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ENHANCING THE CAPACITY OF MUNICIPAL
COUNCILLORS IN SOUTH AFRICA: A
GUIDELINE FOR STRATEGIC POLICY
INTERVENTION

MH Masersmate
Tihweane University of Techiology: Savhoagive Compi

ABSTRACT

“This artile proposes a guideline for siraegis policy inicrvention to eahance
te = of meical ool b Sk Aftic ¢ s prsenied I 2
manncr for wider readership und casy
! S s Tl il i e
‘womponents of organisationn competency profile. namely knowledfre, skilly
and values. These companents are used as a framewark in the development
of a puideline for srategic policy intervention. This intellecwial excreise s

building programmes in municipalitics are ofien biased towards the
v sl component i el focted 10 he
political staff component. The poliical staff s also the most
imporiant siricgic part of the arganisation of the mm.-s uslndsmwlu.
therefore, be given the necessary atteniion when issues of human capac
development are considered,

INRODUCTION

Municipalities in South Affica constine the loeal sphere of govermment and are
appropriately positioned n the govemance sysiem to play & catalyst role in tealising the
sinaegic imperative of the national demosratie transformaticn. which is 1o enknce the
quality of lives of the citizens. This much s clear in chapter 7 of the Constitution of the
Republic of South Africa. 1996, hereafler referred to as the Constitution of 199, Section
143.(1) of the Conmingtan af 1996 ites thatthe obgecives oflocal goversent v to
“provide demacratic and accountable government for local communities; 1o ensure the
provision of services o the communities in a sustainable manner; 1o promote social snd
cconamic development: and 10 encounge the inlvement of the commuides and
community organisations in matiers of local goverment

Local government legislations such as Municipal Siructures Aci. 1998 (Act 117 of 1998

as amended), Municipal Sysiems dcr, 2000 (Act 12 of 2000 as amended) and Muricipol

Finaace Management Act, 2003 (Ast 56 of 2003) were promulgated 1o give effect fo the
it s local i

on o
with the constinuional pressription that public adminisiation in South Africa “must be
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development-orientated” [see Section 195(1) (¢) of the Consitution of 1996], The
@ e legislations to describe the system of local government as referred ta
in the faregoing-s a "developmental local government”, which, in the White Poper on
Local Government of 199K, is defined 85 that type of "Jocal govemment committed to
warking with citizens and. groups within the community 10 find & sustainable ways fo
meet their social, economic and material necds and improve the quality of their lives™

A developmental system of local govermment necessitates capacity building in the
unicipalities. The Department of Provinsial and Local Govemment (DPLG) and the
South African Local Government Association (SALGA) published s Natiawal Capacity
Building Framewark far Local Gavernment (NCBF), which its purpose is 10

establish an integraled capacity building structure and puidelines [io]
steer all eapacity building strategies towards cnabling municipalites
1o fulfill their powers and functions, s developmental focal
government entities (DPLG and SALGA no date, 05)

NCBF was developed following the recommendations.of the Presidential Co-ordinating
Committee (PCC) in the 2001 review of local government performance. where lack of
capacity was poinied oul a5 one of the serious challenges facing municipaliies
paricularly at the political and managerial leadership levels. In the eontext of NCBF “as
a guiding tool towards an integrated and targeted capacity building support for local
govemment”, municipalities should develop straicgic pelicy interventions that befit and
i their situational L of capacity 8- This article
s a guideline for strlegic. policy intervention that the municipalties: could
implcment the NCBE. It focus is, however, limited (0 the
political siructure of municipalities. For reasons of logic, this aricle begins with the
clarification of the concept capaciry, This is followed by n deseription of the organisation
i political structure of the municipalities in Sauth Aftica and the rationale for sapacity
building. A guideline for sirategic policy intervention that the anicle proposes i
thereafter presented and explained at great length and. at the end, 3 conclsion is i

MEANING OF THE CONCEPT CAPACITY

Consisient with attempts 10, as poinied out sbove, present (his article in o user-friendly
manir for easy application of s recommendations in & local government sel-up. an in-
depth conceptual engagement with eapaciry s aveided 35 it may, particularly 1o the
nwary, obfuseates the objective of this contribution with strong academic dialectis. An
atierpt 10 understand the concept capariy is tade within the context of the propositions
on its meaning in the official literasure, This norwithstanding, it is important o point out
{hat the concept capaciry. paricularly in the contemporary govemance discourse in South
Affica, invokes intellectunl varistions of what it means beeause of its transeontextual
propensity. It is also increasingly becoming (ruught with distortions as s ofien used
Tivariably a5 u basis for the raionalisation of poor service delivery. This much is
considered n the Natianal Capacity Bullding Framework for Local Government (NCBF).
where otlempts are made 1o delineate the concept. NCBF is an afficial document
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produced by the Department of Provincial and Local Govemment (DPLG) in partnership
i th frican L fati L

In 5 rather simplstic fashion, NCBF siates that capovcitr could be regarded “as the
‘potential for something to happen” (DPLG and SALGA no daie. 09-10). An aitempt 1o
\nderstand the concept eapaciiy from this premise may be problematic, not because of its
simplicity, but ts misconception of the lexicographisal graim of the ¢oncept, which is
concerned with abiity rathér than poteaial, Ability mesns "the fact hal something o
somebody is able to do something or possession of the means or skill 1o do somehing:
whereas pofenial refers 1o the possibility of something happening or that can develop
into something or be developed in the future” (Homby 2004, 02 & 909; Soanes and
Stevenson 2006, 03 & 1123). The fundamental distinction between ability and potential
is that the formet is p he fact while the latier is about :

The conception of capacity as the possibility of something kappening may creaic the
impression that, in the scheme of local govemance, sometimes things are lefl 0 chance
This s centainly not what the NCBF is suggesting a3 it would be a serious finuc pas.
G is a confluence. of sysiematic efforts to achicve cerin ined
objectives: hence the importance of policy interventions and pianming. Nonwithsianding
the foregoing, NCBF. in delineating the concept capaci, identifies s various
components: and in each, added compeency 45 & key veriable in s definition [of
Capicity]. NCBF identifies lhree components of capacity, which are. imerrlated:
indivichial, insetutianal and environmental copacity DPLG and SALGA no date. 10-11).

Individial capacity is concerned: with the ability of 1 parson to do something Whereas
institurional capacity tefexs 10 a collective: organisational competency. Emviroamental
capacily is more of an upporiaity rather than capaciy. Factors that are being described
as the grains of emvironmental capacity are more about opporunilies af the disposal of
munieipalites 10 thrive. This is a case of 8 misconceptian of the lexicographical grain of
the concept capaciny as referred to sbove. In the context of this artiche, capucity should
just simply be understood in terms of abiffy oF compeiency of & munisipality 10 realisc
e straegic imperatives of 3 developmental system of local govemment. This article
focuses on the strategic policy intervention 1o develop such capacity in he minicipal
i whih, for re prope s i

MUNICIPAL POLITICAL STRUCTURE

Massrumule (2006, 176) explains the political structure of a iunicipality as » municipal
council structure, which, ihe sdministration  structure.  The
administration sirueture refers to the adminisiration compone of & mueicipality, which
consists of deparimenis and appoinied officials (Mascrumule 2006, 176) This article, a5
poiied oul above, focuses on the poltial siracture municiplitcs i tems of capacity
Buiding, The msnicipal councils are vested with legislative and exccutive suthority in
their mumicipalitics. The orgisational design of the political structure of the
‘manicipalities js normally a coisequence of 8 particular municipal coancil executive
leadership systern at play. The executive leadership systemss that set out the possibiliies
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for structuring the municipal councils are plenary, collective and mayorl excoutive
systems (SALGA and GTZ 2006, 01-27)

The plenary executive system s applicable 1o small municipalities whose council
‘members re less than nine. In this system the executive pawers are exercised by o full
siting of the council, which takes all exceutive decisions on the business of the
municipality; atbough a1 some instances the council may delegale execulive
responsibilites to any councillor or commitiee. Amonz members of the courkil o is
clected as the chairperson, whe i called the mayor, o co-ordinate the activities of the
council and performs any ceremonial duties or any functions that may be delegaied (o
him or her by the council. The mayoe is the political head of the mumicipality (se
Maserumule 2006 SALGA and GTZ 2006, 13-15).

e e ] e i e v S

excutive system the council executive commitice and delegaies”
e s el i ook oyl
decisions on matters that fall within its delegated authority. The mayor i the chairperson
of the exccutive commitice, whereus the speaker is the shairperson of the souncil. The
opposite of collective executive system is a mayorn execulive sysiem. In a mlyunl

!

and delegates exccutive powers and dutes 1o tha person. and if he council has more

than

councllrs she o he appoited 10 serve on mascrl commits. Sune s i th case e of
col of the couneil in a

is called the speaker. The apu&kr presides over the meetings of the council and carries

‘out any other duties that may be delegated o hins or her by the council (Chapter 4 of the

Municipal Structures Act, 1998 - Act 117 of 1998).

u chief
bnmllvdslenhdwmﬂn nﬂwmyu:msw!tw the business of the council run
smooth g on local
e reaion ofthe puston ofa chief whi. This positin seems 0 e b cresed as &
resull of pructical necessities, rather than lepislaive requirements, for cffective
imtagement of the s of mamicipal comeil. Serion 79, of the bunicpa
Structures Act of 1998 makes a provision for the establishment of the committecs other
than the executive or miayoral commitices.

Thest other commitiecs are ofien called standing o portfolio commitiess and are
nocessary for effective and efficient performance of any of the functions of municipal
councils or the cxercise of any of their powess. The function of these commitiees, which
is 10 “dexelop policies and 10 review them for consideration by the council”, is aligned
with the key functions of the adminisiation departments of PRl (AL A wad
T2 2006, 16). The other commitiees of specific-type may be creaied

appeopriste functons and pawers, for example o i comaies, The
municipol political siruciure is an important componen in the organisation of local
government, particululy i 50 far a5 issues of serviee defivery are concemed. This
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necessitues swategic policy intervention for enhancing the capacity of municipal
councillors in South Africa,

RATIONALE FOR STRATEGIC POLICY INTERVENTION

“The poliical and administrative siaff components of the mumicipafity st have skills,
competencies and knowledge that befit the imperatives of a developmental system of
local government. Strategic. interventioas to build sustainable human capacity i the
municipalty 10 escellently camy out the developmental duies as tequired by the
Consituion of 1996 re theefore ecesary nd nmm, ingonar. A flmework or
egic policy intervention to build human capacity is consained in the Constitation of
1958 4ty o v \cgimation. Secon 1981 m.mn‘ Constitution of
1996 mak oo baran
practies, s human poteninl, must be numu This mach s also
4 Secion 68 aF th Memipal Ssewes Ack, 2000UAct 32 of 2000 i the
provision that & municipality mst develop its hulnln i et ' el e
Sl I prfen o s ! cxrcie Iy i ceslel et
i i mcepible wey, O peines bopslaions fet the
oFcapcit uilding wd developmentar Skl Bevloment 4c, 199%AC! 9 of 1998)
and the Skills Developmen Levies det, 199%Act 9 of 1999). The Skills Developmear Act
of 1998 was mmaau with the intention to

provide wn insintonal famework 1o devide and implenent ol
the Sauth

AR R nes < i e nr-l:gu within the National
Qualificstions - Framework in the South Af
Cuiiation Auborty Act, 199 t provide o the feamerships
i5ad o cecommined ocsupatiom gesbicaions. 1 provide the e he
financing of skills development by means of & levy-grant scheme and a
National Skills Fund 1o provide for and regulsie cmployment services:
and 10 provide for connected (herewith

To give effect (0 the Skls Develapment Act of 1998, paricularty the prowision on the
Jec-grnt sceme, the Slr develpmen Levies et 52 1998 (act 8 of 1999 s

pomilgsed o povdes o the imposiion of u sille devclopment lev
Noewitcamdin th oot of Ve Condanlon of 1996 and e rioa logiaos
12 reked 4o i e fiegng on e inperatvs of capacy-uidi, Koy
(2006:112-118) in South Afri is

it i i s yrinddn i
Guardian of 6-12 July 2007, “since 2004 there have been at least 31 service delf
i countrywide™ with most municipalities being unable to spend nwo-hisds of their
tal budget for service delivery. This, as Kanyane (2006, 112- T6) i, st
bl reveion Constint wilh Karyese's e, Wikisbed Motk ad B
003, 371) il ot soumllos tnd officle shod possss sl compeenie
qualitics, and. rtant 1o
system of local govemment.
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Mest b cpacity-buiing srogrumiees in the maaicipaiies e however, ofn
that much rigorous when
mm. ch i political staff component of the municipalifies. This is an oversight in the
strategic poliey inferventions 1o enhance the capacities of municipaliies. Oftcn municipal
councillorssre expose 1 ad- b rining programaes, which do ot contribite mich in
terms of enhancing the capasity of the political safl somponent of municipalities. The
political saIT component is afso the most important srategic part of the organisation of
the municipality. It comprises elected municipal councillors wh are the “ambassadars”
of the municipality and represents the inierests of heir constituencies in the municipal
council. Municipel counsellors shovld therefore equally be given the necessary ateation
‘when {stes of human capacity development are considered, In fat, in much of serviee
delivery protests n various municipal areas i the country are, imong others. anibutable
108 lack of ccrtain skills and knowlesige (Nemeroff 2006, 16-17)

research paper titled Training of mumicipal councillors 1o promete effectlve service
delivery. Makhubedi-Mameta and Baver (3005, 370-395) found thas the exising
caparity development programmes for municipal councillors as provided by the service
providers in the public and private scetors lacks adequate knowledge and understanding
of e wraning and development secd of the councilors. Theie apachy development
progrmmes. often meet the development needs of the councillors in the
iy e o X vemment. This is a serioss snomaly in (hat the
consequenees are often un:manmme policy debates and shuggish municipal councils’
of their developmental duries nnd oxersight role, Potential for asymmelric
nformation in this state of affairs prp against this background that the
strategic intes hance the eapacity of ipal polifical
be considered. This article: propases an organisatiomal competency profile madel for
consideration by municipalties in developing their siraicgic policy. inerventions 1o
‘enhance the capacity of council structure.

ORGANISATIONAL COMPTENCY PROFILE MODEL AS A GUIDELINE FOR
STRATEGIC POLICY INTERVENTION - A PROPOSITIONAL REFLECTION

The sirutegic intervention o enhance the eapacity of the municipal councillors this aricle

propeses is embedded in the organisational competency profile model ingrained in the
postulations of organisation theorists and human resousces management seholary such as
Brewster et al (2003, 135), Robbins (1990, 47-80), Kaplan and Norion’s (2004, 231-233),
Buckingham and Coffinan (1999, on-linc), The model is based on three fundamental
pillas that are critically important in determining he strlegic success wf the
organisations, namely knowledge, skifs ind valves, Pilar | - Knowledge: This perizins
{0 basic o geners knowledge that o prscin cds o carr ot he jb. Pl -5l
This is ahout the skills nceded to suppleasent the knowledge base, Pillar 3-Vofues: This is
concemed with & sct of charasteristics and professional behavioural pancrms that are
required 10 guide human action for excellent performance of work (Kaplan and Norton
2004, 231-232). The competency pillars for sisategis success of municipaltics as referred
10 i the forcgoing are considered exiensively below,
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Knawledge

Kaovledge i inresingly beig recopised s tn mporunt Bisor it st ind
enhances organisstional valuc in the pursuit of different goals. It is, scconding 1o
Brewsier tal (2003, 155, o i bk et capinal”, which is defined
1] sum of everything everybody knows in an [organisation] that gives it a
capeilive sdge” n he coniess afthe publc sector and or the pumose of i aielc.
the notion of compe bout innavative efforts 1o
e ofthe citizens. For he mumrpnmm o srategically reposition
hemselves. along the imperative of  developental local govemment, they need hat
albre ot vih o sarioriie oladg o Evemanes Ksieo ety

¢ heit p
oty Bty o s Uiy ey Tt s aniagd
ase and srivial aowlede.
lnmovave tnvledp s Knovlede dat s thecrpnisons s the cuing e of the

iness. with this ki
sxtent that they can even change the rules et fac f the veions st ofshle
business. Advantaged knawledge is knowledge that the oryanisations use 1o scquite

‘organisations. However,
knowledge as succincily descri

organisation-specific Kiawledge whereas. the lattr is concermed with knowwledge “not
umique o any organisation and which thus resides in the extemal enironmen”, This is
similar to Kaplan and Norton’s (2004, 231.232) typifying of knowledge into jobspecific
and surrounding knowledge.

ot apecic knawiedg i coneeied wih x e umdsnding ofthe (enions snd
ies of the organisations. This may also inchude theoretical and philosophical
knwledge SF e bt perkl o te besiess of e orpistion Srreinaleg

siemal
Kaplan and Norion 2004, 231-232). mew ol ould b relaed privte
knmowledize whercas surrounding knowlecige could be nssociated with public kamiiedge
(see Brewster e al 2003, 138-150; K o et oron 2005 1308 Bocngiam and
Coffman (1999 nthe
context of the foregaing. i i comended that facuial knavledge s about the um.,; ane
knows. whereas experienial knenvlede is based on the understanding of things picked
alung the way on the job. Foctual Inowleddge encapsulates private Anowlesge. puiic
Imawledge, job-specific Anawledge wd surrounding Anowlechse whercas experientiol
novvledge s more concemed with private knowledge and job-specific knoncledge (sec
Buckingham and Coffiman 1999, on-line; Brewsler ¢f af 2003, 158-159; Kaplan and
Norton 2004, 231.232).
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Municipal councillors need all these types of knowledge to cnsure that the policy
decisions that they take would always be reflective of the needs and expectations of the
members of the mm-mn, It i often argued that w;mcnm o not necd jolbspecifc
‘expert;they only
Vo G i Tiont T i T iyl e 10 A
e e e L ok A e
knowledge are equally imporiant sirategic competencies for the success of ihe
niciplilies, They ShouKL oL Je Oy W o 1 Ko s the Job ecific
st et e il el eesiea i i o
important in the pursuit of excellence on local govemance issues. The
developmental local government system dictate that a mu, i Sl cevieiy
within our municipalities must be established 1o provide knuwledge leaderskip a1 the
political level in pursuance of the developmental agenda of gavemnment.

Musicipl comcilos te membersof the portlo commiiees it deal with vaious
job-specific For them 10 make inteligible and significant contrburions in their
debiraiont om ol gevern mat b pesic et Ny A e e
achantaged, wmkmww categories and types of knowledge are important
in that shey provide a sompetitive advantage (© municipalities i the mission of
g iy m‘ life of the local communities. Jab.spectfc knowledge. s
panicularly importa possibiity uf asymmetric.information. The
Sinical Floayce Aenagmmen et 2003 (AR 56 of 03 e
assigns “councillors 8 greater respoasibilty of oversecing mun
for the finanici: formanice.
ar their municipality”. This noeds fob-specific nowledge. Surrounding knowledge is
important for shaping political debates on the development of policies.

Strategic wechanisas 1o develop knowledge

The municipalities should engage institutions of higher learning with reputable Schools
or Departments. of Public Admiistration and Management to design speeialised courses
for municipal el alned & pviding e woscwae Kiovles on Eremics
and institutions. of
iy wmrmmmmefwmu ed a5 a pledge of
10 co-opération on human capacity mebmn In this country.there are
g that, fi tegic reasons,
ions of higher
leaming refemred foin the foregoing are: the traditional univensities. Their educational
focus i maialy concemed wih ihe expansion of knowledge hrough the developmen of
theorics and therefore could play an important role in enhancing the iniellectual capacity
of the municipal councillors (see Maserumule 2005, 14-27).

Research institutions such as the Human Sciences Research Council (HSRC), Centre for
Selentific and Industrial Research (CSIR). Institute for Democracy in South Africa
(IDASA), Africa Institute of South Africa (AISA) and Public Service Accoumability
Monitor (PSAM) also piay 5 central role in the development of knowledge on local
government issies. These research institutions often produice culling edge research on
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various issues of govemance, which municipal councillors could slso use as basis 1o
acquire both fob-specfic and surrawnding dnowledge. A desiled description of specific
mandute of each of these nstitutions is not provided because of the limited scope of this

anticle. When determining siruiegic policy framework 10 enbance the capacity of
il outclos anicpales o i e e of e resarch ot
a5 referred to in the foregoing o acquire  clear understanding of their specific research

focus areas.

Municipal councillors should also be encouraged to be members of professional
assoeiations in the field of Public Adminisiation snd Mapagement und uu:
Government, This would expose them o scholarly discourses and debates cncapsulas

weakh of knowledge on isuss of governance. Councilos should wncad e

assaciations so a5 to keep themselves vt o 5 i sl o
in the ficld of public administration and management. Such jourals would regularly be
sent 0 them once they are members of the professional association’s. The South African
Association of Public. Adminisiration and Management (SAAPAM) come 10 mind a5
example. The poli in genenal should
also be ead snd scudied by the municipal councillors.

Offcof Knrmledgs Masagemed {OK M) I he mcpaliis shnld b crsied (o ¢
oxibte N (e il it @ e devcopens ellectual capacity of the
councillors. Thia office should serve 15 knowledge resource centre for the
,....n.npl councillors. It should ensure that all the necessary information on govemance
ssues is consistently collected and properly kept for easy access and reference by the
municipal councillors; idemify all relevant professional associations
(wmllon «could affiliste 1o and ensure that they participate in the activities of the
T (¥ fod woriihops o isucs aF pabi Kladniseation
whmh nxlms local wwm-nnr Exchange and ientofing programmes for the municipal
uncillors s they towards enhancing
Jobespecli vt o b

I an atiempt o further develop the knowledge bus in South Africa on issues of local
‘povemance. the question of introducing Public Administration with a spesis] focus on
focal govemment as & school subject should seriously be considered. Some of our
lors did not have the opportunisy 1o further their siudies at she instituions of

Koehesn of PGB dkmaaion v scho sty e mmm n-fmd
10 i the foregoing could be addressed. The South African Local Govermment Associ
(SALGA) shoukd engage the Deparement of Educaton o Gcilate the iakdon ur
Fablc Adniisuon &t o b wive e leaders o gt basi
The manispabies shuld ancoung, end o e i
assistance {n prometing the “Young Mayors and e Bl el
1 i that i children (o relevant information on issues
lmwlmorwluml
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“The culture of local govermment irsbizas should be inculcared and the Mayors should ke
a |=.um. role i i e s prorotes rastion beveen he iaens and thei

. With this interaction, municipal councillors would be able to
i e expectations of the citizens. This is what is called surrouiding
Jaoiedse, Munlcp coursellos e is e of knowiedg o efectively cngags i
policy issues gs. Imbizas are important for generating survonunding
knowlesdge for ol ‘municipalities shouid ensure that resougecs are made
available for municipal councillors to paricipate in the nbizo sctvitis. fonbizo it an
indigenous African concept meaning the gathering of people where issucs of common
interests are diseussed with the imiention 1 enhance social nd communal hammony and
cohesion. It is a means 1o nctive citizen partiipation in the processes of govermance (1es
Nyalurga 2006, 44-46).

Skills

Buckingham and C¢ skill in wplisiic manner as
the “how-t0's" or iries that person to-another”, Skills
re theref with the art “This means that an attempt

10 enhance the capacity of municipal councillos, the focus should nat just only be G
creating knowledge workers. The art of being able 1o apply knowledge is also
fundamentally imporiant for organisational excellence. Critical skills that the muninp«l
‘counsellors need 1o effectively and efficiently discharge fheir duties as requis
Constitution of 1996 and focal govemment legishations are o many, which, umm‘
others, include:

Ability fo work under pressure

Ability 10 argue viewpoini, engage constructively and elicit  rigorous
discussions on policy or political issucs

Ability 1o consider the views of others

Ability o aref that would

Ability o inculcate positive attitudes (owards any mater under the
consideration of the municipal council

Ability to anticipate. ilentify and adeptly anslyse problems with & view to.
come up with a solution

Ability 1o gather information that could be used to shape policy debaes {see
figure | below for a list of other skills that municipal councillors should have)

Strasegic meehanisms for skifs deveiopment
SKily can be aught. However, there are some this ar by thelr naure scif-tanght and
the

should a least twice per year organise workshops 1o motivane municipal rmnmUms.
These workshops should be simed at inculeating a positive work ethic and appreciai
of the type of work that they are doing. In 3 work enviromment where peaple are highly
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motivated, conscientious work cthi If-leaming takes pl ¥
Buckingham and Coffiman 1999, on-line).

Traiing workshops 1o develop skills and competencies in other arcas as indicated in
figure 1 below should always be arranged for the municipal councillors. and should be
made part of the official programme of the council. Skills and competencies
questionnaire should be developed and regularly distibuted among the councillors to
indicate areas that they woud need o be deseloped on. When new municipal counciliors
asme oﬂ'we ety aher their election, it is 1 opportune (ime 1o make the skills

ies questionnaires wvailable to indicate the development needs at the
brgmmu;m‘lhmnem:fomw

Mmicpaliic shoud eapage eevin g neluacs ot oclie in e

development of certin skills identified. s being critically important for ihe simteyic

success of the municipality ta offer the training. For instance, the Institute of Municipal

Flases e B wogagei 1 develoand it Seiming of Musicipal couscilors on

nicipal fancial ses. - houso g nstnte o he municuiies coud o be
ould be developed and desig

municipality should also suppon the political sl in terms of the developments of the
skils that the municipal ounsillors need to effectively carry out their developmental
duties.

Wi regun 1o e 18 et co0M b deveoped o e nastons of el omnig:
engage the universiies of technology. This type of insiiutions

gher fraoing offes. kil o areer.focwsed and technol

coupled with wplm kmowledge or science. Universities of iechology education is

thetefore critcally important 1o develop appropriate skills and competencies seeded 10

meet the developmental challenges of the ehmgn. ot I W e e

cducation, develop & memorandum of und:ll:ld:n' i i Io:n\ universities of
technology’:

Vatne.

The Founding Provisions mcmpmlurﬁ.echanunwmmmmmA ics

is one. sovereign, democratic sute founded on the values of human dignity. the

achievement of equaty and the sivancecoe o Wi righs and fresdema, o

racialism snd non-sexism. supremacy of the constitution and.the rule of law, universal

adult suffrage, a national common voters roll, regular clections and ulti-party system of
0 ensure accountability, responsivencss  and

South Afi sphere of
their businesses of govermance in aceordance with these fundamental constitutions!
values. Consistent with the founding values of our consfitwional democracy, the

icipalitcs should adopt the followwing value system fo guide their conduct in the
systems of local governance: community orientation, iransparency, accouniability,
integrity, non-racialise and non-sexism.
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These values are critically importan fo guide the behaviour of municipal councillors in
the execution of local goverment developmental duties. The value sysiem of
municipalities should put the community in the centre in terms of the Sy o
mnicipal srvce. I s el mporiant (bt the manicpal councilorsshould e o
clear understanding of what cach value entaili to be able 1o rigorously curry out their
oversight role. Value system as stated above should be inc vegral
component of the curriculum of the municipal councillors” education and. trining
programnes.

Customised - curricular focus of municipal councillors’ education and iraining
‘programmes should be wimed at educating and appropriately. skildimg them [counsillors]
1o acquire a more profound undersianding on how o enlbance the qualiy o lves of the
eitizens, also be useful 1o
even afier the expiry of their tenure in office Mum:wlimn should et up a bursary
scheme for municipal councillors and encourage them o participuie in the capacity=
development prorammes. Maioring s valuation i sbould b s i lace
to determine the effect of the strategic inierventions in enhancing the capacity of
municipal councillors. Manitoring and evaluniion i il Al rowue e
deals wi the embers of Mayoral

Commitce.

The rpissions! compeiency pofle model a3 discussed above, which this adicle
proposcs us & guideline for strategie policy intervention fo- enhance the capacity of
usicipal couneillors.is llustrated as follaws:

Figure 1: P

Fiunstioson ol

i et gt | e s | Woran Sccers.

[l Reurchunocal | Reseach Count

wsetnding o | gencrment s | (HSRC)
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CONCLUSION

The anticle examined the strategic inervention that municipalities in South Africa could
enhance i s presenied in o aser-

in
municipalities are often biased towards the administrative staff comj and not that
h inclined towards to the political siafl n. The political staff

is-also the most importan siralogic part of the organisation of municipalitics.
and should, therefore, be given a similar atiention when issues of human capacity
development are considered.
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CKNOWLEDGING PUBLIC PARTICIPATION
IN PUBLIC PRIVATE PARTNERSHIP (PPP)
ARRANGEMENTS

K.G Phager and 8.8 Hamwne
University of Sowh Afica

ABSTRACT

The y-fir post-
i ‘within the realm of
every day if. Such include re-defining of relutons between siste-ows
crpansmions s i bt ke thkehoider. An cressin denand
for the twa forms of organisations to collaborate and join forces on maters
of improving the quality of life for many people living in South Afica hus
lied in inieresting pasinerships (Public Private Parinerships — PPFs),
Thisphenomencn s examied i e sk, it s pupse & 0 dscie
acknowledgement of public participation m PP amangements. In
g sy o at ey of Mcanbels Local ekl i
heartlnd of Mpumalanga and Bwater Operstions (Pry) Lid is used.
Determinants of the success of community participation i PP
amangements ase examined. To add » fuher dimension of “legitimacy’ 10
the prces. the kcus nd dgifance of publle paricpuion witn te
sk of & soels-poiieal i sdeuistbie) I, 15 Sepencd
linked 1o the aforementioned case study.

INTRODUCTION

The term public participation encompasses the nofion of a two way exchange of
information between the people/communities and the legitimatc w‘wmmmt Through
comhocting sirvers leriews ud ke bokding sommimiy et pobls ofrils

represcntatives of (he legitimate govemment cn assess the poserpl gl
56 it ik It o e wia' il e ol
participation may offer 8 multiplicity of benefits, Such include the provision of yalusble
information about the needs and aspirations of local pegple to public authorities in order

[ implement i contracts.

Civic participation is crucial tiers periaining to local goverment pastnerships
more . ity of publle it The e oy, of M. Moo Loca
Municipality's partnceship with Biwater Operation (Pry) Lid in Nelspruit Mpumalsnga
Province attests to the ideal Public Private Parmership (PPP) arrangements with high
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eivie interest. It i, therefore, imperative 1o acknawledge 3 place for public panicipation
sector.

PUBLIC PARTICIPATION DEFINED FROM A SOUTH AFRICAN CONTEXT
The tem public parriciparian encampasses the notion of & two way exchange of

information kerween the people/communities and the legitimate government. This is in
Yine with section 152(1Xs) and (e) of the Constituion of the Repubic of South Africa.
1996, stakebolders in the Jocal

must he encouraged 1o participate in the matters of local government.

It shoukd b oo s s neress of e of & community share and form &
‘ common matter and such consensus s reflected s ihe common good
This then resals fa ‘grester community awareness and involvement (participation) in
matters of government (welfare of citizens) which i fundamental. The potential of
terest groups 1o supply public officals with indispensable information in order to
formulate policy cannot be ignored. Such infurmation expresses the desires, necds snd
aspirations of the general public which may then be viewsd as the aggregate interest of
the public. Through conducting m:y.. interviews and peaple holding community
i s of the legitimatc government can asscss the
 cunbih and. implew informed. deciions wilhin &

particular sphere (Brynard 1996, 195).

Publc paricpaion offs 3 il of beclis, Such folde e provision of
valuable information about the needs and aspirations of local people to public suthorities
|nurd=rm1mumu;dmp]cmmlm{nmmdxmm Paricipation also offrs a platform
hrough which to exprss civic interest with the aim of influencing public managers (as
well a5 councillors) 1o sdopt & particular direction of thinking. Through public
participation the geneal public is informed, involved dnd educated. As a result, the
educaied person s enabled 10 exereise his ox hes independent judgement ind thus made 1o
be awaes af the socieial problems and difficulties in fiding solut
hillign, Inthis o comunal Espoaly s promotd. Pulic paricipuios
the promoter of (he realisation of civic the capacity to enlance and
consofidate the democratic culture of any mmnng o le:lml\oll by citizens
in local feirs is the. ackbone

On the ather hand, through panicipation, pporunite 10 af mﬂw.lmr poblic affirs and

i The <apachy 1 palmcs the dermnds e Povernméal aguit, tiose of local
provincial _adminisiration (Brynard 1996, 3}, Through _ public

pacticipation, community institurions e created which wil enable citizens 1o bridge the
cxisting g between thermscves and public auiborities. Such insiions c4 ke he
form of d | groupings such
15 skl movemens n predominanly back plomi) o e
Moroka Community mcmg Soweto is one such institution in which the
imlvement of both th Mmdu Soweio Plice Sevice and he cormusiy 3 partecs
Through th the greater Moroka
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area (Mapetla, Phiri, Sencanc. Chiswelo, Molapo, Jbavu, Mofolo Central and South,
Dhlsmini and Klipsproit Extension ) was abie o identify the *crime flashpaiais”. This
AT e Sl kM e € o M i o oage
erime and cnforce the law (Selby Bokata in The Star 28 January 1999

Public panicipation i alio instrumental n that it consoliduies democratic beliefs

(commitment), practices and principles which would odhierwise nol be observed by the

majority of cilizens in & democratic state. If by participating, are able 10 satiy

their necds, desires and even demands by observing the rules of democracy, it is all the
" participation.

In practice, public i constanily reaflirms one's identity and feeling of self-
eth and digrity as a citizen, thereby giving effect (0 the principle of basic oquality
T s Shmton 1999, 236), Public participation may also serve a5 0 pacificr 1o
e interest groups that might otherwite be militant in their endeavour fo
achieve what they belicve is beneficial fo socicty, Therefore, public participation can be
accepted b5 the comerstone of the realisation of ci¥iC inierest if necds, demands and
aspirations of citizens are lo be satisfied by the legitimate autharitics, As modem and
socicties become Organised, civic fonmations like South African National
Civic Organisation (Sanco) have & crucial role 10 play. ensuring that through their
participation, the shared interests of citizens arc observed and held in a democratic
goverment sysiem,

Paricipation of civic formations such s Sanco is importnt especially in public servi

delivery activities that at times involve privale sector organisalions. Participation within

municipalities may be made with other spheres of govemment. community based

organisatians and. nor-govemmental organisations or any other institution, entiy or

person legally competent to assst in the provision of a particular public service,

Accordingly e snvlvees of private s communty prsrsips mobiies cpi
api vechni skills while residents own cuumm

developments (Phago and Mllln.)DfN m‘mmuurmlc

Systems Act, 2000 (Ast 32 of 2000); Shubane and Madiba

il s et of puls pcipin o TFP deit he goterngoF s ttocsh

applicable research metheds should be bome in mind.

RESEARCH METHODS

Research meihods are the techniques used (0 carry out the activities of the research
(Ramabulana 2004, 193), The key question regarding the choice of the research methods
in a study relates to the manaer in which daia is collecied and interpreted. Therefore,
research methods should be able to guide activities undertaken both in the vastness of a
content and scope. That s, the amount of data that can be colleciod using 3 specific
et (Bebhe 2001 114) light of the foregoing, this article uses a combiriation of
two methods, namely, literature review and inferviews
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The lterature review in this anicle has been an important route i defining public
participation from a South Aftican coniext 0 support the evidence provided (Davids,

Theron and Maphunye 2006, 172). The exisiing research provides the sccondary
information with regard (o the scholarly viewpoints. Furthermore, sem-structured
interviews were conducted with both the representatives fions the privale pariner and
public par 3t o s level. 10 conslidte the case stdy i v wricle. Sl
Structured. nterviews were beneficial since follow-up questions- were pased to
ropamdess i Gder bl snd expand on s of imporance ieviat i the cate

m.e, existing public private
cinership .mmm bk Mpmnlmg.- According (o Bless and
u»m»-sn..m GO0, 97) ety s e e S s i e e
rch laiively

e “Afe. he clleclion ofthe primary dat 1s mperuive in Grder e

most viable models. While the rescarch methods are imperative in validating the
alidity snd rlisbily ofthis anicle. the need o nderstand problems emanating from
public participation ariscs.

PROBLEMS EMANATING FROM SCANTY PUBLIC PARTICIPATION

Lok of oy panicpon coud b dangerous trend to deosray. copcculy i
swn ‘Africa where_democracy is relatively new, The govermment should assu

e meed o actively paricipaie in the governmental activites and not anly during ibe
clections or when only politicians. gain from such  participation. PPP could serve 25
it Gty o g public service delivery and hence the need 1o involve
commity mesbers. Despe dhe succss haledfo PEPs prjects i rndering sevies.

Foun the dfinition of oy partcipation. i s impostant 6 highlight the patendal
problems which should be avoided andor prevented during PPPs projecis, These
probletis affect both the community and the government e s e
s well us the contribution that the private partner’s is making. They include the
following:

* Thriaig e imege of orermce susons ek pans o ey e
risk of oosing community trust and

Rl i S S ity ptbigation
non-existent;

Lack

Insuficient information. dissemination from govemanent 1 the comainity and
vice versa:

Menifing withth g dsl ad e fiag of selaworh by menbers
of the community (Clapper,in Bekder 1996, 70-72)
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Th potential prol 4 by lack iy panicimion i the

consitsional princples are u.mm pechlly e ehapter 10, the Cmrrrrwwr iag
0f 1996 in which the basic values and pri

ulined, Abough FBFs invave e releiom
private instiutions to provide public services.
the rsponiblis of goramen vars 1 ces fexain he e 4 eglaed by
the o the discussion of private
ik it i B i hrough Polic Privye Parnership by
arrangements in the next section. The following PP deal is examined in this sty 1o
indiente both the suecess and shorfalls of considering andior undermining the
involvernent of the community

THE CASE STUDY OF PUBLIC PRIVATE PARTNERSHIP IN THE
MBOMBELA MUNICIPALITY

1 B already been stted that his paper aempts 1o examine pablic partcipation in PPP
armangements. A case-study appeoach i also consolidated in this regand (0 provide an
understanding of practical challenges that should be overcome s
nerangements are undertaken. Ceriain inherent elements exist in & case-study. These
elements (nelude contextulity, controversy, conciseness. fepresentivity. peoblen solving
orientation and tite, These elemens are useful in enriching the case- stody with practical
substance. Case-studies which are real tend fo be more ffective than the made-up cnes.
These elements should e blc (o pravide clarty in which confusion rearding the
youl of a case-sindy need 1o be clarified. Furthemore, one of the
allows generlisation shout 4 specific mtter of
PPP deals.
This i eleven I i shdy I vder 0 paln & picie of the cpiical experince in
which public participation takes place in the context of PPP arrangements (Brynacd and
Erasmus 1995, 7; Wessels 2004, 4). With this information in mind, it is important lo
consider the folowing case-study o the Mbombels mumicipalty.

The Mbombela pmmmnn engagements with Biwater (Piy) Lid on wajer snd sanitation:

P in (heir
s kriy idves Toe Fowing i i o PPP in which serves as
by this study in paricular

o R conac i e e (v p-nm Hovever, a inicsied
clsewhere. in this aricle potential shortlls are pointed _out. According

rations made by the Deputy Mvmmpll Manager on the Development Pclusion
Unit at the Mbombela Local Municipality in Nelspruit, Rosif Kotze (Interview 29 July
2003) there are two main factors contributing o the fitial considerstion of a PPP as the
best method o 4 seice delhry i Mhombele Fisly s te Ilck esoes uxludang

fiscal and
favoured mainly a smaller population group in Moo (enih o v e
situation for the eatire country during the apastheid sysem)
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The desision to consider 8 PPP a5 the most relevant service parmerchip (Aliemative
Sies Delivery) to redress the service delivery backlog in Mbombela Local
Marilpaliy i providng cffcive snd efficintsevies osed an cnommos chsce.
Considering the fact that PPPs sre relatively new in South Affica, the decision is
{hereloe Sompounded_ wih implemenation, consulation und kit chaienges
including the continuation of the calrure of non-payment of services. |n Mbombela Local
Municiplly n paticaar, e of the problems was the con romatians caused by the trade
unions" resistance {o relasing their members which were 1o be employed under the
private secior company during the PPP deat.

As & result of nl these challenges faced by Mbombela Local Municipalit. consulations
“were had with the Municipal Infrastructure Invesiment Uinit {MI1U). Biwater Operations
(P1y) Lud, with its community empowerment company named Sivukile, and ihe trade
unions in order 1o professionally esolve owstand y
could ot consent to the transfer of employees from the municipality to the concession
partaer (Biwater Operations. [Pry] Lid) alihough an sgreement was reached for the
iransfers and & comract was evenally enicred into. The role of the Municipal
Infrastructure Investment Unit was to assist the musicipality to enter into the parinership
(PPP) on favoursble terms in this regard. Subsequently, the resuf was that a thity-year
PPP deal (between Mbombela Loeal Municipality and Bivater Operations [Pry] Lud) on
water and sanitaion services has been eniered into. This contract has satisfactory job
security foralltransferred employees as affer 30 years.in practice, none of the employees.
will be econormically active. hawever, in peinciple he decision has been suspended until
the end of the parmership to figue 8 way out for both the pariners.

Within four years of a partnership. significant changes have been brought about by the
wer's sxpere n e Mhookels Lol Municipality service rendering

‘mandate. These changes were possible through the defined roles of both ihe partners in

thir conosision desl el e mosioring tule by ihe municipaliy 10 ensure that the

Fﬂﬂcuplni set out In the concession agreement.
ipality is tasked with the monitaring of the l‘n\lwmi three specific arcas andior
o

fwater Operations” (Ply) Ltd techmical competence. This type of competence is
. discussed o5 the aptimde fo use knowledge, mechanism or exparise on water
provisioning such as making effective ad efficient piping connections through
ihe splcton o umbing kil
i, effien faocil aiiisiaton ver expemes (fosuctre provisions) and
resenues (tarffs and levy chargesk As pan of the PPP deal. proper financial
ised to.

i communiy llaison. In ts own capaity. the service provider must ensure thal its
el wilh lh conmuniy reriers s sk o enir lfste
members,

response from
Therefore, commanity sruchues such a5 community Sl prominent
figres ar usad 10 coorinate th rlaionship between & servics provides and fhs
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community. With rcgard o this endeavour on community lisison, Biwater
Opecation Lo pm.h * conplermisry ol in stancing e eiions
5, both the
Masicipeity and Biwater Opertions (Py) Lid hve an nmwm o i with

The Mansging
into 1 contract with the Mbombels Local Muni

Brian Sims, in his o

ieenent thesogh 1 otemational eperence i munipal alis ind PPP dea
Briish bors Brisn S e in muricpa afi for bout ety yers i the
United Kingdom (Smx mumwznmy 3 Accoebing (s S (Ierview 29 by

2003). there are  impartant -economic, fechnological, political and
cnvironmentsl chasges thal Bivaer n..mm.. préngrin brought wbost in the
Mbombela society narmely,

i employment increased from 150 0 caployces (vhich were crplope by the
municipality beforc the concession agreement) (o 220 during the concession
pﬂﬂnﬂmlhlh:pmlkpu\q

tis =Ir7=rlwwdbr the community in whieh citizens are able

v software s as compulers are povided and ssinained by the pivle partcs in
perfoeming its general administration and soordination of municipal service
delivery activities,

¥ mining cntesfor cmployss of boththe Mbombela Locsl Municipaey ad the

including community members are made available 1o equip
hcae ol Eapheis s s plombin s, i fusruing and computer
‘skills (1o mention but a few);

vi a campaign of eleaning fivers and purification of water posing healih hazards to
the Mboabela saciety;

Vil competitions and other youth acivities are sponsored by the = Bivaie Operwions
(P1y) L1 10 develop

theough ll these above listed activities, over 2000 temporury )nhi have been

ercated within a five year period of concession.

Despite the achicvements and suocess stories which oscurred a5 a result of mm.um
of the private sector company in
situational challenges which had o be overcome and rectified by the privae pacner in

I stakeholders such as the irade unions and loeal political parties were ill-informed
about PPPs, hence in the initial siages of PPP implementation, these stakeholders
provided resistance against the deployumnlmnmmm in the service
provision of water and sanitation. The idea and misconception carried through by
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these groups was that a PPP is associated with 4 full-scale privatisation both in
peinciple and practice. Oftentimes Biwater Operations (Pty) Lid was “stuck™ in a
olitcal debale between pofcal ival goups: 18 10 which Alenaive

s
and sanitation, in Mbwukl- I.vwl Municipaity. msu into consideration
genersl operaies
snd Tonctons (Ut is, the 10 sy 0 sevice princple the municpulty st
Same i dislogoe wilh i sakoholders lo minimise potenial obsuces hat

ience o impede a private sector functioning in a partership
m:mh-m

ication suppression formationdissemination
mﬂlbd:\aﬂutmnuﬂlybyﬁrulﬂn\ll polnrlnmmmumcumu
fiee scrviees have o neguiive effect on the service fee payments of the

commie. {n anysiouions fo nsrcs. ey retns the sucees of
service rendering and approaches. When politicians publicly declare that
ailable in the country,

for services which mostly leads to cross-subsidistion. that is those paying for
services are indiectly paying for non-payers who continue 10 be service

B i At uat i s sl by
S oo a1 e g e A S et
payments.

Nonctheless, Biwater Operations remained commitied 1o the goals of the concession
agreement of ensuring the creation of maximum employment output for the local
commmiey mebcrs of Mbcobel et e Jmprovementof s g Secigh
the provi systems in

m\m:rp]lly “mrfmlle?”wmink\hﬂw Mbombela I.nml
Municipality and Biwater Operations (Pry) Lid remains one of the profound and Jeading
long tem agreements in the South African municipal adminisiration and managemen
ipiicnce, Befee o lssins f tha s sy e el It Impociat 1 oneider
the following determinants of the suceess of comemunity participation in PP
undertakings

THE SUCCESS OF %

s are evident from the case study above in determining the success
Al e s ek undermining community panicipation in
the PPP projects.

R ol N Sty e s i I‘dl of
consultation may pose strong threats (0 PPP success since those who
o e e o whorn o

= Nepators wits sttcholios ugiding b smsaties. o . pliyecs
especially on the side of the public secior, Employees usually feel that since the
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private pariner becomes invalved with the rendering of public services. this may.
fender them redundant. Therefore, gusransees for job security and. emplayoe
benefis cannot be emphasised:

Improving public service delivery. The PPP deal is suppased 1o add value in its
involvement with ihe public sector partmer. It becomes crucial for the public
sector 1o ensure that there is a potable improvement since the involveent of the
private partne. When community members realises a decrease in service quality

ior i inevitable: and
*  Profit generation. The private secior is well-known for its dependence on profi
vendered. It is the terms and conditions

sgreed upon between the siskeholders are complied with for the sustainable
operstion of peivate companies as weil o5 the ensuring that the project benefits all
the partis.

These determinants are imporant for ensuring that shortfalls are minimised and that eare
is taken whencver PPy are initiated. It now suffices 1o consider the important lessons
thatare offered by the case study of Mhombeta Logal Municipality

LESSONS TO BE LEARNT FROM THE CASE STUDY OF MBOMBELA
LOCAL MUNICIPALITY

Carefa comsideration of the lesson o be leamt from the Mbombela L ocal Municipality is
extremely critical. Amicipations of the nctual experiences are conspicuously provided for

ipality exper P pl of PPPs
88 8 serviee delivery oprion. The conducting of an internal investigation (within the City
of Johannesburg Metropolitan Municipality) to ensure that before the private partner's
invalversent is considered. the matiers of concem from within the municipali

with s claified. Such matters of concen include:

the availabilfy of resources ( such as fiscal, physical and human) fiom the
inception (o the end;
i ployment of the PP and

e pod o

1o sicer the municipal involvemeat on the inidal conrast engagement with the
prospective service provider, If the expertise is nol enough or s non.
exisientfunavailable, then scrvices of other useful stnuctures such as the South
African Governinent  Associstion (SALGA) and the  Municipal
Infrastructure (nvestment Unit (MIIU) are significant.
il job security of municipal employees who may have o be moved 1o the private

sector parmer should be taken into considerations and negatisted beween the

participanis;

v, partnership implications impacting on other labour issuss such as passibilites for
jub losses mndior any other negative implications bath on the long term and short
term period;
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¥, suificient and ample time period 1o engage in discussions with other sizkeholders
such as the community forums and local political organisations;

vi targeting youth developmental activities in such PPP inifiaives with an iniemal
support from municipal employees:

vil.  identifying and dealing with stereotypes snd misconceptions. regarding PPPs, for
instance, some political parties are socially oriented and ss sch are against any
form of private sestar invelvement in the rendition of services of the public sectar
(Phago 2004, 122).

‘The above lessans should be considered for muricipalities in South Africa to be able 1o
ensure that proactive measure are taken whenever. PPP deals ace considered, This could
ensure thal more benefits for the communitics. and municipalities are obiained through
such & partnership amangements

CONCLUSIONS

A theoretical perspective. of public pasticipation s defined from the South Aftcin
conlext in ihis aricle. Since public. iavolvement is fundamental in legitimising
governments| actions, informing, invelving and educating the genera

public puticipation in matters pertaining to local goverment s eritic

involyement of community sector through commusity

parly eaters. the debate ta protect the interests of their affliates, it is eviden from
Mbombela Local Municipality cuse-study that negotiations between all the siakchalders
coutd vield fruitful resuls such as providing public services to the community, For
xample, community empowerment company would cnsure balanced and successful
empowerment opportunities for communities (rom dissdvaniaged background. privaic
pany icipali nce
public service provision. Finally, the article acgues for defined ro
of ench stakeholder in contributing o the success of the PPP deal,
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MUNICIPAL INTERGOVERNMENTAL
BUDGETING FOR
‘CO-OPERATIVE PROJECTS

M Carsiens'
Intergovernmental instiue of South Afvica

ABSTRACT

Strateg co-aperation betw
okt et e \meruawmmennl ﬂinmn; m.n
and appropriate. nmangemeats sbout i Funds which are
Dudgeind by the. Natkaal Tromury. for 3 -m;.: imergovernmental co-
tion may not form part urm reguler annual inergovernmental fiscal
transfers 1o all municipalities. The transfer of such funds would depend on
entation protocal. The project prepeation s budgeing poces
for stnategic co-opertive projects where municipalities rely on funds from
Sl Onpariert reqars Al feas o kel Nmelnl. Yeus 10
conclude, The long transacting cycle to conclode n_ implementation
protocol ofien seands in the way of municipal councillors who want 1o
produce short terms resuls for the electorate, Municipal officials who want
to conclude strategic intergovemmental planning and budgeting processes
M o s provRical depkrsent i eafise e il dnd
political ve and (ransacting processes take. fime. This article
Tooridt shidaion 0, wArkcuRl SHoals i e Brean of e
involved in the process and describes aspects of the multi-year
intergovernmental planning and budgeting processes

INTRODUCTION

Sovegi |m=r|mgmm budgeting is the process whereby organs of stte in various
rament prepare their budgets in accordance with an intergovernmental
m«mm T PIEeieati pivkcol The St of s sl munciastion!

projeet finance for straicgic i projects. Although
references will be mde 1o describe straegic imergovernmental co-operation. several
icipalit I may also be a pany to the

A distinguishing characieistc of siraiegic iniergovemmental paojects for mumicipaliies
is the regional or pational significarice of he developrent oulcomes w
the namrow bounds local cconomic developmest. The regionsl and natioaal significance

o South A




may include that concument powers and functions overlap. such 15 planning.
environmental an bio-diversity management, tourism and planning. In such instances,
national, provincial aad municipal developmental priosities are aligned, which make the
pooling of financial resources a strategic priority. The pooling of budgetary resources for
siratcgie ends may require that & i onad s provincil departments transfer funds to &
municipality, who is responsible for project implementation.

Organs of state can only implement their co-operative plans when resources are available.
In cases where the circumsiances are such thal implementafion can no longer be
postponed and national funds are not available or insufficient, a loan from the privaie
sector may be an oplion,

AL

the actions and ‘organs of siafe from
different spheres. of government and smong municipalities (Carsiens and Mathebula
2007, 10). The nature and scope of actions and (ransactions between organs of siate

differ, however, depending oo whether they conduct routi strategic
intergovernmental relaiions. Routine iniergovemmental co-operaiion is governed by
statudory prescripts and relationships. Stratcgic infergovemmental co-operation is
initiated when two of more organs of state interact with (he intention 10 co-operate
towards a common goal. The infergovernmental agreement, or implementation protocol,
forms the basts for “joint work™ state (South
AN 207, 72 O of T el ek ol e okl spieen, o
fina

co-operative objectives of the parties,
MUNICIPAL-NATIONAL CO-OPERATIVE BUDGETING

One of the administrative and mansgerial challenges with which municipal officials are
confronted o stucture intergovenmental co-opertion, is to obtain funds from the
ostos! sed puvecal govemment: Irpoerumets o mos o pac of he
sirategic plans o s s of T it Dyt Pl
{IDR) of Makipufis, Oaly whea in pineiple agreant ha bos reachd o
Bt s ot T P i 6 s o st s o
revemes The el s f s s fou W 543 5 MarckJa o

f February and that of national and provincial govemeent are from the beginning of
lulyu:!:end ‘of Junc.
" for ipality sirategic i it
it into its |DP ational depariment

for such project in s sirategic plan and the annual budgel. One of the main rexsons rw
this difficulty is the mmﬁx nature of national and municipal budgets in terms of cut-off
transactional

processes which it
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The budsemaking proces s outne govermmen aciviy, Sitceie imergoverament
ration is however not & routine activity, yel the funding must be provided with
ik » Seiarsd bt kg ot o e T 2007, 59)
Consensus 10 co-operate between & municipality and 4 govemment depariment, are
roached outside the budget-making proccss. Intergovemmental negotiasions and
imnsacrions st be srcnred with the ationn sod mumicpal budge eyeles i mind
The implementation of & project could be e deayed for o years f e prjecs flecay's

There arc critical stages in the national bodgeting process when new projects and
programmes hav 1o be cousdered for fuding. 1 4 offic beseror ffis s negligent
by ot submitting an intergovemmental project in time, or by not providing substantial
motivation (o support its merit. it may have 1o stand over for another year, Municiplit
o wan to co-opeatc i batinal 1 provincia deparmerts, must be aware of
decision-mal cut-off dates for budget events. Municipalities must be able
to prove that dlm co-operative projects will add valuc to the attainment of national
objectives.

Municipal-national iniergovernmental co-operative agreements must precede the
‘budgeting process. Intergovemmental transacting and submissions to motivate for funds
fio intergovernmental projects, must however take cognisance of critical cut-off dates for
both national and municipal budget cycles

PRIMARY BUDGET ACTIVITIES

A major actvit of the national budgct-making process s fo finance expendinre
g of provincial and uum! depariments in accordance with national prioritics.

opporunities to evaluate the merit for intergovernmensal funding from national reverues.

‘The Medium Term Expenditure Framework (WTEF) provides for the division of revenue

between the thece sphieres of government. Major intergovernmental programimes, such as

the Gautaio, are reflected in the MTEF period. The fict that there are relatively few
ided for in the Medium Term Expenditure.

Framework (MTEF)" does nol mean that they are not valued by the Minister of Fin

orthe Natial Treasury, The sbsence of inicrgovermmencal prajects is miher indiative
of the lmblhrynl‘n«ym of stale 10 negotiate inergovernmenial projects 3 part af
depanmental strategic plars, and o motivate their relevan 1o political office beaters,
and maage their implementation.

e, e . ]
e o TR Kool 1wy i Occber
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ntergovernmental co-operation is essential hecause various national ind provi

wemmeni depariments deliver services in within the localities of municipal
National and provincial expenditures which form part of municipal projects must be
reflected in municipal 1DP and bodgets.

The preparation and masagement of joint budgets are more complicied than budgets
submitied by single organs of state. There may be no budget incentives or special support
sysiems for intergoversmental projects and co-operation. However, there are sufficient

ities duri 10 prepare sirategic

or
plais and o submit new budget proposals.

“The Mediur Term Expenditure Cammittee (MTEC) provides for intergovernmental,
cluster and departmeatal bearings o improve the evaluation of concurrent and
crossculting pofcies, and overall budget choices.

nd cster forums may be wilised for the purposes of obiaining support for
ijergovemmental projects. provided that thei budget was prepared adequately and that
they stippart national policy priorities. Intergovemmental MTEC hearings deliberate on
budget pelorty areas that fall under the concument functions of national. provincial
and/or local govemment. Orher intergovermmental forutns complement the work of the
MTEC. These forums comprise of:

« representatives from the Natiosal Treasury. three provincial treasutics. the
respective national departments and three of their provineial counerparts (4X4
forum,

&l of the ine provincial treasuries. in addition o the National Treasury and the
respective national deparimenis (10X 10 forum).

Forums or processes which specifically make provision for, or evaluste the funding of
imtergovernmental projects. do not exist. Alihough there are various fntergovcmental
forums. the allocation of budget funds is determined by viability studies. realistic
budges, the incorporation of private sector invesiment and effective implementation
plans, The existence of the MTEC s not necessarily evidence of the policy of Nationsl
Treasury 1o promote jects. The i

forums of the MTEC are not meant 1o facilitate the conclusion of ntergovernmental
agrecments. These agreements should be concluded before funding is sought. The
ational budget-making process is meani o allocate funds in terms of mtional prioritics
and the projects which support them.

FINANCING OF CROSS-CUTTING PROGRAMMES

112003 & goverment task team was established 85 a result of  direstive from the

overmance and Administation Clusier (G&A) to develop o “framework for managing
joint peogrammes’. The purpese of the framework was o promole mare effective
anagEment of j Africa 2005,
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Enhanciing budgetlag for foint pregramnes

that heee to.f ‘paiod. The F
of i for progr {
strategic plan focuses on nartow departmental objectives nd argels and does no reflect
cross-cutting programmes, then the extent, to which the budget can accommodale cross-
cutting policies, i intited

The success of cross-culting programmes depends, jnter alia, on the alignment of
planning. budgeting and reporting processes. If the buman resources and_fiscal
implications of cross-cuting programenes are identificd carly n the planaing snd budget
Srrcain g, oo el allacaondecsos i be made Tis e b e

Hrough Join plming sesions eaing agreements between the relevant
depatinls. Thess gt coud. -t part of & department’s budget
submission.

A eblig mechurisn 1l emmsinggrogrnmes. o imove oucomes
based planaing, budpeting and reporting. Some characteristis of such a eyele would be
(South. Aﬁ’w: IM! m

& Mediui-term strategic and pesforrance policy priories and performanse plans,
the success of which depends on the joint outputs of twa or more deparments,
The stritegic plans should contain specific targets.

« Binding agreemenis between intergovernmental pariners which fom part of @
deparument's mediurnterm spending proposais.

+ Budget evaluations, négotiations between depariments and National Treasury, and
trade-offs made by MinComBud and Cabinct must consider policy priorities of
individual departments vis-i-vis infergovernmental prioritics which cut across
departments and sphercs of government.

* The Estimates of National Expenditure and Appropriation Bill must provide for
cross-cutting programmes.

“The tack tesm for the Framework for Managing Join Projects proposes the following
short term amangements (South Africa 2003, 1£). Firsily, programmes must go through
rocangs of feiily il cosubston and plamiey i fciless budgalog.
e dhouldbe s avaibi o sugpert ek prosesetuad cume compaiive
The resources needed for this process are minimal compared 10 the aerual
o o mplemetion s will et e et ranagemes s epori
3 well as more detailed proposa
Snﬂ»dly.amlhehmalmnupnu] and preparstory. work has been done, the
implementation plans. should be incorporated into the Medium Term Expenditure
Framework (MTEE) plans of the parer deparimenis. Departmental budgets must
provide for specific projects and programme
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PRIMARY AND SECONDARY RESOURCE ALLOCATION FORUMS

Only a few decision-making forums allocate funds in the Budget.making process.
Municipalities must know which forums are relevant 1o their pational and provincial
intergovernmenal co-operative partners.

Primary resouree aflocation farumes

The primary resource allocation forums have direct relevance for national and provincial
departments.

Minister’s Camamitee on the Budget

The Minister's Committee an the Budget (MinComBud) is a nor-statutory forum where
sbout budget priorties. The Minister of Finance inviles Cabinet

colleagues to submit budget policy propasals round sbout July each year in order to start
linComBud sddresses policy issues,

It

by the Minister of Finance.

Extended cabiner

This forum i presiers of

of the South Affican L i GA). budgetary
purposes and does not status. s

P govemment.
cabinet when i1 finalizes.the fiscal framework and division of revenue, on which MTEF
udgets are based.

The Budger Council

The Budget Council serves the interests of provinces. It is established under the
Intergavernmental Fiscal Relations Act, 1997 (Act 97 of 1997) (IGFR Act. Its members
are, inter alia, the Minister and Membors Exccutive Councils (MECs) of Finance, MECs
of Finance may use the forum fo argue for funding for provincial-municipal
intergoves i

Secondary resource allocation forums

Secondary resource allocation forums may have an indirect influerce on emphasising the
reltive importance of an intergovernmental project. The major foruns fof this purpose
are:

The President’s Co-ardinating: Council

The PCC will not make s ruling on a budget maticr. 1t may debate issues and reach
on the inerit of & matter, It may express a view on o matter and refer it fo an
i Cabinet.
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Local Gavernment Budget Forum

Municipalities have sccess 10 the Forum through SALGA. The forum serves the intéresis

uenmm-lmea in general. 1t is the ideal forum for groups of municipalities which
experience unique problems. 1o propose allocations for a service sectar or an area of

momicipal managemen and adrministration.

Jaint nattanal intergeermmenial foruais

Joint Nmml Intergovernmental Fomms (Joint MInMECS) are non-statuory fomums

whic! ‘the Budget Council. The

Mllu ters’ Commitiee on the Budget is a forum which makes recommendations

Cabinet an budget policy proposals. It meets to consider, nier alia, preliminary MTEC

i nancial year's medi

framework.
NATIONAL AND PROVINCIAL STRATEGIC PLANS

In terms of the Treasury Regulations (March 2005) al organs of state must prepare five
year annual officer of an
nstitution prepares  five year sanegic ulnn for the forbcoming MTEF period. for
approval by the relevant executive authority. Submission and contents of siriegic plans
to fasilitae the discussion olmduwﬁul votes mast be tabled in Parliament or the relevant
legislarure at s budget vote. The
aanual wrmmmmwawwdornm years and be consistent with the

vemmental co-operation transaction phase with national and
provincial d:wmnnu. that co-operative projects are reflected in the siraiegic plans of
‘government departmes

Progrannme af action
Municipalities which want_ 10 into. co-operstive agreements with national
e e Ih:y co-ordinate their work i ¢lusters. The Naional

Treasury may e biasral discusions. with th elevan deparimencs. Duing ml.mx

term period are considered. If |Ixf programme. impocts on provincial e |m\

expenditure, the fiscal implications of the palicy wil also be deliberated a1 joint forums:

of national and provincial departments. the National Treasury and ils
tepirts.

CONCLUSION

From an intergovemmental perspective, the narions| budget-making process pmvltks
revenues

“The primary d ‘which re iy

the dmft departmental strategic plans which must provide for the \mﬂwvml

et Secanty, the e Bdge paiy proposl it b pataf e st o
Minister of Finanee's Budget Committee. If a new budget el it
‘Cabince, the inergovemmental project must be well prepared and its merit argued at
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MTEC hearings, These hearings ke the form of intergovernmental, cluster and
depanmertal. deliberations in order fo improve the evaluation of concurrent and

The mitional budget reflecrs the  macro-cconomic fiscal  framework.
Imergovernmental co-operation and related projects should strive to ntain the natioma]
objectives, Intergovermental projeess should therefore support national objectives.

The process of allocating resourees in sccordance with national government policies
follows an anoual cycle which stats round about July of every year and ends in Febriary
of the next year on budget day in parliament.

‘The budget process ensures that there are sufficient fimds for essential services. The
intergovernmental budget-making process provides for both intergoveramental projects
and provisions. for budgets for organs of stafe. If rational funds are i for

co-operation, such projects should be part of b
akh) et o, O gass o e ol et res ik igce
‘and be meticulous in their preparation of budge! related dosuments.
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TRANSFORMING AND MODERNISING
SOUTH AFRICAN PUBLIC FINANCIAL
MANAGEMENT TO ACCELERATE SERVICE
DELIVERY

T-kihala
Tolmne Linkerstaf Tochvmloy:, Prosod Canpus
ABSTRACT

The South African Giovernment bas introduced sorve seforms with the s
and purpose of putting right the historical imbalances and ensuring fair
distribution of resources. Some of the reforms thal have been brought sbout
relate 10 the effective management of public. funds, in particular bu
reforms, and modemisation of public financial

uch a5

modernisation of public financial mamgement enviconment, the current
financial legisiative framewark within which public officials operate and
examines the different budgeting systems applied. and the fnpact these have
o service delivery in South Africa.

INTRODUCTION

It is accepied that govemments are siriving towards the realisaion of prectermined goals
embodied in specific govemmont objectives and targets. Goveranents ire further established
1o cater for collective necds and demands. [ order to satisfy the collective needs and.
‘demands, govemment requine rescurces. The main saurce of income for government i taxcs
‘paid by t inty quality . In order 1o ensure
that services are delivered aceording t policies and: specifid plans, the svailable budget
sysiens, imespective of their inherent shon-comings caa play an important role i the
i formution and -

‘budgeting systems have common dominators such i planning, management and cantrol o
ensure accountability for government's activifies.
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PUBLIC FINANCIAL MANAGEMENT REFORMS

wa reforms can be traced back fo the carly 1900 when budgeting was intcoduced in
he Jocal . Govemmenis se budigets as primary (ools available fo cfficiently
e B wvaBtls Tasm s s S o M, oo 1 W 0 g
mment reforms include the manner in which budgets are compiled as well as
the distribution of revenue. Budgets were initially viewed as fechnical t00ls with a strong
foces on expanditucs contrl md sccouminiliy, nm-r than on deliverables and creating
appropriste incenives, Mabala (2006, 7 at apart fiom the fact that the
Consitution of the Republic of South Mlm of 1980 was racisly based nd What the
i et omed! i i s (ATt el
sdministrations used different approaches to manage their financial resources while
applying the Exchegwer Act, 1975. Afier 1994, there was 0 need to reform general
govemment administration and linked to these changes were changes in the approach to
budgeting. Classical scholars like Aaron Wildaveky have questioned the traditionally
enrenched character of budgeis. For instance they argue ihat fhe typical line fiem buxiget
does not match with the set programmes of govemment and that they only focus on
inputs and not outputs and have a fragmented focus on budget changes (Chrisiensen ef ol
2003,

Kot = ekl s 0 1175 0l w et e
serving 15 a patiem for

 sysiemotic pln forthe tilsation of manpawer, materal or other rescuces” w:lqu
(1927, 436) defines the budget as 2" . an estimate and 8 proposal through which the
hifemaive .. make i epnt g s e i s s
have adminisiered the affsirs during the lst year . .. exhibits the present condition of the

such infomation,

1t gl

yearto come,

There have been attempis by scholars and practitioners alike o put forward 2 more
comprehecsive budgeing s ch & (e Line lew Budgelng smm. Planning,
Programming and Budgeting Sysiem and the Zero Based B m. Budgets
St e Tk Ui el i D e S bl Tk
furthermore (be budget s shifting from its raditional incremenal bise {in theory), from
which it is based on past expenditure level 1o n more performance management process
(Christensen ef al. 2003, 12). Budgels have evolved not only as mamagement fool but
2150 25 recognissble and indispensable political ool

The question asked is...what are the faciors that drive the movement owards change? It
i st 0t e same s sesponble forclne s fcinvenion o the publc

e by implication the drivers for budget reforms and modemisation. Wise (2002,
357.598) Wit e Iollowing 1at can be rgaried a ortaiv tfer ht 31
e fhom e s siouat et GreAtons




e M i N ok T

e

. for greater social equity in public administration and the
prwv!mml ammm
« The demand for democratisation of the public service through greater
participation and empowerment through public  service
accountability: and
o The demand for the public service 10 be humanised.

ss. In this process the human side is emphasised in the relationships
betwoen ubmzm and outcomes and more emphasis s placed on efficiency,
effe e ety and Squly i the secoummbiliy sinEkt ot derocrsi
Wir(cmm!'ﬂ’ 2003, 12).

Theso drivers are scen as largely responsible for the call for reforms in the public service.
budgeary proce:

LEGISLATIVE FOR PUBLIC FINANCIAL N
SOUTH AFRICA

“The transformation and modernisation of the public finsncial management in the mm
Afican context hus been based on three key elements, namely o improve mnsparcnc
improves scomiabilty 1 sound mwgnl:d polices. n (i et e s

. Repoblic of South Aics 108'of 199 io ke ha mersight n the budgeary
process. Budgets therefore are no onger a technical and bureaueratic exercise. Section
215 of the Constitution of the Republic of South Africa of 1996 prescribes that the
bidgets prepared by the national, provincial and municipal goverments must pr

transparency, accountability and effective financial management. The Consiittion of
1996 can thére, upon be regarded s the bedrock. for good govemance in the financial
management of he state.

“The Public Financial Management Act, 1999 (Act 1 of 1999 as amended by Act 26 of
1999) (PFMA), was iniroduced o modemise the system of financial management in the
public sector, The purpose of the Act is fo mave away from the rule driven and highly

resources
by the Head of the Deparment. The Actcretas the opportuity 10 move wway flom the
previous rigid Excheguer and dwdir Ach, 1975 (Act 66 of 1975) that ouly administered
fning The PFMA

Managers are also held respoasible and accountable for the uie of resources aflocated to
deliver services. The Act thus emphasises:
Financial reporiing:
Independent muditing and supervision of intermal control systems:
Improved sccounting standards
Greater focvs on output and performance. and.
Increased ascountability at sl levels.
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I ordet o ensure effcve delivery of srvce and as 4 pre-equisic of the legislaive
framewark such as the PFMA and Treasury Regulations of 2005, each
compelled to develop  siategic plan thas will be supporicd by the budget process. The
introduction of the strstegic plans took effect from | April 2002. The sirategic plans
covera periad of three year. from which year on can be regarded ss the aperational plan,
nd this srategic plan should be consisient with the depariment’s Medium. Term
Expenditure Fra

The strategic plan guides the way govemment performs in the individual activities and
organisational sirwegies by forming the entire value chain. The straiegic plan will
nclude: progranme objectives and outcomes together with multi-year projections of
revenue and expenditure for the fortheoring budgel. The straiegic plan also coniains the
Rl s bl ey indicaors of the Service Delivery Iproverment
The ks et e quarteely teports These reports
have 10 be up-dated on » rolling basis that inclides the adjustments made 1o the straiegic
plan, operational plan and budget.

Mansgrs 1 all el i he depariment ave 3 ride role in managing the dey-to-day
ine function activities and thus Bave to manage and administer the human, physical and
s expesied that managers ensure that the myaximum results are
the minimum cosis (Kuye e o 2002, 112). Finally o emsure

achieving success in the exccution of their tasks, Monitoring is thus described a5 u in-
year -:uvuy is e and compus <o wih desind mn,« -
tually are
ant o b and dpeing what ason they Are going 1o ke 45 esut {acion phm\lll)
(Smith 1994, 24-25). Evaluation s primarily an end of the year activity and focuses on
the implicaion of ousomes s idntfes spsic ol 0 e achicyed The sicesss of
based dif

BUBCETINGSYSTIVS

A budget i regarded as the manetary or fisancial plan of an individual or an institsion in
wnrmmammmmmmmﬂ.mw.mmmmw A bdgeiing
system will sormally contsin the (ollowing clemends (McCaffery 2003, $9 CF slso Dickey.
1992, mua)

Planning

* Control.

1 should be noted (hat different budgeting systems would emphasise these elements
erently. Planning involves the determinatian of objectives, ihe scrutiny of allernative
mes of ocions wad the wlecion of sporopite pogrammes and_ projects.
Management involves the programming of sclected progrmmes and projects into
specific. goals and activities, which are o et o vty o
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Management elements e also responsible for designing programmes, which are
csseatial to execute sctivitics and tasks, relaied 1o specific goals. The managerent
clement invalves the provision of human and other resources, which ire key to carrying
out management actvite jon. ¢ od involve
the process wherehy public offcials have (o sick to operational requirements that have
been designed by management o ensure that policies are implemented according 10
plans. techniques ilised by senior managers in the
public service 1o ensure that there s a siict adherence 10 policy imperatives, which are

citizens will be satisfied. These elements will also improve the level of sccountsbility
and iransparency in budget systems because they will be focused and goal-orienicd
(MeCaffery 2003, 8).
Lo Ry i v amon

smphasize one element over the others does not necessarily mean the neglect of ofer
elements, The line-item budget system s control-orienicd. valuing the skills possessed
by accountanis-scrutnizing budgets 1o determine if goals were achieved in providing
£oods and serviees as outlined in the budger,

The line item budgeting system is excellent for the purposes of financial control because
it indicates a list of expenditure that is logical and contains such details 45 persomnel,
travel, equipment or supplies as does not allow a v i

virement form one item 10 another.

. Neveriheless the shoricomings. one of the advantages is the sense
stability a0d contimuity it provided from year 1o year (Leland 2003, 103). What is
important about this system is that it does not oaly offers the public wi upon
which 1o ask questions to public officials with regard to hos the (ax. s spent.
but gis0 1o stay within the limits as determined by the legislative body. Public

delivery based on. the budgeied items.  This system will also peomole sontrol and
itori flectveness of govemment machinery

in service deljvery.
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it s important to point out that the Line ltem Budgeting alon may not meet govemment
requisements such as the provision of the financial status, feedback o stakeholders or
ensure thit govemment's activities are evalugted. I is therefore necessary to couple this
type of budgeting sysiem with other systems or to use this budgeting sysiem a5
supplementary technique to ensure that ofher elements are included.

Al Hislgsiog S

According to Melkers (2003, 105) performance-based budgeting hasimproved
ccountabilty at al levels of government. This sysiem of budgeting promaies ot only
communication with cifizens but also amongst govemment instiutions and they are slso
able to evaluate one another's performance and the general performance of govemment
machinery. It is worth noting that eflective commanication between government and
sitizens improves public confidence in government because ciiizens can easily access

jives and goverment cstablishes cffective structures 1o facilitate communication and
feedbask. This system of budseting is preferred over the item budget sysicai bezat
establshes 3 link between allocated funds and what the organisation or the instinution will
achieve with the allocated funds

The performance-based budgeting (PPB) system s charasterised by ifs Jong-lormh
perspective, which emphasices what will be achicved in the future. This type of
budgeing may be equated 1o the new role of govemment o wha is referred to &
government reinvention becausé it includes aspects of new public managemeni such as
outcome  measurement,  strategic planning, and benchmarking and _performance
monagement. It is indicated in the Public Service Regulations of May 2001 and the
Treasury Regulations of March 2005, that the executing authority of eash government
department has 1o set messurable objectives for their departments and draw up & straicgic
plan in order to e e i iy imperati

Performance indicators with appropriate measuremens sre set fn departmental stratcgic
plans with financial resources locaied fo ensure that they nre achieved. Members of the
Senior Managemen! Services (SMS) are also required in terms of the new role of
government 1o sign performance contracts with which they are held accountable for the

i in their endeavor ices o the citizens. It s
interesting 1o note thal some govemument depariments are not perfoming 85 expecied
despite the adoption of progressive strategic plans. This may be atiribuicd 1o fman
tinittions the human minds camnot always grasp the complexities of the social

are ¥ .
of the human resources in terms of their kniowledge, skills and expericnse in dealing with
the new challenges that face the publis service.

Pl Prospummi Bt S

This type of budgeting could be ssen as expensive budgeling sysiem and the only time
policy makers and public officinls realise this fct is at the end of the projected future.
Especially i the planncd activities do not fake place. This may be viewed as wastelul
expenditure as the cventuality may not ocear as plaaned within the specified time frame.
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Ciizens then mfght b of e opiion that goverment s usd the aiocted unds or

other activities. which would benefit other portions of the population (McCaflery 2003,
92). 1t is, however, argued that this sysicm is pasiicularly sdvaniageous s it emphasises
planning for outcomes which is essentia if government wants fo move beyond efficiency
and managemen 1o decision besed on rational decision making. The short comings of
this system were rectifid by implementing the 2cro-budeting e snd ks sy
cmphasised planning in orce 10 succeed in priositisation and ac ility hrough
<ontrolelements and other o e Rt e Toschanisns o improve
‘accounuabiliy at all government level

Control measures are b in place 1o casure that funds. are spent eomectly and for
appropriste s way conrol measures: could prevent fraud, waste and the
misuse of funds, On Ihe ther hand if government has effective and eMicient structures 1o
coitrol public finds and to use them appropriately. the public will be able 10 trust their
government as it administers the budgels within. the parameters in which they were
appropriated.

MeCaflery (2003, 53) indicates that govemments should attempi to balaice the three
clements of budgtin 50 ha thy <an provide nhe for clizeo’ Bics. Qaveumint
goods that

o i wmg ent may
for its cilizens if it argets important and achiovable gonls. According to Willosghby
(2003, 98) planning. progrumming hudgeting system (PPBS) requires hat costs be
associated with gavemment activities. Budget muterials and information should be
armanged n sich a mamer thae wil e he executve and hefegiltre (o wdeniand
the br
prommors the walfue and inires of thei £ o Budge g ot of
govemment to citizens by making budget deci el to the public the
ioue of omey pest Vil what st aad ik i e Spen s S s
Robbins 2003, 9).

T e esiog S

The target- ased buleting eyt s pciculry kable o ol goemnents and s
overall expenditure for government entites Based on revenae estimales
that are Iu.l|lhl! and that there is executive control measures in place. Al the same time
this system is equally suited 10 situations where there s greater decentralisation and
devlision of sulory to allow greser flsiblty sod speedy deciscmnabing 2
decentralised instiutions. points of
panicipation and the regular evaluation m |=v|nf of policy mmnm i e ot
 the i casily
olenmsiutls s ehatosad e T Biafen spending i
nd tusiciplite ae aced wih he hallonges of unpredictable demands for services
by loca czens (Reed 2003, 113-112). Targes in e TBB ar baed o the sntcpc
priorties of the direetion of 8 particular instrution, s well a5 the estimated svaifability of
funds. Despite the fucts that ceflings are put in place within which expenditure has 10 be
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done, the budget process in this system allows tha & certain percentage of the budget be
2 spening.

Apart from the other forms of budgeting available 10 govermment, instifuions may also
decide 1o use a zero-based budgeting (ZBB) sysiem especially with new projects of
programmes. T this type of budgeting sysicm. the budget s defined and reformulated
from zero on. basis (Kind 1999, 119). Information that is available from
e gt s gl sad only Figures that are relsied 10 the future are
comidees. Zero-bued bugeting e el ll aciviies o b fanded 4 coste
will be calculated on such information o determine budget needs in terms of available

nds. The ational for each sctivity has to be examined to ensure that allocaied funds:

e oy

This system then ealls for new information whenever budgets have to be determined cach
‘year, which means that old and redundant activities will be discarded when new acs arc
siartcd. The ZBR is particularly suitable for budges that are meant for the sequisition of
cquipment, buildings and other capital projects. This system of budgeding then calls for
b in terms of what govemment needs fo achieve.

Policy priorities should also be considered because there has 1o be confinuity in sérvice
delivery and the provision of goods. If the policy mandate of the govemment-of-the-day
i fo redress imbalances and backlogs that have accumulaied over years, (his system may
defeat the mandate due 1o the principle that all the informasion of the previous ycat has 1o

be disregarded, Reporting in this e of budget has 1o be rigorous, to ensure that
planned sctivities continved without necessarily taking them as the baselive. Public
participation will further mnnm govemment performance in this regard because the
public wilderand that planned projetsfora piven year be underiaken svccessfuly 10

h

Financial resources are mostly limited especially in South Africa with a history of social
neglect. Alihough govemment is facing & challenge of exccuting policy and functions
within the limits of the allocated funds. depariments need 1o adjust their objectives,
outcomes and even their outputs. However, such adjistments should ot be at detrinient
o service sandards orcompronse seric delvry and the proison ofpublic poods

justments ihat are necessiaicd by budget limits ar budgetary constra

she saegic pluas of » depanneat Tt 0 be seconingly aduse The
st of he sy pln et ey objectives of & drpmml will be
alered i a i aperscel gt 41 within the allocated funds for a particular yeor

These ad; ts become nceessary because fiscal framework of the budget is
determined by e sussability of funds and the ramework in tum depends on policy
issues.
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MULTI YEAR BUDGETING SYSTEM

I receat years with the reform of the public sector spurred by growing globalisstion and
the drive towards deregulution and fiee market sperations the public budget has moscd
from the traditional technical sccounting practice aimed af just cost efficient and
S e S ol i (WO s oo, i
Furthermore, i
1 kpirontn ik e, Busges il i i of St The shoc
fem perspeive il et b ek can e et el o, quarer and
current budget year. The medium-term perspective will determine programming and
i i e ne Vv eyt e kit long-tem perspective will
defermine what the implications are of government taking on & programmitic
commitment on & more permanent basis (Pauw 2002, 75).

|nmep.s|bnﬂwcu»wwmed » year-to-year basis whereby short budgets were.
easy to ‘and manage and are effective for short term planning. With the growth of
;ovmmu-ndli-lhmmmhm.l need to plan on a long-term basis arose.
Lee and Johnson (1998, 65) indicated that it might be relatively easy fo prepare and
manage shorterm budgets for a single financial year s opwmim muli years, Axelrod
(1988, 272) sttes that “an asnusl A
Iegislaive decisions. lenving il room for sanocuswe. Hete, n any one yesr.
averwhelming peoportion of cxpenditures is unconirolisble. Whether unconcretionary
fixed charges contributions, th
15 10 reduce sharply the range of exceutive and legisiative discretion in any voe year; al
best, then, short of crises, chief executives and legislative bodies can ooy nip ot the
margins of the budget”. [n this regard & medium-torm budget can be uiilised fo address
this problem.

157-
15!) and 15 ane of the reform processe. the South Afrnn u»mmm introduced a

medium Expenditure Framework
1o strengiben s planning process not only 0 caer for mmpp:m.mm.m
1o be but programese.

The MTEF was insroduced in 1997 by the South Affican govemment whereby &
g o e Tollowed

xdisked o the MTEF T:m\m-ga
nistr of Finance announces (he govermments thce-year policy sstement about

& s e the stant of the RO B i Tl e oo e
(Pauw et al. 2002, 76).

TM introduction of the MTEF was.as » resul of & continuous realisation of |h=
1997,

aysiem can be. earised 5 folows {Depanment o Finance Draft MTEF ook,

1997, 4):
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* The budget was prepared on an incremental basis and that the process of
preparing the budget did not involve reviewing whether the particular

activities were in line with government pricrities of whether fhey were

‘being implemented in the most effective manner;

1 soms vt e e of e bt G ot adeque et the

activities that departments were responibl

The budget structure did not show any fnmld planaing of the budget,

“There was no fink between planning and budgciing as these activities were

kept separaic from cach asher;

+The proeess of preparation and manitoring the budget were separaie.

The resuts of the above shortcomings were that
* Funded programmesiactivities continued from year to year, cven when
sy . o o i

* The budget process did ot imvolve the real funding requirements of
services, but was bused on adding a small percentage to the previ
o' llaiont whh (b sl ooyl BT e e
Tunded.

o Copital spending proceeds without an assessment of recurent cost
implications and where sufficieat recurrent funds would be available 10
caver the tecurent costs that would arisc,

The shove doricumings made | et o mervene and e i e ot
resources were ly mansged and controlled. The MTEF is also based on the
premise that managers will have longer plmum; periods mnd 05 such be sble 1o manage
the allocated fthe
MTEF was also to improve the budget process (o (MTEF e e 9

& i Iy
* Identify the actual cost of particular services m |Inl government could be
10 away from the approach of incremental

= Pl oy coorumring o eestiire, e KA 15 ot
‘cannot place from ane year 16 the nex

» Imroduce  more rational approach 1o resource allocation, by identifying &
priority activities, which would receive adequale funding and thus
provide greater value for money.

mmsrwhw-mwmlymmmmmubwdm

lkmvwmd“mummmlkmmmwf'kmmmdm
filfilment of the transformation process and that the legislators are presented with agreed
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outputs, timefrarmes and repons on actunl expenditure and owtpus of the previcus year 1o
determine how well w;ﬁcdqumm peroemedn the previos eyl Wi i o
the departments there is & greaier poliical involvement in making resource allocation
msmbmdmswwp«mnammmmlmmummm comies by

ensuring (hat wil
of providing serviess (Wolker snd Mengistu 1999, 323,

I anslysing the advaniages ss depicied abuve the MTEF method of budgeting it s clear
hat this method is not without problems. The frct that the MTEF allocations are made &
i can be seen ts incremental budgeting. The allocations
the financial year's figures under
considerstion. Inflation and.other factors might contribute fo mcrementalismy: it cannot
be determined with certuinty whesher those fuctors will lead to continued increases in
price.

Fusthermore, the MTEF budgeting system was supposed 1o climinate ihe issue of
rollovers where it would not be necessary for depanments to ask for rollovers of unspent
funds where this trend had been commitied over & number of years within the MTEF.
Crently are sl equrd 1 request for snspent funds by way of rllovers
into the following financial year. This makes the objective of the MTEF process to

loss.

number of yun in advance:

COMLUSION

The transformation and modemization of the public financial management in South
Afiica_bas the improvement of the key clement

sccountbilty and the inlgration of the policies. This further brings sbout tha he

Coustitution of the Republic of South Africa enpowered e legislative 10 exercise iheir
oversight i the budgetary procsss, The budgetary process has been transformed from a
highty techai AN

In analysing the di it is clear that there that cas
be utilised 10 ensure wansparency and accountabiliy, il is also clear that the a.mmn
sysms could complemeat esch otber. The main purpose of he Line lem Budgeting
System iys within
Muwwwlem?mm!sed Budget is focuses on the
deterination of nat only the funds required but also on the performance indicators and
\elermined by the strategic plans. This sysiem will also assist the executive
and legislative authority 1o identfy those spending agencies that are performing poorly
and thus requires restructuring,

Governme complex and required 1o be structred in programmes f0 be
e sive o e The amagimmed of i i progammes i
assist nok oaly the allocation of funds 1o the programmes but will

legislative and executive authority to snderstand the broader policy implications um-u
decisions. The utilisation of the Zero Based Budgeting Sysiem is to force

pay more auention to the everyday operations and 1o determine the by o
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different. programmes s the veporting on this type of budget is rigorous. With the
imroduction of the Multi-year Budgeting System ull the elemens of the sbovementioncd

T iems could play an import rol¢ in order to ensure that depariments stay
within the allocated funds, performar d that a of
he projects and programmes are
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BOOK REVIEW

THE POLITICAL MANAGEMENT OF HIY AND AIDS IN SOUTH AFRICA:
ONE BURDEN TOO MANY?

Author: P, Fourie, First edition: New Yok Palgve Macmilas. Price: R139 (Bxlusie
books) pages: 240 ISBN NO:

The book being reviewed focises on the challenges which were faced by South African

govemment under different political parties in developing policies to curb the HIV/AIDS

epidentic in South Africa, The author uses figures and tables to illystrate the natare and

extend of the HIV and AIDS problems in South Africa. The boalk s siructured s follows:
* lnroduction;

+ Aids_poversy and development in Southem Africa
« The HIV and AIDS wh:y envirnment mo\;nnmd South Afiica (19K2-1994),
. ih
SR Tesponses 1o HIV and AIDS in Apmm South Africa (1982
i daring the Mandela Admis 1994-1999),
& AIDS poli i first Mbeki
* Conclusion: Looking back and looking forw
The introductory part of the book e i ey

HIV and AIDS problem in South Africa. Statistics are pephiokrny the problem. The
mumawy pant of the boak further defines policy-making; describe the policy-riaking
ess {agenda setting, policy formulation. policy adoption, policy implementation, and
i cxmhmil, A impartant part of the introduction is the theoretical fremework
which the suthor uses 1o analyse the policy-making approaches adopted by different
‘govemments since the first two eases of HIV and AIDS were discovered i 1982, The
theories mentioned above are systems theory, plumlist theory. public choice theory,
ratiomal choice theory, incrementalism, elite theory, statism, corporaist theory. and
Marxist mecry ‘Although the author advoestes for the sdoption of an eclectic theory in
the deseription and understanding of political events and policies, he admits
aforementioned theories are nol upplicable 1o all policies and all phases in the policy-
making process. He therefore sdvocates flexibility. The intraduction therefore lays a firm
foundation for the understanding of all the following chapiers.
Chapter one provides the macro perspective of the HIV and AIDS epidemnic. In the
author's own words, chapter onc “addresses. he socio-political impact of the HIV and
AIDS in South Africa and the Soufhern African region, using human security as the
cmupml Iooking glass through which to gauge the causes and effects of the disaster”.
R G s < oo e K which provided
r=m|= bikargrnd dhe spead o HIV. and AIDS. Pae, sk redustion of ife
expectancy, increasing number of orphans, crime, political insisbility, food securlty,
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woak
South Atciesr ame hurdan fus

Hom: are the direct eonsequences of HIV and AIDS which eannot be ignored by
puhli:allitulum!mhlmmi.

author lamers Jack of academic discourse on this issue prior o 1990, When
ts'ﬂlsuuﬂmmuuadmn attempt 1o be politically correct of argiie aceording to the
racial divide, The author’s concern regarding the lack of rigosous discourse in political
seience and public sdministration is justifiable. The spread of HIV has the ;.umm o
impact negatively on all spheres of ife in South Affica. Chapters .w..,aum-f
the impact of the National Party government on the develupment of AILDS
South Africa. Thie socio-political environment which exisied in the emy wm 'sin Scum
Affica provided a ferl ground for he sprend o HIV and AIDS. The chsession of the
then denial, lack of social
whnm pairiarchal society, single sex hostels and blame on hmxm!s commercial

ex work and

& reaponuss wete peguive ey beievid & s s, et fot
sl k. Bhcks repondc 5 Ao e v s e ot el
itasn uribuied 1o quality
data about the disease
The first HIV. surveys a1 South African sniental clinics commenced in 1990, the data
s il sl ¢ st ket e {50 A s
alseady becomiag an epidemic. jenges that are idenified by the suthor relics 1o
public apathy, inefliciensies in the ﬁhmy of health care_services and taining
programmes for AIDS educators and councillors, the absence of clear legal

socially

on the workplace response. This part of the book focuses on the medical aid, insurance

indusiry, and the mining sector, Nothing is being suid by tbe author regarding the

tesponse of the Souh African m.m sector workforce 10 HIV and AIDS,

“The public sector response during the: apartheid years (19821994 receives atiention in

caperfoe, I ieud ufbeig prosci b imockeiag plans s iicrsemion palcyof

imaction wss adopid by the oxemment, From isaction.a mmbr o s e encied.

These part of the problem, The first

l:gllumn\wlnhﬂime:An. mnmsnrsmwmwmmmi
homesexual

:Aex 2 of 199%) criminalised prostitution and escon agencies. The
Public Health Act, 1977 (63 of 1977) on 30 October 1957 empawered medical officers of
health 1o instruct any person suspected. of being a carrier of communicable disease ta
mbjm himiself 10 a medical =xmmum Minister could put that person in quaranine.
The amendmen of the Health Act empowered municipalities to shut public service
agencies 1o an HIV positive \Mwiﬂm
Similarly, on 30 October 1987, regulations were published by the Minister of Home
Affairs o allow imeigration officers to subject & peféon to subanit to medical
examination. The Act empowered the Minister of Homc AfTais to deport noncitizens if
it 5 in the public interest. Case |aw has played a significant role in the shaping of HIV
and AIDS policy in South Africa. Human nights spproach wis adopled which outlawed
discrimination on the basis of HIV and AIDS. In 1988, AIDS was no longer &
h It with




“The national AIDS Co-ordinating Commitiee of South Afica was established in 1992
Subsequsnly, the National AIDS Plan (NAP) was adopted by the African Natjonal
Congress in 1994 and by Cabinet in October 1994, NAP represenied an integroied
response o HIV and AIDS and comprised of education and prevention. Counselling.
health care, human rights and law reform. welfarc and rescarch. Fouric idemtifies the
failure of implementation s the underlying abstocle 1o the success of NAP. The NAP
document did not, in the author’s opinion, move beyond problem identification, agends-
setting. policy formulation and policy adoption phases. The author further points ot that
NAP was not realisic in the objeetives it wanted 1 schicve. The draflers of NAP. that is
NACOSA. were an unclected group that could not be held secountable. The failure of
NAP ave way to the annauncement of the Partsership A gainst Aids and Goveenmentsl
AIDS Action Plan on 9 Getober 1996

et five This s the term
i which Mandels was atthe helm of the Sotath African government, The RDP served
an ideological basis for policies and plans such as NAP berween 1994 and 1996, The
RDP was consequently abandoned. a fivour of GEAR. In 1998 the cross-sectoral
Fermerki Agie Alds was inhed. i 1998 the epideic B ahendy bocome

poor policies chamcterised the Mandela Administration The attemps 1o

i, AIDS were overshadowed by a series of scanduls ranging from
Sarafina 1] in 1996, Virodene in 1997 and the AZT decision in 1998, The author further
focuses on the challenges that the Mandela Adaministration had to overcome. The su
clanse guaraniced civil servants their jobs. Bespitc the guaranice. most civil servants
were unsure of their positions:; their moral and productivity were low. In some instances,
civil servants were unwilling 1o assist their new colleagues. and political masiers in
implementing the wu-

HIV and AIDS pnlitm were made ul a wational level Provinces were expected o
implement these policies, Many provinces regarded the National Directorate of HIV and
AIDS with suspicion and were reluctant to accept joint programmes and decision making.
Material from the National Umurm was rejected for lack of consultation, Similar
fieuds were observed between provinces and municipalitcs.

‘Chapter six focuses on AIDS pobcy-mlkinn during the first Mbeki Nﬁ-nmm
(1999-2004), The author portrays Mandela as a president whose focus was more on
mation building and Mbeki as Mr Dehw'y The portayal of President MM! as Mr
Delivery suggests that more was expested from bis Adminisratin, The Mbeki

# .

;s ey b e M
Inter-miniseriz! commitiee produced the HIV and AIDS/STDs Sirtegic Plsn for South
Affs, 20002005, Cther it Wich were esblsed 1 Inplnied HIV asd
AIDS policies are the South African National AIDS Council, Int

Commitiee on AIDS, MINMECS, and a commitiee consisting of all provincial heads M
health, provincial AIDS Councils, and Directoes-General forum, It is namws that the
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manyr o m b wELLo

HIV and AIDS policies. However, despite allthese implementation, HIV/AIDS was stll
 challngs. Provincial programmes lcked an independent evalation sster. The
incial collsboration or Mlyspmdjﬁ %
of the total HIV and AIDS granis svailable to them from central govemmert.
Despitc the challenges outlined above, there aee few successcs which can be atrbted (o
the Moeki Adminsiaian. Firly,the goverrnent masaged 1o pl e e of people
with AIDS" right 10 essential drugs on the intermational agenda, In Augast 1999,
Ch:m!l o the Employmens Equiy At 199 (Act 55 of 1998) G o ol Tis
‘chapter discrimination of people with HIV and medical tesiing prior 1o
m;ﬂvymem In zmz govemment announced the roll-out of ARVS afler o few legal
batles
In mlnﬁmg the baok. the suthor turmis back 1o the theoretical basis for the mnalysis of
bl polcy. Amongst ther he o pins ot el frher s s equied 1o
esublish how policy o an cooperate in an effort 1o
make pnh:y whmum o sl o, RIS 0k 0 Kb
AIDS policies is under.researched and: democratisation of technical knowledgs and
discourses in an effort to preclude abuse of certain epistemologics.
Although the book sounds like a ehronology of misfortunes clating 10 the HIV aod
AIDS, it highlights serious challenges which must be avoided in the policy-making
process by all spheres of govemment. An important question relaed o the book which
R s womdeed idercd by in South Affica is be
legalised? The book is an interesting and informative read for public offcial, students
and academics.
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