure amounted to R7-billion.
The city lost a lot of money through
wastage, fraud, bad management and
non-payment of services.
Institutional
There were no distinctions between
commercial and other departments.
There were five administrations doing
the same thing. There was a gap
between policy/decisions and implementation and they were not performance linked. This resulted in slow
bureaucratic procedures, wastage, and
low initiative. Management information
systems and management skills were
weak.
The Financial and Institutional systems and processes resulted in the:
• running down of city infrastructure;
• reduced services to communities;
• low morale/productivity of staff; and
• bad and under utilisation of money/
people/assets.
The spectrum of possibility
Johannesburg had to reconsider the
institutional and financial structure and
therefore had to look at the full spectrum of possibilities towards learning
efficient, affordable and accelerating
service delivery.
Johannesburg considered the following institutions:
1. Government departments (Admin.
Bureaucratic);
2. Government business unit (Integrated cost centre EMS, MPD)

3. Contract out (Billing, Maintenance,
Meter reading);
4. Corp/MANGMT contract (Water,
Propcom);
5. Corporatisation (Electricity, Refuse,
Zoo, CT, FPM, Mbus, JDA, JRA,
Parks);
6. Joint venture (Kelvin Power Generation);
7. Concession (None: Jhb, other cities:
Dolphin Coast and Nelspruit); and
8. Full sale (Rand Airport, Metro Gas).
Johannesburg recognised that government departments are administrative
and bureaucratic with no thought or
consideration to treat people as customers. Hence the focus was on business
units, contracting services such as
billing, maintenance, etc. The city identified entities that were to be co-operated with management contract in place
viz Propcom and Jhb Water, those that
were to be joint ventures and those that
were to be sold.
Out of this IGOLI 2002 was born. It
leads to the establishment of the following:
Prog A — Utilities
Johannesburg Water Management
Contract (Johannesburg Water Pty Ltd)
Electricity Utility (City Power Pty Ltd)
Waste Management (Pikitup Pty Ltd)
Prog B — Agencies
Roads and storm water (Johannesburg
Roads Agency Pty Ltd)
Parks and cemeteries (City Parks section 21 company)
Prog C — Privitise 1%
Metro gas sold to Egoli Gas part of
Cinergy group.
Rand Airport sold to consortium of airport operators.
Prog D — Corporatise 7 %
Zoo (Section 21 company)
Civic Theatre Pty Ltd
Bus Co (Metro bus Pty Ltd)
Property (Propcom management contract with Intersite)
Jhb Fresh Produce Market (Pty Ltd)

nised the importance of separating the
roles. By doing this, the city was now in
a position to effectively monitor finances
and service delivery performance of the
companies in which it is the 100% shareholder.
In understanding PPPs, the following
should be noted:

Johannesburg identified the need for
the separation of roles. Previously it was
both the game ranger and poacher.
As a Local Authority it performed the
role of Authority, Regulator and
Operator together. In order to become
efficient, affordable and meet service
delivery demands Johannesburg recog-

Establish institutional mechanism:
Establish PPP steering committee
Ensure that there is a strong leadership
and skill to drive process. Separate from
normal administrative functions. Give
full accountability to appointed person.
Appoint Project leaders dedicated solely
to PPP. Political and Functional system

Enabling legislation
Ensure legislation allows for PPP.
Remove uncertainty. Empower local
authorities. Follow the legislative procedures optimally.
Communication
Develop programme for communication with: customers, employees, unions,
province and National Government.
Other relevant stakeholders, e.g. business understands the dynamics prior to
choosing option. Communication constitutes 80% of the work and should not
be undermined in any way.
Information/data gathering
Obtain data: Carry out feasibility:
finance, human resource, operations,
fixed assets, environment, etc. This is
critical as it pertains to accuracy and
reliability of information. Take the
required time to get it right.
Finance
Determine
funding
availability.
Allocate funds. Higher costs may be
incurred in short term. Once local
authorities embark on programmes
involving private sector there is grant
funding available and should be utilised.
Also we must allocate funds from the
budget for the exercise.
Identify functional area for PPP
Water and Sanitation, Electricity, Solid
Waste, etc.
Determine the institutional options
available and select appropriate one for
your circumstances.
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to be integrated. If availability strategically select politically able person to lead
PPP. Allocate financial resources to PPP
programme. Local and international
advisors should be appointed or should
be made available. Appoint labour relations adviser. Develop time frame and
performance measures. Incentivise
team. Regulatory system to be a project.
Prior to involving PPPs one should:
• Determine and understand PPPs.
• Assess government’s performance in
service delivery, e.g. refuse, water, etc.
• Identify core function and area of poor
performance.
• Government and management highlight the problem to all stakeholders
especially employees and unions.
• Indicate the need to implement PPP
options.
• Develop a programme and time frame
to investigate and submit options.
Information should be as detailed as
possible.
• Establish a specialist team, namely,
economist, financial specialist, institutional and legal specialist, labour
relations.
• Allow stakeholders to be given an
opportunity to provide possible selections/options for delivery.
• Report back and agree on preferred
option.
Any restructuring whether it’s a department or private company must ring
fence itself in order to obtain an understanding of the sole function and cost of
running the entity or department.
Categories for ring fencing include
Human Resources, Fixed assets,
Financial Statements, Support Services,
Management Reporting Systems and
operations are data required for RingFencing. This would provide entity
with a value that determines its operations.
The process for undertaking PPPs
include the following:
• conduct due diligence study;
• carry out request for qualification;
• establish information centre (make all
information available);
• short list and request for proposals
(put in contact to be marked up as it
saves time and money);
• hold bidders’ conference;
• Evaluate bids — make sure that inde-

pendent auditor is appointed;
• select preferred bidder;
• negotiations — have strong negotiating team; and
• finalise contract.
Separating an entity allows for:
• accountability;
• reduce political bureaucracy;
• attract/retain good staff;
• investment; and
• transformation.
The following are some lessons learnt
during the Joburg process:
Pre PPP
Strong political will and leadership are
needed. Reliable and accurate data.
Appoint skilled project managers..
Communicate with all stakeholders.
Put programme in place to address
unions/employees.
Due Diligence
This is the most time consuming due to
data reliability. Provide adequate time
for process and debate. Understand the
market.
RFQ
Advertisements must be clear and
should safeguard LG. Adjudication
panel should be carefully selected. Keep
it technical. Evaluation criteria should
be determined upfront.
RFP
Contract should be submitted as part of
the RFP for mark up. Ensure transparency throughout. Have two
envelopes: Technical and Financial. If
technical not sound or good then don’t
open financial envelope.
RFP Evaluation
Adjudicators should be carefully selected. Criteria must be sent out with RFP.
Be wary of point scoring and its limitations. Evaluation process should be
audited.
Selection of preferred bidder
First and second bidders should be
selected to use as a negotiating tool.
Check background of bidder.
Negotiation
Most critical phase. LG do not negotiate
well. Neither do consultants. Issue of
Risk and its allocation must be carefully
determined. Ensure that contract mark
up lead to only a few important negotiation points. Only the lawyers get rich
out of this process.

Only have one legal advisor.
Contract Monitoring
Set up regulatory system in parallel with
PPP process. Identify what must be
monitored. Know what must go into
contract.
Communication
Make sure all stakeholders are
informed. Keep records of Interaction,
especially with unions.
Customers — Ensure that all customers
are taken over by responsible entity.
Risk — Make sure risks are properly
defined and allocated, e.g. revenue management. In management contract risks
are with utility.
Red tape — Make sure bureaucracy is
limited.
Time — Momentum must be maintained. Speed is essential but must not
compromise quality.
Separate roles — Policy maker must be
separated from regulator and operator.
Conclusion
PPPs are not a panacea for addressing
government problems.
Government
must
determine
whether it is a delivery agent or a regulator/facilitator of services. This can be
decided by assessing Government’s performance in service delivery.
The above relates to how effective
and efficiently are services being delivered, is the quality of the service provided acceptable to the community, is the
tariff structure affordable and acceptable, is finance available, are skills available, is government able to deliver services to the poor?
Is it a core function of government?
Can the private sector do it better.
If the answer is “no” to any one of the
above then government must seek alternative delivery mechanisms.
Key learning points
• Treat community as if they have a
choice.
• Do not be afraid of making mistakes!
• Constantly ask: “Are you doing the
best that you can?”
• If it is the right thing to do then nothing can go wrong!
• Take the leap of faith.
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SDI Progress in
Limpopo Province
Department of
Public Works
94

n 1996 the Department formulated a
Service Delivery Improvement (SDI)
programme aimed at addressing
problems of:
• a huge service delivery backlog,
with insufficient progress in addressing its elimination;
• deteriorating infrastructure;
• personnel expenditure over-dominating the budget; and
• an over-large, under-skilled workforce.
Management:
• concentration on sticking to rules and
regulations rather than quality and
quantity of core service delivered; and
• lack of awareness of costs of activities
absence of pre-planning and programming.
The programme seeks to address these
problems through:
• re-engineering of systems;
• training and capacity building;
• delegation of authority;
• performance management;
• project management;
• single point accountability
leading to
• improved efficiency of internal units;

I
After a civil engineering
career in the UK public sector,
Huw Bolsdon is now
employed by the Limpopo
Province Public Works
Department to assist with
Service Delivery Improvement.
In this article, he updates
us on progress made thus
far following the original
case study published in our
Launch Edition last year

• becoming more business-like;
• improved management; and
• an increase in service delivered without increasing expenditure
The new public service regulatory
framework emphasises increasing efficiency and output, performance management, devolving authority, and
accountability. It removes many bureaucratic obstacles and offers an opportunity for improvement.
This paper reports the progress made
on commercialisation in the Limpopo
(previously
Northern)
Province
Department of Public Works, since the
article published in the launch edition of
Service Delivery Review. It deals with
development of the improvements in
commercialisation of road maintenance, and introduction of the principles
of commercialisation in the fields of
building
maintenance;
cleaning,
grounds maintenance and security services (Property Services).
Roads Maintenance
Since 2000 donor support through IPSP
has been used to employ consulting
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teams to assist with the process of commercialisation of routine road maintenance activities carried out within the
Department.
Earlier phases of this initiative had
concentrated on raising commercial
awareness, sharing project management
skills and developing basic abilities in
measurement and costing. Unit costs for
a variety of standard activities were
derived by recording costs and quantities of work carried out at test sites.
These derived unit costs were agreed by
each of the teams, for use by regional
managers in production of the business
plans.
Maintenance Units have now taken
their newly acquired management skills
into the implementation phase and are
attempting to carry out the maintenance

function in accordance with their business plans and work schedules. The
process relies heavily on the availability
of data on which to base judgements on
whether their work is meeting the aims
of their programmes and whether the
actual costs of operations are within
their allowed costs.
This data is contained in daily record
sheets, filled in by foremen, and containing details of work carried out and
all labour, plant and materials used. The
data is then captured in the costing system database and used to compile
monthly progress reports on outputs
achieved and actual unit costs of operations.
Regional workshops, at which the
monthly reports of each cost centre are
examined and challenged, have proved

to be an invaluable tool in improving the
competence of the staff to provide accurate records, understand the process and
appreciate the benefits of being better
organised. As experience is gained, target outputs can be adjusted up or down
to reflect realistic expectations. These
figures have also been used to develop a
justifiable proposed staff structure.
Much consideration went into the
choice of a costing system. This concluded with the adoption (at least for the
time being) of a simple, easily understood system which will provide basic
information without overtaxing the
limited ability of some of the participants in the fields of literacy and computer skills.
In the meantime, these shortcomings
are being addressed through the
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Department’s general training programme.
Members of a small SDI team at head
office are available to support and mentor as follow up to the activities of the
consulting teams.
A study of the activities of the
mechanical workshops has led to the
introduction of much improved administrative procedures aimed at speeding
the flow of work, ensuring routine preventative maintenance is carried out
regularly and recording all activities and
costs for each item of plant.
The latter will enable far more
informed management decisions to be
made on suitability of different items in
terms of performance, overall cost and
reliability. As part of the continuing
learning and development process,
audits of correct use of the new systems
take place, followed by internal seminars to address and rectify persisting
problems.
Training leading to improved skills
and accreditation has commenced for
operatives and mechanical workshop
personnel.. It is intended that this whole
process will lead to the road maintenance teams being assured of the reliable availability of suitable plant at competitive prices.
Building Maintenance
& Property Services
Under IPSP 2, funds were made available to engage consultants to expand the
initiatives commenced in road maintenance, into the fields of Building
Maintenance and some Property
Services activities (cleaning, grounds
maintenance and security services).
The goals were:
Building Maintenance Unit
• Periodic inspection and maintenance
carried out effectively;
• Projects managed through a detailed
work breakdown structure;
• The Buildings Management
Information System being implemented;
• Budgets utilised effectively and efficiently; and
•Streamlining activities along activitybased cost methods.
Property Services Unit
• All gardens maintained and kept

beautiful and enjoyed by tenants;
• Improved guarding of Government
premises;
• Periodic inspections and maintenance
carried out effectively;
• Budgets utilised effectively and efficiently;
• Streamlining activities along activity
cost-based methods; and
• Premises will be kept clean and
hygienic.
The contract specified that the goals
should be met through the following
deliverables:
• Improved output and efficiency.
• Put system in place to measure output
and cost of output.
• Develop regular reporting system on
all levels of production.
• Develop Quality Specifications for
output.
• Develop and put in place system to
ensure quality specification adherence.
• Develop capability to produce Budget
Based and Rationally Prioritised
work-plan in all cost centres and to
measure work against that plan.
• Ability to plan, allocate resources to,
cost and control jobs.
• Deliver training in a way that promotes skills transfer to Department
staff members of all the deliverables
(training of trainers).
As the same consulting team was
appointed
for
both
Building
Maintenance and Property Services
projects, they are now being run as a single project, providing economies of
scale. A departmental task team of 24
staff has been set up to work with the
consulting team for a period of approximately a year.
Its members have been carefully
selected to provide staff representing all
activity areas, disciplines involved,
regionsand levels of seniority.
After initial training, the task team
was broken down into sub-teams, each
of which has taken responsibility for
researching and plotting a number of
existing processes in the pilot region,
these have then been critiqued to identify flaws and steps in the process which
may hamper excellent service delivery.
The next step will be to redraw the
processes in a more satisfactory form,
for consideration by everyone involved.

The improved procedures will then
form the basis for the development of a
departmental quality system.
In parallel with the process outlined
above, studies of individual operations
have been undertaken in order to collect
data which will allow unit costs to
be calculated for most common activities.
The current activities of the task team
are fulfilling the obligation to “train the
trainers”, as the team members will play
a vital role in introducing the improved
procedures into the other five regions,
after they have been fully developed in
the pilot region.
The setting up of the task team in this
way has already brought benefits to the
department by:
• breaking down barriers between functional groups;
• bringing new “independent” views on
functional processes; and
• providing a “leading edge” profile to
SDI, which others are now keen to
buy into.
Conclusion
In the field of road maintenance the
gains in productivity achieved in the
pilot region are being consolidated. Staff
members are becoming more comfortable with the management processes as
they gain familiarity with them. Work
is becoming better planned and more
reliably reported.
In the regions the pace of progress
varies, but in all cases it is positive.
Early indications in the Building
Maintenance and Property Services
project are very encouraging.
Initial reluctance by managers to dedicate high numbers of staff to the task
team has been replaced by wholehearted
confidence in the benefits the commitment is likely to bring.
The Department is slowly but noticeably changing:
• From crisis management to management through objectively determined
plans.
• By starting to quantify and pre-plan
work to be done.
• Culture change from rule-oriented to
output-oriented.
• Use of monthly reports to identify
need for corrective action.
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Sekhukhuni
the Infrastructural
Challenges Ahead
Joe Motene grapples
with the challenges in
improving physical
infrastructure in the
Greater Sekhukhuni
District Municipality

outh Africa faces a serious economic crisis. Millions of people,
particularly those in rural areas,
are without jobs and have no way
of earning money to support their
families.
The biggest challenge is to develop a
programme to rebuild our country and
to undo the damage caused by
apartheid. This programme should:
• Help strengthen the economy so that
people can have jobs, homes, education, healthcare and security.
• Aspire to be all-inclusive: It should
involve everyone — communities,
tribal authorities, local government,
business, community based organisations, trade unions and the government.
• Be democratic: It should allow people
to make important decisions about
their own lives.
In short, this should be a programme
that will go beyond job creation and
infrastructure provision and build a free
and democratic society.

S

How do we strike a balance between the
conventional way of construction and the
labour intensive technique in providing
physical infrastructure?
The larger challenge facing the country
is whether it is possible to significantly
increase the labour intensity of South
African economic growth and at the
same time improve the country’s international competitiveness.

Rural municipalities have a challenge
of ensuring a cordial relationship
between elected office bearers and tribal
authorities. The Greater Sekhukhuni
District Municipality can pride itself in
that these structures within its borders
share a cordial and effective relationship.
How do we link economic development to
poverty alleviation?
One of the major challenges facing the
Greater Sekhukhuni District Municipality lies in its constitution or structure.
As a cross border municipality, it has to
report to or liase with two provincial
governments, i.e. the Limpopo and
Mpumalanga provincial governments,
in such a way that neither of them
would feel undermined or left out
where it matters most.
The recently completed IDP informs
the implementation of infrastructure,
but the challenges facing most district
municipalities is how to provide services
equitably among the different local
municipalities.
The
Greater
Sekhukhuni District Municipality has
under it, five local municipalities with
diverse needs and aspirations as depicted on the IDP.
How do we ensure that local resources,
human material, etc. are effectively and
efficiently used in all the projects?
The sustainability of all infrastructures
is of utmost importance. All projects
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the general practice
during the previous
dispensation. The
main challenge of
the municipality is to
correct this error by
linking up the water
schemes.

98
have to be responsive to a need and be
fully utilised lest they degenerate into
being white elephants. In addition, in
order to survive, projects should be selfsustaining
As few as they might be, these are
some of the fundamental challenges to
the success of any municipality or service giver. Their solutions, which have to
be unequivocal, would have far reaching consequences in terms of poverty
alleviation and the betterment of people’s lives.
The situation in Sekhukhuni
Energy
There are various forms of energy that
households use throughout the vast
Sekhukhuni district. These include
coal, wood, cow dung, gas, paraffin,
electricity (both solar and grid). Of all
these, coal, wood, paraffin and cow
dung are the most predominantly used
source of energy. This stems from the
fact that at least 95% of the municipality
is rural.
The biggest challenge is bringing conventional forms of energy closer to the

people so as to enable them to use modern technology and empower them to be
competitive in the global world.
Water
Water is a basic need and a very important source of life for al living things, i.e.
plants, animals, human, etc. However,
this basic commodity remains a scarce
resource for the people in the Greater
Sekhukhuni District Municipality.
People are compelled by circumstances
beyond their control to share water with
livestock.
The capital projects in the municipality truly reflect this scenario as 98% of
them are geared towards dealing with
the water supply backlog.
To supply its people with uncontaminated, hygienically clean and healthy
water, the Greater Sekhukhuni
Municipality exploits two main sources,
namely bore holes and rivers — both
Lepelle (Olifants) and Tubatse
(Steelpoort) rivers.
In addition to the problem associated
with the overall scarcity, there are
numerous stand-alone water schemes
throughout the municipality as it was

Sanitation
In population development and service
delivery, the provision of infrastructure
for sanitation and
clean water supply as
a health measure are
almost inseparable.
Because of lack of
water infrastructure
in rural settings,
most households use
pit latrines with no
ventilation.
This
form of sanitation is
a health risk.
As a temporary
measure,
people
could be equipped
with pit latrines with ventilation to minimise the health risk. However, pit
latrines are in the end, a health risk as
they pollute both the water table underground and the surface water as well.
Land
Land ownership is a very contentious
issue, particularly in rural South Africa.
In many instances ownership contested
between the local authority, the
king/chief, the National Government,
mining companies etc.
The solution might be the implementation of the Land Tenure Act and the
Mineral Rights Bill presently being
debated in Parliament.
Conclusion
One way of discouraging urbanisation is
improving the lives of people in rural
areas by providing services that were
only available in urban areas during the
previous dispensation.
The provision of purified running
water, water borne sewerage, electricity
(grid or solar), accessible roads as well as
transport is of great importance.
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Back to Basics
nsuring the integrity of the Persal
system and that our largest budgetary item — salaries — is well
controlled must surely be a big
contributor to service delivery.
To start at the beginning, we should
all have a sensible strategic plan with
specific, measurable, attainable, realistic
and time bound objectives. From these
objectives, we can plan the projects and
activities necessary to provide the service delivery expected from us, and so
draw up an organogram of staff needed.
These organograms should be thoroughly checked by work-study and,
once approved by Cabinet, be locked
into the Persal system.
The Persal system’s internal control
assumes that we will only employ the
staff needed as per this tested and
approved organogram. However, these
controls are ignored on an alarmingly
regular basis and often by the most senior staff and politicians. Nepotism,
political patronage or sheer anguish at
the high unemployment levels in certain
areas see these controls broken in two
ways. The one is to simply employ people “additional to the establishment”
and the other is to employ people “out of
adjustment”, i.e. employ on an approved
post, but pay at a different (usually higher) rate. This results in our “supernumeries” which increases our salary bill
to the detriment of desperately needed
Capital Expenditure or other service
delivery needs. To date, this has misdirected government’s resources and,
because retrenchment has not been an
option normally used in government the employer of last resort - it has led to
poor governance.
In “going back to basics”, we should
also ensure that the people paid on a
payroll are at the paypoints stated, and
are alive, present and working at the
workplace. This can be achieved by verifying the payroll each month and then
getting all terminations, transfers, etc. to
the Persal controller for correction
immediately. At the same time, the pay-
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Internal Audit, Mpumalanga,
looks at the rands and cents really the starting point - of
service delivery

masters can identify all people who have
been on sick leave, maternity leave,
annual leave, etc. and so use the verified
payroll channel as an additional control
over leave records.
Keeping leave records up to date is a
headache for the big departments like
Health and Education, but failure to do
so is effectively resulting in overpayment, or excess leave taken, to the obvious detriment of service delivery.
The general public is always fascinated to hear that the government has
“ghosts” on its payroll. They don’t
realise how many people government
employs or stop to think where these
people work. We have found that the
bulk of our “ghosts” are created due to
the time it takes to advise the Persal controller that a person has died, resigned,
retired or simply absconded. Consider a
rural school or clinic in a remote area
with no phone, electricity or water.
They have to advise a circuit manager,
who advises a district manager, who
advises regional, who advises the Persal
controller at Head Office.
This process often takes three months
or more and consequently our “ghosts”

get paid. Internal Auditors should work
closely with the Personnel Department
to strengthen internal controls in this
respect. Finally we have “suspended
ghosts”, the most pernicious of all.
These people are generally guilty of
misconduct, and yet get paid for ages for
doing nothing. They exist as a result of
the reluctance many managers have in
ensuring misconduct cases are dealt
with timeously.
Verifying payrolls monthly identifies
all these types of ghosts, and immediate
processing on Persal produces immense
savings, both in money terms, as well as
personnel time, previously devoted to
trying to recover overpayments — in
many cases unsuccessfully.
This is why we should all strive to
ensure that the monthly payrolls are
verified right away and taken directly to
the Persal controllers. We can all contribute to service delivery if we just get
back to basics.
A new initiative to produce a standardised budgeting and reporting system for salaries is presently being developed by Vulindlela in Pretoria. This system will require departments to budget
staff requirements per person, per core
designation, per month, per paypoint
only. No monetary calculation need be
done, as the computer system will calculate the salary budget programmatically,
using the latest agreed benefits
approved by the various trade unions.
This initiative will produce monthly
reports for senior management to show
variances from budget in both people
and monetary terms.
Phase 1 of this project is being tested
in Mpumalanga, and it’s possible the full
system will be available from Vulindlela
early next year. We believe that use of
this standardised budgeting system will
be of tremendous benefit to all
Government Departments.
Do enquire about this project and the
teething problems experienced, as we
should all achieve progress through
sharing.
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How does
Inflation
Affect me?
ld Mutual economists believe
inflation is likely to peak at
10.5% in September or
October before declining. But
what does this mean for the
average person and what should they be
doing with their finances?
Lizwe Nkala, Marketing Manager
for Old Mutual Personal Financial
Advice, advises people to adopt a more
responsible approach to credit in light of
inflation, and high interest rates.
“With increased inflation, which can
be defined as the persistent rise in the
general level of prices, people should be
cautious about accumulating debt. You
should try to pay off your credit card,
and other debts, as rapidly as possible
and not carry them over from one
month to the next - incurring interest,”
says Nkala.
As Nkala succinctly put it, any unnecessary debt is in effect “stealing from the
future to pay for the present”.
“In view of the three interest rate rises
we’ve had in the past few months, it is
imperative to review one’s expenditure
and conduct a budget analysis,” he says.
“This will give you a feel for what you
are paying in terms of interest on debt,
as well as other issues. Then you can
decide whether or not the debt and
expense is necessary. This is particularly
relevant with lending rate increases,
which affect credit rates.”
Interest rate increases are not always
detrimental to one’s finances though.
Nkala says people who have paid off
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their home loan and who have savings
in the bank or in a money market could
see their deposit rate rise with the interest rate hikes.
“Generally speaking, rate increases
are bad news if you have borrowed
money,” he says, “However, the reverse
is generally true if you depend on
income from your interest bearing
investments.”
If positive economic trends prevail,
the good news for those who have borrowed money, is that no further interest
rate increases are expected this year. In
fact, it is predicted by interest rates are
expected to fall some time next year,
with inflation subsiding too.
“With inflation set to peak in
September or October, it doesn’t make

sense for borrowers to lock themselves
into a fixed rate,” says Nkala, “rather,
one should opt for a floating rate which
moves up and down in line with the
prime lending rate. However, this is a
personal choice and borrowers may
choose to opt for the security of knowing that no matter what happens, they
can budget for a fixed bond/ mortgage
payment for say a year.
“In order to adapt to changing conditions, one should revisit one’s financial
plan whenever there is a change in the
economic environment and in your personal circumstances,” says Nkala, who
emphasises that one’s financial planning
should be continuous.
In addition, Nkala cautions people
against underestimating the effect of
inflation on one’s retirement savings. He
says one should consult a reputable
financial planner who will be able to
recommend investment options and
products to counter the effects of inflation.

For more information contact:
Lizwe Nakala Old Mutual Personal Financial
Advice Tel: 021-509 9111
Gemma Gain Meropa Communications Tel: 021683 6464
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Don’t
Kill
the
Boses!
Don’t kill the bosses!
Escaping the hierarchy trap
By: Samuel A Culbert
John B Ullmen
Reviewed by Welcome M Sekwati
elcome into Company X. Meet Mr/Ms X, the manager.
W
He/She sits up there on a lofty ivory tower barking down
a litany of commands and instructions. The next time he/she is
charging around, peeping over each employee’s shoulder to see
how they are doing and call them to order if they are not carrying out his/her instructions. It is tense. Everybody is obsequious and behaves in a servile manner, carrying out instructions to the letter and never daring to show creativity and
innovation.
Dramatic as it might sound, this is a typical situation in

many companies and institutions. The problem of the boss
dominated relationship in a work place is an age-old reality
that, left unattended to, has led to the disastrous collapse of
many business empires and huge corporations. Even today,
amidst a lot of talk about empowerment, participatory decision-making and team play, many subordinates are forced to
fake acquiescence, sacrificing self-upliftment and personal
development under the stifling weight of dominant bosses.
Samuel A Culbert and John B Ullmen draw on real life case
studies and a wealth of personal experience to bring you an
alternative model of hierarchy, two-sided accountability. In
this book, the authors take the liberty to show you how this
new model works, re-engineering and transforming your
working environment, leading to honest communication,
authentic teamwork, aboveboard politics esprit de corps, and
greater accountability.
This one is a must for both managers and subordinates who
are committed to defying conventional wisdom and promoting
productive organisational change and overall staff development and empowerment.
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How
to
Leada
Winning
Team

How to Lead a Winning Team

By Steve Morris, Graham Willcocks, and Eddy Knasel
Reviewed by Bongani Matomela
hat leadership is remains a myth to many people. It is,
W
however, recognised as a challenge facing many organisations across all sectors.
For every leader the challenge is just not to oversee groups of
individuals and/or different divisions or sections, but to lead
and marshall winning combinations.
How to Lead a Winning Team is a must for managers and
leaders. It looks at how everyone, and particularly middle
managers, can play a live and active part in creating an organisation which can thrive in the challenging times of the twenty-first century.
The book strongly advocates for teams to achieve organisational purpose and is a guide on how to lead effective teams. It
is a handbok and is also filled with stories and experiences of
leaders of different types of organisasions and winning teams.

The book looks at how leaders, at middle and senior levels, can
turn around their organisations and make them winning
organisations by adopting simple attributes, attitudes, and
approaches, like listening, motivating, empowering, giving
people more space to thrive, and understanding and leading
change.
Leadership need not mean status, and the “charisma” trap
must be avoided at all times — there is more to leadership than
these two traits.
According to the authors, the “magnificent seven” of effective leadership are:
• adapt your style to the situation;
• don’t be lazy;
• develop and demonstrate good work habits;
• understand and value your staff’s work;
• handle the buzz and the blur;
• be clear about your values; and
• encourage enthusiasm.
Chapter Four makes an interesting read and outlines the seven
building blocks of how leaders should manage change.
The book concludes by giving a leader tips on how to develop a leadership action plan.
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Odds
&Ends
Let’s face it — English is a crazy language
here is no egg in eggplant nor ham in hamburger; neither
apple nor pine in pineapple. English muffins weren’t invented in England or French fries in France. Sweetmeats are candies while sweetbreads, which aren’t sweet, are meat. We take
English for granted. But if we explore its paradoxes, we find
that quicksand can work slowly, boxing rings are square and a
guinea pig is neither from Guinea nor is it a pig. And why is it
that writers write but fingers don’t fing, grocers don’t groce
and hammers don’t ham?
If the plural of tooth is teeth, why isn’t the plural of booth
beeth? One goose, two geese. So one moose, two meese? One
index, two indices? Doesn’t it seem crazy that you can make
amends but not one amend? If you have a bunch of odds and
ends and get rid of all but one of them, what do you call it? If
teachers taught, why didn’t preachers praught? If a vegetarian
eats vegetables, what does a humanitarian eat? Sometimes I
think all the English speakers should be committed to an asylum for the verbally insane. In what language do people recite
at a play and play at a recital? Ship by truck and send cargo by
ship? Have noses that run and feet that smell? How can a slim
chance and a fat chance be the same, while a wise man and a
wise guy are opposites?
You have to marvel at the unique lunacy of a language in
which your house can burn up as it burns down, in which you
fill in a form by filling it out and in which an alarm goes off by
going on. English was invented by people, not computers, and
it reflects the creativity of the human race (which, of course,
isn’’t a race at all). That is why, when the stars are out, they are
visible, but when the lights are out, they are invisible.
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Words of Winston
inston Churchill, the late British prime minister, was having the time of his life at one of the high society dinners of
London when a titled lady approached him haughtily and said,
“But Winston, you are a shame to civilised society. You’re so
disgracefully drunk!”
Swaying sideways and belching lustily, the red-nosed
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Churchill intoned, “But, my dear lady ...” hiccup “... the beauty of it all is that when I wake up tomorrow morning I will be
sober. But you will still be ugly.”
The cruelty of kids
ids can be cruel to each other I learned the other day when I
stumbled upon a piece of paper addressed to my daughter by
her friend. It read:
Dear Pretty
Your mama is so poor your family eats cereal with a fork so as
to save milk. Even the roaches in your house have moved out.
Your sister’s so skinny, she needs to run around in the shower
to get wet. Last week I came to your house, stepped on a lit cigarette and your mama said: “Hey, who turned off the heat?”

K

Hot air
man in a hot air balloon realised he was lost. He reduced altitude and spotted a woman below. He descended a bit more
and shouted, “Excuse me, can you help me? I promised a friend
I would meet him an hour ago, but I don’t know where I am.”
The woman below replied, “You are in a hot air balloon hovering approximately 30 feet above the ground. You are between
40 and 41 degrees north latitude and between 59 and 60 degrees
west longitude.”
“You must be an engineer,” said the balloonist.
“I am,” replied the woman. “How did you know?”
“Well,” answered the balloonist, “everything you told me is
technically correct, but I have no idea what to make of your
information, and the fact is I am still lost. Frankly, you’ve not
been much help so far.”
The woman below responded, “You must be in management.”
“I am,” replied the balloonist, “but how did you know?”
“Well,” said the woman, “you don’t know where you are or
where you are going. You have risen to where you are, due to a
large quantity of hot air. You made a promise which you have no
idea how to keep, and you expect people beneath you to solve
your problems. The fact is you are in exactly the same position
you were in before we met, but now, somehow, it’s my fault.”

A
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Quotes
“A committee: a group of people who keep minutes and
waste hours.”
Comedian and writer Milton Berle (1908-2002)

hanks for the launch edition 2001 which I received today,
Tedition?
08/02/02. Do you have other editions besides this launch

“We should always be prepared for the worst.”
George Hatsopoulos

Congratulations for this very encouraging piece of reference
and benchmark on government service delivery!
I would like to receive more of these journals.
Ellen Thobekile Mhlongo

“In a dream you are never 80.”
Anne Sexton, American poet (1928-1974)

Actions speak louder

“Worry is the darkroom in which negatives are developed.’’
Anonymous

an article by a playwright, Arkady Raikin, published in
Ithatread
a Moscow magazine. Bureaucracy, says the writer, sees to it
action, words and thoughts never meet. Action stays at

“The concept is interesting and well-formed, but in order to
earn better than a C, the idea must be feasible.”
A Yale University professor, assessing student
Fred Smith’s paper proposing an overnight delivery
service. Smith went on to found Federal Express.

the workplace, words in meetings, and thoughts on the pillow. A considerable part of the power of Che Guevara, that
mysterious energey that far outlives his death and his errors,
comes from a very simple fact: he was that rare kind of person who says what he thinks and does what he says.
Lechesa Tsenoli, Housing, MEC, Free State

“No flying machine will ever fly from New York to Paris.”
Orville Wright
“Kings stand more in need of the company of the intelligent
than the intelligent do of the society of kings.”
Persian poet Saadi (d 1291)

104

Thanks for the delivery

“The fellow who says he’ll meet you halfway usually thinks
he’s standing on the dividing line.”
OA Battista, Canadian-born author-scientist
“Love is as strong as death; jealousy is as cruel as the grave.”
From the Bible, Song of Solomon, 8:6
“The secret to creativity is knowing how to hide your sources.’’
Albert Einstein (1879-1955)
“Weakness of attitude becomes weakness of character.’’
Albert Einstein (1879-1955)
“Happiness, it seems to me, consists of two things: first, being
where you belong, and second — and best — in comfortably
going through everyday life, that is, having had a good night’s
sleep and not being hurt by new shoes.”
Theodore Fontane, GErman author (1819-1898)
“Blessed is the man who expects nothing, for he shall never be
disappointed”
Anonymous
“In the middle of the forest fire you may not have a discussion
about how to fight it. But it is very important to have that
debate before the fire breaks out — and there will be fires.”
Joseph Stiglitz, former World Bank chief
economist and Nobel Prize winner in economics

Challenge to readers
We are actively on the look-out for readers’ letters expressing
opinions on articles appearing in the journal, or any other
issues related to service delivery in the public service. If there
is an issue you feel strongly about — as long as it relates to
service delivery — don’t hesitate to drop us a line. The e-mail
address is: thuli@dpsa.gov.za
Guidelines to contributors
rticle manuscripts must be sumittted in English (UK). We
prefer e-mailed copies. Manuscripts should be a maximum
of 3 500 words and book reviews between 300-500 words.
However, longer articles may be considered for publication but
the editor reserves thes right to edit. While every effort will be
made to send authors the edited versions of their articles before
publication, this privilege is not guaranteed.
Please include illustrations (pictures, graphs and graphics)
with your articles. The illustrations can be sent together with
the articles, or separately in electronic form. We also require
that you send us a portrait of yourself (electronic) and a short
one-paragraph biographical note indicating your academic/
professional expertise that makes the right person to write the
article in question.
The full bibliographical details of sources are provided only
once at the end of the manuscript under References.
Jokes, anecdotes and pithy sayings are always welcome for
our Funny Side column.
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