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1. INTRODUCTION

The majority of South Africans have experienced the public sector as being
oppressive, unjust, imposing, a disservice, non-existent in numerous instances and

simply unhelpful.

The paradox is that even those that have benefited and experienced public sector
delivery, are of the opinion that the public sector is inherently inefficient and
ineflective. With the first democratic elections and the establishment of the
Government of National Unity, there is high expectation from the majority of South

Africans, especially the poorest of the poor, that the Government must deliver.

The truth is that, the inherited public sector is characterised by a work ethos that
is not geared towards professional service delivery and a customer-focused
approach. From an organisalional culture and political perspective, there are various
allegiances, cultures, behaviours and attitudes prevailing, the government has

changed but the service standards generally remain as bad as ever.

This dark picture on 1he public sector cannot remain unattended and unchallenged,
something must be done, namely that public officials should starl ireating citizens

like customers,

In the second rubric the definition of a customer is fully canvassed and explained.
An approach to be reckoner with is thal, a customer does not only pertain to
organisations or relationships where there are money transactions but also to

incidents where people havce dealings with one another. The explanation and
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meaning of customer-focus approach form the pivotal point of this topic, this is fully

outlined in the third rubric.

Customer-focus approach makes it everyone’s ‘business’ to know the customer, this
helps in managing the dynamic needs of the society. Customer-focus approach
helps people to manage resources, sets quality as the standard and establishes a

winning and lasting relationships with the customers.

The impact that customer-focus approach has is that, it promotes constant
consultation with clients, it helps the institutions to set service standards, promote
citizenry access to services and urges the public officials to treat citizens with
courtesy. In order for public officials to be transparent and open, to remed'y the
mistakes of the past, 1o offer the best possible value for money, to be more
accountable, to be more innovative and encouraging a partnership with the wide

community, customer-focus approach is the integral part.

Customer-focus approach can be uscd for setting goals. Individual performance
goals can be used to link what individuals do everyday to larger goals and values of
the organisation, helps connecl individuals, teams, and organisations with their
customers, can be used as communication tool and above all, goals can assist
individuals in self-management process. All these are fully articulated in the fourth

rubric.

Customer-focus approach is a process to improve service delivery, as such it entails
steps that must be followed. As standards are raised, higher targets must be set.
The fifth rubric introduces the seven steps that should be followed if customer-focus
approach is really expecled to deliver the goods. These steps are: identifying the
custonier, establishing the cusiomer’s needs and priorities, establishing the current
service baseline, identifying the ‘improvement gap’, setting service standards,

gearing up fo1 delivery and announcing service standards. Customer-focus approach
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should be managed. Management is the process of achieving organisational
objectives within a changing environment. Some management functions are policy-
making, planning, decision-making, organising, leading and controlling. All these
above articutated management functions cannot be of any force if not coupled with

customer-focus approach. These will be fully canvassed in rubrics six to eleven.

In interacting with citizens as customers, the public officials are placed in a better
position to know what their customers are, what their needs are, and how they can
adequately respond to them. This interaction helps in the formulation of public
policies. Public policies that do not respond to the needs of the citizens, do not
really serve the purpose for which they were meant to, nanllely how particular

objectives will be pursued. This aspect will be dealt with in the sixth rubric.

The introduction of customer-focus approach shouid be planned and not introduced
in an haphazard manner. For example, selective radicalism rather than total change
is recommended. Planning determines the objectives, allocates resources and helps
in compiling programs for the realisation of such objectives. This will be covered in
the seventh rubric. People feel happy to be part of decision-making in aspects that
are going to affect them directly. Frontline or interface managers should be involved
in the decision-making that affects them directly, because they have the first hand
information from the customers. As a process, decision-making will be clearly
outlined and its importance to promote customer-focus approach will be explained.

This will be made clearer in the eighth rubric.

If people are to Work-together effectively in managing a program, they need to know
the part they are to play in the total endeavour and how their roles relate to each
other. All these can be made possible by the managerial function of organizing. The
most appropriate organisational structure, will be the one, that adequately responds
to the needs of the custorner. Information should he frecly disseminated through

the organization if its main purpose is to proinote customer-focus appioach. The
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rigid bureaucratic approach that inhibits customer-focus approach should be dealt

with accordingly. This will be dealt with in the nineth rubric.

Managers are meant 10 lead the institutions in a particular direction. However, not
all managers are leaders, leaders have the ability to influence the behaviour of others
to go in a certain direction. In order for the public sector to be more responsive to
the needs of its customers, leaders are needed. These leaders can drive the process
of change without much friction than people who lack the leadership qualities. The

introduction of customer-focus approach needs irue leaders. This will be handled

in the tenth rubric.

The last function in the management process is controlling. This is the process of
monitoring activities in order to determine whether individual units and the
institution itself are obtaining and utilising their resources efficiently to accomplish
their objectives, and, where this is not being achieved, implementing corrective

action.

Customer-focus approach should be controlled in order to make sure that what was
planed, really is achieved. it should not be forgotten that, the main purpose for
responding to customers’ needs, is to improve service delivery. If this is not the
case, monitoring and controlling should be intensified. This will be fully canvassed

in the eleventh rubric.
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2. CONCEPTUAL DEFINITIONS

2.1 Customer

Oxford Dictionary {1986:206) defines a customer as a person who buys goods or
services Trom a shop or business. it goes further to state that a customer also

means a person cne has to deal with.

The conclusion that one is forced to come to is that, this definition suggests that
customer relationship does not only confine itself to business transactions but also
to situations where there are dealings with people. [t is therefore argued that the
public sector as a provider of voluminous goods and services to the public has in

actual fact created a situation which can be termed customer relationship with the

public.

A customer is an individual or group of individuals to whom one provides one or
more products or services. One may receive goods or services in return or be paid
through a third party who may also be one’s customer. These exchanges form a
series of links in a chain which joins with other chains and drives not only
organizations but industries and economies (Smith 1995:b}). Public institutions by
their nature are not an exception to the rule, they zlso have customers who pay for

goods and services rendered.

Customers include both end users who pay for the organization’s products and

internal customers - groups and individuals - to whom services are rendered

{Spangenberg 1994:91).
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The term customer is relative., Customers can be external to an organization, the
usual perception, or internal within an organization, the new perception. The
traditional departmentalization of companies makes any department both a supplier
to the next department and a customer of a previous department. The dual
responsibilities associated with the dual roles need to be recognized in order for the

relationship to be clear and dynamic {Pitt 1994:358).

Like companies, public institutions also have traditional departmentalizations which
make any department both a supplier to the next department and a customer of a
previous one. [n a public institution, this dual responsibility can be illustrated by
way of an example: the finance department supplies money to the provisioning
department for its {provisioning dept) operations, this means that the finance
department can be regarded as a supplier to the provisioning department. By the
same token the same finance department can be regarded as a customer of the
human resources department because the finance department depends on the

human resources department for its (finance department) staffing.

Pitt (1994:358) maintains that schools are beginning to structure themselves
according to the need of the true customer, the student. Hospitals are managing
their skills and services in an organized way around the patient’s needs and care,
some providing, for example, a home-like atmosphere in a recovery room after a
baby is born and held by the new mother. Some medical laboratories are using

control charts to maintain control over reference samples.

Customer-focused approach is therefore the corner stone of every satisfactory
service delivery even though it might not serve as a panacea. Just as a person
cannot initiate a business undertaking without money, a public institution also
cannot initiate any work to deliver goods or services without money. However, all
public institutions are dependent upon the citizens for their income (Cloete

1994.:145). It is therefore appropriate at this stage, to mention that, citizens by
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virtue of their being taxpayers, are in fact the customers of a government. Without
further grappling with the idea whether citizens can be equated 1o customers or not,
what is material is that, in order for any public institution to deliver goods and
services to the citizens in an excelient manner, a customer-focused approach is

highly recommended.
2.2 Focused

According to Oxford Dictionary (1986:311) focused means 1o concentrate or be
concentrated on. The delivery of goods and services should be Tocused on the
needs of the people. Managing the delivery of goods and services reguires a
different approach from managing manufacturing of goods, mainly because the
service organisation continuously has to create the relationship between itself and
its users. The relationship has to be defined within the user’s perception of the

service (Flynn 1993:162).

Focusing on customers, means knowing and responding to the customer’s
expectations and needs. It also requires that cveryonc knows the value that hec or
she adds, not only for the end customer, but for interna! customers as well

{(Mclagan 1991:7).
2.3 Approach

Approach means u way of dealing with a person or thing (Oxford 1986:38). In
order to deliver goods and secrvices to the peoplc in an excellent manner, ihe
appropriate approach to be used, is the one that addresses the needs of all the
citizens. This approach implies listening 1o their views, treating them with respect,
meeting their legitimate expectations and responding swiftly when standards of

service deviate from the promised standard {Batho Pele Whitc Paper 1997:13).



2.4  NManagement

Management is the process of achieving organisational objectives within a changing

environment by:

. balancing efficiency, effectiveness and equity;
. obtaining the most out of limited resources; and
. working with and through people (Naylor 1996:3).

Starling (1998:23-24) lists five traditional management functions as planning,

decision-making, organizing, leading and controliing.

Planning defines where the organization wants to be in the future and how it is
going to get there. Lack of planning - or poor planning - can hurt an agency’s

performance {Starling 1998:23).

Decision-making is a process of identifying problems and opportunities, generating

alternatives, and selecting an allernative (Starling 1998:23).

Organizing typically follows planning and decision-making. It reflects how an
agency tries to attain the objectives of its programs; it involves the assignment of
tasks and the grouping of these tasks into various organizationa! units (e.g.

departments, divisions, bureaus, branches, offices, etc.) {(Starling 1998:23).

Leading is the use of influence 1o motivate civil servants 1o achieve program
objectives. It involves communicating these objectives to employees throughout the
agency and developing in them a commitmant to perform atl a high level {Starling

1998:23).
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Controlling, or implementing and evaluation is the last basic management function.
Absolutely critical to the success of a program is the monitoring and adjusting of the
agency employees’ activities to ensure that the program remains on track toward
its objectives. Administrators want 10 know, in particular, about two things:
program effectiveness (the degree 10 which the program is achieving its objectives)
and program efficiency (the amount of resources used 1o obtain a given volume of

output) (Starling 1998:23-24).

However, Fox et al. {1291:5) list public management functions as comprising of:
policy-making, planning, organising, leadership and motivation and control and
evaluation. For the purposes of this dissertation, management will therefore include;

policy-making, planning, decision-making, organising, leading and controlling.'
2.5 Tool

A too! means a thing used in an occupation or pursuit {Oxford 1986:867). In the
public sector tools are used as aids in ensuring effective and efficient delivery of
goods and services. Van Straaten (1984:9-212) mentions most of these
administrative tools, such as, information system, computerising, cost-benefit
analysis, network analysis, work study, systems analysis and management by
objectives (MBQ). Customer-focused approach is one of those management tools

that promotes excellent service delivery in the public sector.
2.6 Improving service delivery

Improving the delivery of public services means redressing the imbalances of the
past and, while maintaining continuity of service 1o all levels of society, focusing on
meeting the needs of the 40% of South Africans who are living below the poverty
line and thosc, such as the disabled, and black women living in rural areas, who

have previously been disadvantaged in terms of service delivery. Improving service

T ot LR Y R PR .- W
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delivery also calls for a shift away from inward-looking, bureaucratic systems,
processes and attitudes, and a search for new ways of working which put the needs
of the public first, are beller, faster and more responsive 1o the citizens’ needs. It
also means a complete change in the way that services are delivered. The objective
of service delivery therefore includes welfare, equity and efficiency (Batho Pele

White Paper 1997:11).

2.7 Public sector

Public sector is 1hat portion of economy whose activities (economic and non-
economic) are under the control and direction of the state. The state owns all
resources in this sector and uses them to achieve whatever goais it may have to
promote, the economic welfare of the ruling elite or to maximise the well being of

society as a whole (Fox & Meyer 1995:107).

3. EXPLANATION AND MEANING OF
CUSTOMER-FOCUS APPROACH

It is very important to give a detailed explanation of the concept, customer-focus

approach, and its meaning in the public sector.
3.1 Explanation of customer-focus approach
According to Myers & Lacey (1896:331) in an increasing number of countries,

atlention is being focused on the quality of public services as measured by customer

salisfaction. This is something of a new departure for the public sector, although
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it has long been an established part of private sector business practice. [t hinges

upon regarding the users of pubic services as consumers rather than as citizens.

A customer-focused approach is an approach which puts pressure on systems,
procedures, attitudes and behaviour within the public service and reorients them in
the customer’s favour, it is an approach which puts the people first. This does not
mean introducing more rules and centralised processes or micro-managing service
delivery activities. Rather, it involves creating a framework for the delivery of
services which treats citizens more like customers and enables the citizens to hold
public servants to account for the service they receive (Batho Pele White Paper

1997:12).

The concept of the citizen as a ‘customer’ may therefore seem inappropriate at first
sight. 'Customer’ is nevertheless a useful term in the context of improving service
delivery because it embraces certain principles which are as fundamental to public

service delivery as they are to the provision of services for commercia! gain.

To treat citizens as ‘customer’ implies:

© listening to their views and taking account of them in making decisions about
what services should be provided;

@ treating them with consideration and respect;

& making sure that the promised level and quality of service is always of the
highesi standard; and

Q responding swiftly and sympathetically when standards of service fall below

the promised standard {Batho Pele White Paper 1997:13).

It should be noted that not only citizens can be regarded as customers. National and
provincial departments have many internal customers such s components and staff
within their own organisations, as well as other departments and insiitutions for

whoin they provide & service (Batho Pele White Paper 1997:13).
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Treating citizens as customers and training public managers to be customer-focused
in their approaches will increase and improve service delivery in the public sector.
The challenge of developing a cutture of quality customer service in the public scctor

is undoubtediy a challenge which can no longer afford to be ignored {(Week & De

Beer 1994:4).

Culture may be defined as the values, beliefs, norms and practices of a particular
group that are learned and shared and that guide thinking, decisions and actions In
a patterned way (Giger & Davidhizar 1 991:3). A culture of quality customer service
is therefore premised on shared values, beliefs, norms and practices that promote

good customer service.

Myers & Lacey (1996:334) maintain {hat there should be efforts to make the public
sector more responsive to the customer as the direct consumer of its products.
These efforts have relied on two main instruments. The first, and most important,
is increasing marketl contestability for public-service products. The second is
providing consumers of public goods and services with a stronger voice in the
absence of oppartunities for exit. Responsiveness is a core value of the transformed
public service. lts application in practice will have a profound effect on the way
national departments and provincial administration operate. The key to
implementing the responsiveness principle lies in being able to identify quickly and
accurately when services are falling below the promised standard and having
procedures in place 1o 1emedy the situation {(Green Paper on Transforming of Public
Service 1996:8). Customer-focused approach encourages dissemination of useful
information so that customers can be able to complete transactlions at ease. Public

sector forms should be very easy to fill, they should be user-{riendly.

According to Manning (1897:16) "... hecoming customer-driven is a complex

matter, that takes hard work and smait management. It demands thut you not only
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get to know the customer intimately, but also that you rethink everything you do,

and the way you do it.”

Customer-focused approach is very important because it focuses on customers who
are the providers of the needed revenue and more importantly so, the information

so much needed to help public managers to provide excellent service.

Employees are a critical force when evolving to a customer-focused cufture: not
everyone can adjust to a new way of working. Hiring and retaining employees who
will fit in a customer-focused organization and who can work in teams means

selecting a new breed of worker (Murphy, in Theresa Brothers & Carson 1993:13).

In forming a customer-focused public sector, ail employees should be involved. All
are encouraged to make their business to learn about customers and their needs
(Blem 1995:20). Customer-focused approach is sometimes termed customer-
handling approach. The customer-handling approach defines a service problem in
terms of inadequacies in the interpersonal and communication skills of the frontline
service deliverers. It focuses on the individual; it attempls to redress poor service
quality by modifying the behaviour of frontline staff through training in new skills
and attitudes. Frontline people cannot deliver service if they are not adequately
trained (Maguire 1991:24.}. The approach assumes that as staf{f members become
more skilled in handling customers, service quality will improve automatically {(Foster

et al. 1989:55).

According to Maguire {1991:23} top management must identify its commitment to
service excellence. [t is a full-time obsession with getting things right first time.
They must spell out how service excellence will benefil the customer, and that
benefit must be deliverable. The institution must find out from the customer what

he or she expects and once known, should to be translated into specific criteria
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against which service can be measured. The public institution should scrutinize its

contact with its customers, this is called “moments of truth.”

According to Weeks & De Beer (1994:5) the “moment of truth” in instilling quality
customer service in the public sector, arises when the public comes into contact
with any aspect of the service and consequently has an opportunity to form an
impression of service provided. These impressions accumulate 1o shape public

opinion in regard to the standard of customer service.

From what has been outlined above, it is true to allude that empowering employees
and seeking customer feedback play an important role in achieving customer
satisfaction. Public sector customers should be encouraged to provide feedback on
service delivery. In analysing the feedback, Smith {1994:157} states that statistical
methods can be used to collate responses and indicate the general levels of

customer satisfaction.

According to Zeithaml, et al. {(1990:51) knowing what customers expect is the first
and most critical step in delivering quality service. Raising awareness of customer-
focused approach is very cardinal in promoting excelient customer service. The

most commonly used approach is to form customer-focused teams.

Spangenberg (1994:20) maintains that in implementing customer-focus approach,
the focus is on evaluating whether the organization is meeting customer needs and

requirements by:

1. The decision-maker in the organization meeting with the staff {as a team) to
determine who the customer is.
2. The team meeting with the cuslomer to delermine customier needs and

requirements.
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3. The team developing a strategy to meet customer requirements by:
{a) meeting with employees 1o discuss customer requirements;
(b) outlining the processes in place and eliminating any unnecessary steps;
{c) learning how to utilize statistical calculation and statistical thinking to

strive for ongoing improvement of ithe system; and
{d} establishing ongoing information exchange between the management/
employee team and customer.
4. The manager and employees maintaining an open and ongoing information

exchange with each other, with the focus on improving processes.

3.2 Meaning of customer-focus approach

The art and practice of public administration came under fierce international criticism
in the 1980's. The discipline was increasingly regarded as unproductive and
inefficient. A number of governments, mostly but not exclusively right-wing,
attempted to introduce private sector practices into the public sector in order to
improve efficiency and productivity. Britain, United States, Australia and New
Zealand, are foremost examples of such countries {(Cameron & Stone 1995:114)}.
In New Zealand, for instance, the reforms were guided by two objectives, namely
not only the need for more efficient public sector but also the one that responds

better to the policy aims of elected governments (Myers & Lacey 1996:332).

Customer-focused approach is one of those practices that altempts to improve
efficiency and productivity in the private sector but it can also be implemented with
success in the public sector. The primacy of the customer dictates that the public
sector provides services that are responsive to the needs of its primary customer,
the public. Worldwide and particularly in South Africa, customers were accustomed
to mediocrity. Not any tonger, for the person most affected by the rising awareness

of the importance of customer setvice, is the customer {Dyamond 1990:33).
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in the following paragraphs a full attempt will be made to describe meaning of
customer-focus approach in the public seclor. This refers to the impact the
custormer-focus approach has in the public sector. Meaning of customer-focus

approach refers to the following:
3.2.1 Consulting users of services

All national and provincial departments must, regularly and systematically, consult
not only about services currently provided but also about the provision of new basic
services to those who lack them. Consultation will give citizens the opportunity of
influencing decisions about public services, by providing objective evidence which
will determine service delivery priorities. Consultation can also help to foster a more
participative and co-operative relationship between the providers and users of public

service {Batho Pele White Paper 1997;16).

Provinc_ial governments should encourage the establishment of subregional and/or
local forums which consist of representatives of all the stakeholders in the areas.
In consultation with these forums, local authorities will promote the development
of their local areas. At provincial level, consultative councils, which consist of
representatives of both stakeholders and subregional forums, should be established

{Cameron & Stone 1995:95).

According to Myers & Lacey {1290:336) the public sector should provide choice
wherever practicable. There should be regular consuftation with those who use
services. The consultation process should be undertaken sensitively; for example,
people should not be asked to reveal unnecessary personal information, and they
should be able to give their views anonymously if they wish. Often, more than one
method of consultation will be needed to ensure comprehensiveness and

representativeness (Batho Pele White Paper 1997:16).
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3.2.2 Setting service standard(s)

in the United Kingdom, The Citizen's Charter was launched in 1991 and became
operative in 1992. ltis, initially, a ten year program and is designed 10 improve the

delivery of public services (Myers & Lacey 1996:334).

One of the key principles of this Charter is service standards. Explicit standards are
set, monitored and published for the services that individual user can reasonably
expect {Myers & Lacey 1996:336). Spangenberg {1994:73) refers to these
standards as performance measures. This author maintains that performance
measures are needed to determine how well one must perform and how one will

know if one has succeeded (Spangenberg 19294:73}.

Service standards must be relevant and meaningful 1o the individual user. This
means that they must cover the aspects of service which matter most to users, as
revealed by the consultation process, and they must be expressed in terms which
are relevant and easily understood. Standards must also be precise and measurable,
s0 that users can judge for themselves whether or not they are receiving what was

promised (Green Paper on Transforming of Public Service Delivery 1996:5).

However, meaéurement problems in the public sector contribute to differences in
decision-making behaviour. The lack of a clearly defined bottom line in the public
sector leads to a focus on inputs and budgets, notl oulputs and productivity
measures. Thus, meeting the budget hecomes an important measure, not just an

input tool as in the private sector (Watson et al. 1997:392).

Custorner-focused approach is the driving force hehind good standard setting.
Once approved, service standards miust be published and displayed al the point of

delivery and communicaled as widely as possible to all potential users so that they
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know what level of service they arc entitled to expect, and can complain if they do

not receive it {(Batho Pele White Paper 1987:17}.

In fine with the United Kingdom’s Citizen’s Charter, the South African department
of Home Affairs has formulated what is called the improved standards plan in order
to improve productivity, courteousness, efficiency and eliminate corruption (The

Star. Thursday April 2 1998).

According to the Minister of Home Affairs (The Star, Thursday April 2 1998} “We
realise that the same requirements of good customer service apply to us as to any
other public or private provider of services ... our operating circumstances, however,
crucially differ in one important instance. We serve a captive clientele, they cannot
shop around the corner for better product. This places an even greater responsibility

on us.”

The plan is outlined in a services pamphlet which will be distributed to Home Affairs
personnel and the public. It includes a list of the customer’s rights, guidelines on
the services offered by the department concerning how its staff will deal with

inguiries.

Provided the application is straightforward and has been correctly completed, the
Department of Home Affairs aims to process the documents within the following

time frames:

identity documents (two months);
registration of births {one day);
marriage cerlificates (same day);
registration of deaths (same day);

temporary identity documents (on the spot};

O C O O 0O O

passports/travel documents {six weeks);

P —
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emergency passports {one week);

visas (10 days);

permanent residence - foreign applications {18 months);
citizenship {eight weeks);

refugee affairs {three months};

repatriation {one month}; and

©C 0 0O 0O C O C

permanent residence - local applications {eight weeks) (The Star, Thursday

April 2 1998).

It is obvious that this publication of service standards is mainly for users’ benefits.
It is therefore appropriate to state that customer-focus approach plays a prominent

role in setting service standards.

3.2.3 Increasing access

While some South Africans enjoy public services of first world quality, many others
live in third world conditions. One of the prime aims of customer-focus approach
is to provide a framework of making decisions about delivering public services to the
many South Africans who were and still are denied access to them within the

parameters of the Government’s Growth, Employment and Redistribution strategy.

Customer-focus approach also aims to rectify the inequalities of distribution in
existing services. All national and provincial departments are required to specify and
sel targets for progressively increasing access 10 their services for those who have
not previously received them. In setting these targets, institutions which promote
the interests of previously disadvantaged groups, such as the Gender Commission,
and groups representing the disabled should be consulted {Batho Pele White Paper

1997:18).
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Accessibility means that all citizens should have equal access to the services to
which they are entilled. Customer focus approach amongst others, entails the

vigorous promotion of accessibility.

The Constitution of the Republic of South Africa, 108/1996 makes provision for the
citizens to have access to information, just administrative action and to courts of
law. This concept is called the concept of customer-driven government: meeting
the needs of the customer, not the bureaucracy (Osborne & Gaebler 1992:166-
194}.

Customer-focus approach is an appropriate management iool to barriers to access

because it address meeting the needs of customers,

3.2.4 Ensuring courtesy

The concept of courtesy goes much wider than asking public servants to give a
polite smile and to say please and thank you, though these are certainly required.
The Code of Conduct for Public Servants issued by the Public Service Commission,
makes it clear that courtesy and regard for the public servants is one of the
fundamental duties of public servants, by specifying that public servants treat
members of the public as customers who are entitled to receive the highest

standards of service (Batho Pele White Paper 1997:17).

However, Mokgoro {1897:243) reports that even though there are some glimpses
of refreshing change, public servants in many parts of the country continue to
hehave as though they exist to serve their own interests and not those of the public.
Telephones and written enquiries continue to be ignored; applicants are not informed
if they arc unsuccessful - often receipt is nol even acknowledged of their
applications; bribes are still demanded in exchange of service delivery; response time

continties to be unbearably long {i.e. if it happens at allj; police do not respond to
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reported crime, if they do arrive, it is only when the perpetrators have carried out
their heinous deeds; and nepotism has been exposed but this is being addressed in

the new Public Service Regulations now being drafted (Mokgoro 1997:243).

The gloomy picture outlined by the above-mentioned author cannot remain
unchallenged. National and provincial departments must specify the standards for
1they way in which customers should be treated. These can be included in their

departmental codes of conduct. These standards should cover, among others:

0 greeting and addressing customers;

A the identification of staff by name when dealing with customers, whether in
person, on the telephone or in writing;

the style and tone of written communications;

simplification and ‘customer-friendliness’ of forms;

the maximum length of time which responses must be made to enquiries;
the conduct of interviews;

how complains should be dealt with;

dealing wilh people who have special needs, such as the elderly or infirm;
gender; and

language (Batho Pele White Paper 1997:19).

2 0000000

The performance of staff who deal with customers must be regularly monitored, and

performance wliich falls below 1he specified standards should not be tolerated.

An importani aspect of encouraging customer-focused behaviour is to provide staf{
with opportunities to suggest ways of improving scrvice and for senior managers to
take these suggestions seriously._ This implies particularly to siaff who come into
regular contact with the public because they usually have an accurate appreciation

of their necds and concerns. Senior managers should regularly meet with staff to
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get feedback about service (Green Paper on Trans{orming of Public Service Delivery

1996:6-7).

Customer-focus approach is the key to the promotion of courtesy for public

servants.
3.2.5 Providing more useful information

No public organisation can be expected to optimize service provision processes
without access to timely and accurate information. The power of the modern
compuler to store and process data causes this technology to appear extremely
attractive as the most effeclive way to create decision support systems. A
frequently articulated complaint of managers in the public sector is that their data-
processing staff lack the abilitics to provide these systems (Chaston 1993:174).
Although this criticism may be valid in some situations, the more usual cause of the
problem is that information users lack even a basic understanding of information
technology and are therefore unable to describe their real needs adequately to the

system designer {Chaston 1993:174).

It is a reguirement that public administration should be rationat and objective as far
as possible. In practice this means that public administration shouid be based on
factual information, e.g. estimates of income and expenditure should be based on
factual information. To ensure that this is done, it is necessary to provide for the

creation and maintenance of information system {Cloele 1994:245).

Information is one of the most power{ul tools at the customer’s disposal in
exercising his or her right to good service. National and provincial departments must
provide full, accurate and up-to-date information about the services they provide,
and who is entitied 1o thenmy. This must be done actively, in order to ensure that

information is received by all those who need it, especially those who have
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previously been excluded from the provision of public services. The consultation
process should also be used to find out what customers and potential customers
need to know, and then to work out how, where and when the information can best

be provided (Batho Pele White Paper 1897:19).

According to Ross (1970:106) information system is a network of component parts
developed to provide a flow of information to decision-makers. It is composed of
procedures, equipment, information, methods to compile and evaluate information,

the people who use the information, and the information management.

Samuelson et al. {1977:3) maintain thal information system is that combination of
human and computer-based resources which resuits in collection, storage, retrieval,
communication and use of data for the purpose of efficient management {planning,

decision-making, reporting and control} of operations in organisations.

In the public sector information system serves a variety of functions such as policy-
making, planning, organising, and control in various internal and external functions
such as personnel, financing and engineering, health, security and public works.
Every sysiem consists of a set of elements or sub-functions which are referred to

as sub-systems (Fox et al. 1991:261).

Written information should be plain and free of jargon, and supported by graphical
material where this will make il easier 1o understand, There should always be a
name and contact number for obtaining further information and advice. All written
information should be tested on the target audience for readability and
comprehensiveness. However, it should not be assumed that written information
alone will suffice: many people prefer to receive information verbally, so that they
can ask guestions and check their understanding (Green Paper on Transforming of

Public Service Delivery 19986:7}.
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Walsh {1989:83) identifies a number of promotional mechanisms best suited for a

local government environment:

Complaint forms.
A special telephone service for consumers (the community).

An organised letter and mail correspondence network.

H 0 8\ &

Effective complaint procedures.

The existence of an effective system for the provision of information.

BH =

Organised campaigns to involve the community in decision-making.

Measures to ensure accessibility to local government structures and

administrative activities.

As a minimum, information about services should be availlable at the point of
delivery, but for users who are far from the point of delivery, other arrangements
will be needed. Schools, libraries, clinics, shops, and local non-government
organisations and community-based organisations are all potential distribution
point_s; information notices on trees in rural areas, and toll-free telephone help lines,
in a variety of languages, where needed, can be extremely effective. Service
providers should also make regular visits to remote communities to disseminate

information (Batho Pele White Paper 1937:20).

It is appropriate at this juncture to point out that the department of Home Affairs
has introduced a toll free complaint hotline (0800601 190) which became operative
from 2 Aprit 1998 {The Star, Thursday April 2 1998).

3.2.5.1 Types of information systems

The nature of information is determined by its value to the user. The information
must be responsive to the user in four main areas: it must be timely, integrated with

other data and information, consistent and accurate and relevant. Information that
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lacks any of these basic features will result in incorreci decisions, misallocation of

resources, and overlooked windows of opportunity (Bidgoli 1997:8).

The underlying objective of information systems on functional levels is to provide
managers with the information they need to monitor and control individual functions,
so that the ultimate objectives are achieved through effective decisions. The
activities of the institution on the different functional levels are strategic, tactical

and operational (Kroon 1596:474).
Different types of information systems can be identified such as:
3.2.5.1.1 Transaction Processing Systems (TPS)

A Transaction Processing System (TPS) collects and stores data about transactions
and sometimes controls decisions that are made as part of a transaction. TPS were
the first computerised information system. TPS are highly structured and are based
on detailed models of how the transaction should be processed. TPS enforce the
collection of specific data in specific format and in accordance with rules, policies,

and goals of lhe organization (Alter 1892:127).

The speed and accuracy in which transactions are processed has improved service

delivery to the public.
3.2.5.1.2 Management Information Systems (MIS)

MIS can he defined narrowiy as the automation of routine and structured tasks to

support decision-making {(Murdick et al. 1384:7).

The concept of MIS emerged partly as a response 1o the shortcomings of first

computerized TPS, which often suceceeded in immproving transaction processing but
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provided little information for management (Alter 1992:133).

MIS is a means of providing information necessary for decision-making to the
various levels of management within an organisation, usually through computer-
based files (Kindred 1982:570). It is a specifically planned computer-based
organisational tool that enables managers to gather, store, process and retrieve
relevant organisational data that can be used to make informed organisational

decisions (Kreps 1990:217).

Smit & Cronje {1992:16) indicate that MIS is an integrated approach that provides
relevant information used to help managers make decisions. With MIS data can be
interpreted, organised and filtered to reach managers efficiently and timeously. This
information is designed to support the effective planning and control of management

activities.

The extent of computerised MIS varies from institution to institution, but the most
effective types are those that are integrated. An integrated MIS incorporates all five
managerial functions: planning, organising, staffing, directing and controlling
throughout the institution. An integrated management computerised system uses
the computer to solve problems for the entire institution, instead of attacking them

in a piecemeal fashion {Capron 1880:490).

Custorner-focus managers need more refined information in order to make informed

decisions for improved service delivery.
3.2.5.1.3  Decision Support System (DSS)
Another positive contribution of information technology has, in fact, been developed

as a result of one of its limitations. Indeed, the 60's saw attempls to apply

computiters across the board, leading 1o experiments on the possibilily of automating



T T e e

-

.

29-

all information handling processes. After countless failed atternpts, the conclusion
was finally reached that computer could not substitute peoplc in significant decision-

making process {Andreu et al. 1992:27).

As aresult, a new more modest and realistic point of view, was developed in order
to take advantage of technology. It simply consisted of trying to help people in
charge of making decisions instead of trying to automate the whole process. The

idea lead to the Decision Support Systern (DSS) concept {Andreu et al. 1982:27).

A Decision Support System {DSS) is an interactive system that helps people make
decisions, use judgment, and work in areas where no one knows exactly how the
task should be done in all cases. DSS support decision-making in semi-structured
and unstructured situations, and they provide inforrmation, models, or tools for

manipulating data (Alter 1992:133).

Unstructured decisions are those in which the decision-maker must provide
judgment, evaluation, and insights into the problem definition. Each of these
decisions arg novel, important, and non-routine, and there is no well-understood or
agreed-upon procedure for making them. Structured decisions, by contrast, are
repetitive and routine and involve a definite procedure for handling them so that they
do not have to be treated each time as if they are new. Some decisions are semi-
structured; in such cases, only part of the problem has a clear-cul answer provided

by an accepted procedure {l.audon & Laudon 1997:82).

The decision support information system {DSS) is the information system thal was
developed within management information system. A Decision Support System can
be defined as an interactive compuler system that is easily accessible and usable by
the manager withoutl the continual support of computer specialist (Rue & Byars
1992:542). Itis a specialised information system designed to support management

skills in all stages of decision-making {Donnecliey et al. 1990:5G8).
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A Dccision Support information System also makes it possible for public officials to
seek alternative solutions in the process of decision-making. This is made possible
after computerised information has been assessed and the necessary updating has
been made. It gives public officials and political office bearers instant signals of
problems and more time to devole to planning, and the ability to evaluate more

alternatives (Sanders 1 98‘5:384).

A Decision Support System does not replace a management information system.
instead a DSS supplements MIS. Distinct differences exist between them. A
Management Information System emphasises planned reports on a variety of
subjects where as Decision Support System focuses on decision-making. MIS is
standard, scheduled, structured and a routine system whilst DSS is quite
unstructured and available on request. MIS is constrained by the organisational

system while DSS is immediate and friendly (Capron 1990:507).

The collection of useable information helps managers 10 make decisions that are
relevant to meeting customers needs. Ross (1970:199) maintains that decision-
making is the process of selecting from alternatives a course of action to achieve

an objective.
3.2.6.1.4  Executive Information Systems (EIS)

An EIS is a computerized system that provides executives with easy access to
internal and external information that is relevant to their critical success factors

{(Watson et al. 1997:3).

Like TPS, MIS, and DSS, EIS grew oul of unmet needs. MIS provided standard
reports in a standard format on a scheduled basis, which was acceptable for
monitoring the same indicators over time but not very useful for analysing problems

and new situations. DSS initially attempts to help here but provided fools that
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required too much expertise to use. Only analysts could use these tools effectively

and few managers were truly analysts.

In contrast, EIS are designed to help executives find the information they need

whenever they need it and in whatever form is most useful (Alter 1992;1386).

3.2.56.1.5 Expert Systems (ES)

The progress from MIS 1o DSS and EIS provided models and analytical tools for
professionals and usable information for executives. An Expert System addresses
a different type of problem: It supports the intellectual work of professionals
engaged in design, diagnosis, or evaluation of complex situations that require expert
knowledge in a weli-defined area. Expert Systems have been used to diagnose
diseases, configure computers, analyse chemicals, interpret geological data, and
support many other problem solving processes {Alter 1992:136)}. Like all the other

systems, ES can only be useful when it responds to the need of the ‘customers.’
3.2.5.1.6  Office Automation Systems (OAS}

These systems include a wide range of tools such as word processors,
spreadsheets, and telephone systems, with a few exceptions, that are used in
unstructured situations and are oriented primarily toward data rather than models.
They usually provide little or no structure concerning the substance of the
information being stored or transmitted. Secretaries, typists, and receptionists use
OAS a lot since their jobs involve general office tasks such as leaving messages,

drafting memos, and creating presentations (Alter 1992:138).
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OVERVIEW OF SIX TYPES OF INFORMATION SYSTEMS

TYPE OF INFORMA-
TION SYSTEM

WHAT THE SYSTEM
DOES

DEGREE OF STRUC-
TURE IMPOSED

HOW THE SYSTEM
HELPS CO-ORDI-
NATE WORK

TYPICAL USERS

Transaction proces-
sing system

Collects and stores
information about
transactions

Enforces procedures
and standards to
ensure censistent
record keeping and
decision-making

Assures that trans-
action data are
consistent and
available to whom-
ever needs it

People who process
transactions

Management infor-
mation system

Converts dala {from
transaction proces-
sing systems into in-
formation for
managing an organi-
sation and maonito-
ring performance

Reinforces the
organization's goals
by measuring perfor-
mance and compa-
ring il 10 expecta-
tions

Emphasizes mea-
sures of perfor-
mance

Managers and people
who receive feed-
back about their own
work

Deeision-support
system

Helps people meke
decisions by provi-
ding information,
models, or tools for
analyzing informa-
tion

Gives users direction
in using the system
and making deci-
sions; may provide
meathods and for-
mats for portions of
a decision process

May provide a
commeon framework
far analyzing and
explaining a decision

Analysts, managers,
and other professio-
nals

Executive infor-
mation system

Provides information
in a readily accessi-
ble, interactive
format without
forcing oxecutivs to
become data
analysis exports

Somatimes used to
structure parts of
organizational plan-
ning and control
Processes

Sometimes used to
emphasize measures
of performance

Executives and high-
lovel managers

Expert system

Office sutomation
syslem

Makos the know-
ledge of experis
available 1o others;
assists problem
solving in areas
whare expar.
knowledge is needed

May guide the
decision process and
assure that key
factors are con-
sidered

May help an organi-
zation make
consistent decisions

Helps peaplc pro
cess documents and
messagus; provides
1ools ihat make
gencral office work
mor efficient and
eftective

Mey define or re-
strict the format or
method for perfor-
ming everyday
tasks; rarely affects
1he content of the
information

Piovidas 1ools and
metheds that can be
used consistently
throughout an
organization

People who solve
problems in an area
where expert
knowledge exists

QOffice workers and
athers who
occasionally do
office work

{ Aler 1982:128)
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3.2.5.2 The attributes for useful information

These attributes are, amongst others, accuracy, timeliness, comprehensiveness,

multi-faceted and confidentiality.

3.2.5.2.1 Accuracy

Accuracy refers to the extent to which information is exact (Fox et al. 1991:261).
Decision-making is always influenced by the type of information at hand. For
example, if the information is inaccurate, the decision taken will also be inaccurate,
Oxenfeldt (1979:7) confirms that “{t)he information relevant to a decision should
describe the existing situation accurately so that the executive at least knows what

problem he is trying to solve.”
3.2.5.2.2 Timeliness

To make a quick and accurate decision, the information needed should be on time
so that it can be carefully analysed by the designer of an information system for
short, medium or long term planning. Van Straaten {1984:48) further maintains that
“ ... daar derhatwe by die verwerking van inligting so te werk gegaan moet word dat
die inligting tydig en betroubaar is, maar aandag moet terselfdertyd aan metodes
gegee word sodat die bewaring van inligting op die effektiefste en goedkoopste
wyse kan geskied en inligting weer herwin kan word wanneer optrede noodsaaklik

"

is.
3.2.5.2.3 Comprehensiveness

An incomplcte information does not serve any good purpose. For information to be

of value and effective, there should be comprehensiveness. Managers are always

faced with decisions to be made. In the process of decision-making, they are faced
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with information that is accurate, timely but unfortunately incomplete. This causes
frustrations. Complete information can, however, often be provided through the
design so that systems do a better job of integrating and consolidating available

facts. It is thus important to have complete information (Van Straaten 1984:48).

3.2.56.2.4 Confidentiality

Confidentiality should also be built-in in the information system. [t is essential that
adequate precautions are takeq to ensure that unauthorised people do not gain
access to the confidential information. In other words, the information system
should be so designed that specific confidential information can only be accessible
to authorised people, particularly people who have the responsibility to make final

decisions (Van Straatlen 1984:49).

4.2.5.2.h Multi-faceted

To ensure that the decision-makers have a complete, timely and accurate as well as
relevant information in order to make rational decisions, the information system
needs to be mulli-faceted. This is necessary so that the decision-makers can

approach the information system from all angles (Van Straaten 1984:49).

The impact of customer-focus approach in the public sector is that users and
consumers of public services can expect full, accurate information about the
services they are entitled to receive.

3.2.6 Increasing openness and transparency

Public managers shouid be transparent in their deliberations and accountable to their

political superiors {(Harris 1990:6). While open administration was not a feature of
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the old South Africa, the new Constitution of the Republic of South Africa,

108/1996 makes provision for access to all information held by the State.

Section 32(1) states that:
“everyone has the right to access to-
(a) any information held by the state; and
(b) any information that is held by another perscn and that is required for

the exercise or protection of any rights.”

Thus, openness and transparency promote customer-focus approach by placing
citizens in a position where they can contribute to improving service delivery by

getting the right information to judge the government.

Chapter 10 of the Constitution of the Republic of South Africa, 108/1996 which
deals with basic values and principles governing public administration states clearly
under section 195(1) (g) that:

“Transparency must be fostered by providing the public with timely,

accessible and accurate inforimation.”

Openness and transparency are the hallmark of a democratic government and are
fundamental to the public service transformation process. In terms of public service
delivery, their importance lies in the need to build confidence and trust between the
public sector and the public they serve. A key aspect of this is that the public
should know more about the way national and provincial departments are run, how
well they perform, the resources they consume, and who is in charge (Batho Pele

1997:20).

According to Cameron & Stone {(1995:117) public sector operations are monitored
closely and sometimes anticipaied by the press. The extensive negative reporting

of the salaries of new public-sector contract appeintments {'gravy train’) by the
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press is an example of this close scrutiny. The advantage of this publicity is that
it allows public managers to use a public microphone to get the message across to
outside people. The disadvantage is that what public managers say is often

distorted, misquoted and misunderstood (Kurkjian & Chase 1984:5-6).

For the public to know more about how national and provincial departments are run,
how well they perform, the resources they consume, and who is in charge, reporting
mechanisms to the citizens should be exploited. The mechanism for achieving this
will be an annual report to citizens, published by each national and provincial

department setling out, in plain language the following:

< staff numbers employed, and the names and responsibilities of senior
officials;
® performance against targets for: improved service delivery, financial savings,

and increased efficiency;

< resources consumed, including salaries and other staff costs, and other

operating expenses;

@ any income, such as fees for services;

& targets for the following year; and

& a name and contact number for further information (Batho Pele White Paper
1997:20).

According to Hunt {1995:12) openness is concerned with public knowledge of the
way in which decisions are made, the principles which guide that process of
decision-making and the degree of information that is available to the public to

enable them to participate fuily in the decision-making process.

The Bili of Rights open to citizens, presupposes the availabilily of such information -

that is to say, the opportunity for citizens to find out the true facts at first hand,
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without the intformation being filtered or presented through a distorting mirror

(Gentot 19895:56-6).

Kerauden (1295:41) states that, the policy of openness, that is to say openness of
an administrative decision, is in any case clearly an attempt to influence external
management by making an internal change within contemporary reform. One would
agree that the active involvement of citizens in decision-making and public affairs
requires that information, decision-imaking channels and files should be made open
but again one wonders as to what extent, taking ethics into consideration, should
openness take precedent on ethics and vice versa.
.

Hunt (1995:11) states that, there is a clear overlap between openness and ethics,
the debate about openness in administrative organizations raises a number of ethical
issues such as the rights and powers of the state in relation to its citizens in terms
of dissemination and the right to access to information as spelt out in Act 108 of
1996 and about the protection of information given in confidence to the state.
Equally, ethical questions such as maintenance of neutrality by serving the
Government of the day in a dedicated and loyal manner, the implementation of the
policies and programmes of the Government, irrespective of personal preferences
and judgements, the maintenance and upholding of intellectual honesty in the
exercising of responsibilities and the all times maintenance of honesty in providing
advice and opinions to the Government on matters of policy, programmes and
projects in an objective manner in administrative organizations are rarely subjects of
public scrutiny and debate. They are usually determined by the bureaucracy to
which they relate, reflecling principles presumed 10 be of benefit to the government

of the country and thus in the interest of its people {Hunt 1995:11).

Howcver, where the relationship between openness, ethics and administrative
reform is concerned, il is customary to stress that most efforts at modern reform

are designed to improve 1he internal manageiment of public services rather than the
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external management of the interface between the public service and its users or
customers {Kerauden 1995:41). Be that as it may, openness promotes a culture of

participation by the citizens at large.

The difficulties encountered when exercising openness are as follows:

% divulging information which the administration would prefer to keep
confidential exposes it to criticism and opposition;

- the reluctance of the administration to play the openness game often stems
from fear that this will completely alter the nature of the decision-making or
control process; and

o> finally, it is the fear of improper use being made of the information contained
in the documents requested for consuiltation by the public which most often
explains the reservations of the administration which tends to stress the
complexity of administrative affairs, the difficulty of arbitration between

opposing interests, or possible misunderstandings which may arise from
protected {Gentot 1995:8-9).
3.2.7 Remedying mistakes and failures

»
‘ revealing files to ill-informed citizens whose unhealthy curiosity should not be
It is mandatory that management of change programmes should be accompanied by

regular surveys of employee attitudes and opinions. Hopefully, the results of such

tracking studies will begin to indicate that:

(a) employees are regaining a sense of personal satisfaction about their

contributions to value added process; and
{b) the organizational culture is moving from confrontation towards inter-

| departmental co-operation. Itis only at this point that public sector marketers

| should start to emphasize the importance of establishing mechanisms to

e
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enhance customer perceptions over the quality of service provision (Chaston

1993:176-177).

Regular surveys of employee atlitudes and opinions have positive staff development
in so far as customer satisfaction is concerned. However, surveys should not only
be conducted amongst employees but also amongst external customers. These
surveys should focus 6n obtaining information on how customers feel about specific
issues. From these surveys a process called customer action planning should
evolve. Farley, in Theresa Brothers & Carson {1993:18) maintains that, customer
action planning is a continuous loop of getting information, identifying gaps, fixing
problems and measuring results. This continuous feedback system has evolved into
a management process that is nothing more than listening to customers and

responding to their needs.

Customer-focus means enhancing of customer perceptions over quality of service

by remedying mistakes and failures whenever they occur.

The capacity and willingness to take action when things go wrong, is the necessary
counterpart of the standard setting process. It is also an important constitutional

principle. For example Section 185(1) (i) of Act 108 of 1996 states that:

“Public administration must he broadly representative of the South African
people, with employment and personnel management practices based on
ability, objectivity, fairness and the need to redress the imbalances of the

past to achieve broad representation.”

The customer-focus principle of redress requires a completely new approach to
handling complaints. Complaints such as dissatisfaction with Government

administration in cases considered as unfair, inappropriate and not in accordance

wilh the stipulated laws and regulations or indicative of abusc of power or




-38-

mismanagement are seen by many public servants as a time-consuming irritation.
Where complaints,procedures exist, they are often lengthy and bureaucratic, aimed
at defending the department’s actions rather than solving the user’s problem.
Often, ‘complaints’ are counted as such only when they are submitted in writing
through the formal channels (Batho Pele White Paper 1997:21). Yet many members
of the public do not bother. using these channels because they have no confidence
in their effectiveness, and because they find the process time-consuming and
sometimes daunting. As a result, public sector organisations frequently
underestimate the level of dissatisfaction which exists (Batho Pele White Paper

1997:21).

Superior customer service involves more than handling complaints. [t means striving
to provide customers with no reason to complain in the first place. This means that
customer contact staff are provided with the skills such as to handle complaints
without losing temper to deliver consistently reliable, cveryday service excellence
such as adhering to time frames and making sure that every complaint is attended
to. This is not to suggest that handling complaints is unimportant. [t is an
extremely difficult and challenging aspect of the customer contact person’s job. But
complaint handling needs to be an integral part of an overall service strategy
(Dyamond 1990:34). Complaints handling should not be left to individuals, there
must be avenues for the resolution of public complaints. The availability of these
avenues is vital as they offer an outlet for disgruntled individuals to voice their
complaints, act as a proper channel for submission of complaints, enable corrective
actions to be taken systematically and future plans to be mapped out. They are also
a testimony of a caring government that is committed to provide quality services 1o
the society at large. Such avenues also foster closer relationship between the public

and the government in power.

Customer-focus approach encourages that people should be given a fair hearing and

their complainis should be listened to. Staff should be encouraged to welcome
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complaints as an opportunity to improve service, and to report complaints so that
weaknesses can be identified and remedied. The head of each department should
regularly and personally review complaints, and check how they have been dealt

with (Batho Pele White Paper 1997:21),

Frontline staff should be trained to handle customer complaints in a sensitive manner
because people are different and they react differently to same issues. Some people
do not want to talk about personal matters in front of other people, frontline staff

should be trained to handle such issues.

Peters (1992:6) states that “(tjo compete in time, frontline people must be
empowered, given autonomy and high spending authority, trusted, encouraged to
break the rules, etc. It's as clear as that. You can’t have real time decision-making
at the frontline unless the people in the frontline have been trained and have the
means, the authority and the managerial backing to get on with the job of working

painlessly with each other and with outsiders.”
3.2.8 Getting the best possible value for money

Improving service delivery, and extending access to public services to all South
Africans must be achieved alongside the Government’s Growth, Employment and
Redistribution Strategy for reducing public expenditure and creating a cost-effective

public service (Batho Pele White Paper 1997:22).

Cost-effectiveness goes hand in hand with excellent customer handling. According
to Foster et al. (1989:55) the customer-handling approach defines a service problem
in terms of inadeguacies in the interpersonal and communication skills of frontline
service deliverers. It focuses on the individua! and it attempts to redress poor
service quality by modifying the behaviour of frontline staff through training in new

skills and attitudes.
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Many improvements that the public would like to see often, require no additional
resources and can sometimes even reduce costs, for example a courteous and
respectful greeting requires no financial investment. Failure to give a member of the
public a simple satisfactory explanation to an enquiry, may result in an incorrectly
completed application form which will cost time and money to put right. A few
hours each month of senior manger’s time spent, talking to their customers - and
the staff who serve them - may be worth hundred of rands in research fees (Batho

Pele White Paper 1997:22).

One of the most efficient ways of improving service delivery, is by using activity
sampling. According to Murray {1989:186) activity sampling is based on the principle
that information can be obtained on how people and machines spend their time by
looking at sample of their activities. Information gathered by looking at people or
machines at random intervals and recording the activity and pace of work taking
place at the moment of observation can, if done properly, be nearly as accurate as
if they had been under continuous observation over a long period of time.
Corrective measures will then have to be taken in order to eliminate any unnecessary

slack times.
3.2.9 Enhanced accountability

Traditionally the definition of accountability focuses on the obligation to publish
some form of account or report (Normanton 1966:2). One would, however, in view
of the influence of constantly changing determinants favour explanations that
acknowledge characteristics of change and evqlution, such as the one provided by
McCandies (1294:39) who argues that accountability has to do with the obligation

of an organisation to allow public challenge of its fairness.

The public declaration of an organisation’s mission and how it will go about

achieving this, are centrai to determining accountability. Equally accommodating is
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the definition of accountability as “... an obligation to answer for a responsibility
conferred” (Loots 1991:201}. Accordingly, public accountability is the obligation

to answer publicly for the responsibility conferred (McCandles 1993:14).

It is generally accepted that politicians and public officials shouid display a sense of
responsibility and accountability when performing their duties. According to Fox et
al. (1991:124) accountability is mainly a statutory obligation resting upon the
executive to provide the legislature and the public at large with all necessary
information to determine how legislative directives have been or have not been
executed, and how executive actions have been executed. Accountability is
therefore, the obligation to give answers and explanations concerning one’s actions
and performance to those with a right to require such answers and explanations.
Accountability, thus, means that public servants must remain continually
accountable in an honest and accurate manner for their actions, act in a competent
and effective manner to achieve set purposes and produce desired results and use
public funds entrusted to them for authorised public purposes and not for their own

private gain (Fox et al. 1991:124).

Hanekom & Thornhill {1993:150) state that accountability is a relatively new
dimension in governmental affairs, brought about by the separation of power by
which the supreme authority of the legislature was established. In order to remain
supreme, the legislature requires the executive to account for the manner in which
its directives have been carried out. This requires the legislature to have the ability
to make a tangible contribution to the executive in order that an efficient public

service may be provided. {Fox et al. 1991:124)},

The recognition and acceptance of public accountability s a guideline to which
employees are bound. Because all public employees are bound to a specific ethical
code of behaviour, it is necessary that at all times they can explain in public that

they have in all respect carried out their duties in the correct manner {Andrews
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1988:28). Accouniability in the public sector means that, public officials should be

apolitical in their dealing with the public. Managerial work in public services involves

« an important and complicated interface with the political process. The previously

accepted ethic, that managers do notl work to further the interests of a particular
parly, has been eroded. Managers need to be very clear about their degree of
independence and the boundary between politics and management, If their work is
too closely identiified with a particular party, they may have to accept that change

of political power rmay bring change of job {(Flynn 1893:197-198}.

The complexity in the public service has resulted in the inclusion of control measures
such as the introduction of Public Protector to make public accountability possible.
However Fox et al. {1991:124) maintain that, although excessive emphasis on
control measures may hamper administrative action, accountability remains an aid
in exercising control over executive actions and compels public officials to act with

caution and constraint.

According to Cloete {1994:210} the matter of accountability in public administration
can be viewed from a number of angles. Il can explain how and why the executive
institutions have to yield before the legislatures. The legislatures are responsible for
ensuring that, account is given for any act prejudicial to the interest of the
community. In exercising this responsibility, the legislatures must put a stop to

high-handed bureaucratic action.

Accountability should be viewed from two angles - internal where subordinates are
answerable to a superior and external where each public functionary is accountable
to the electorate. Once these two centrol mechanisms are formally established,
high ethical standards of behaviour can he demanded from all public functionaries

even if it is not always altained (Hilliard 1996:26).
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Customer-focus approach has a very positive impact on public officials because it
makes them accountable. Many people wait for the manager or others to notice
when changes require an adjustment or they ignore the signs of a changing
environment. Accountable people take charge and they are alert for changes

(MclLagan 1991:64).

Accountability means .taking charge of the changing environment and being
answerable 10 the electorate. It is manifest, not only in the South African context
but indeed throughout the world, that governments or ieadership elites are no longer
able to go their way in blithe disregard of the interests and aspirations of the
ordinary people whose servants they are supposed to be {Keys 1993:8). Making
public servants more directly responsive, in a formal way, to users of the service,
raises important issues of accountability. The situation varies from country to
country, but in most democracies governmental accountability to the public is
through the electoral system. In the United Kingdom, for example, ministers have,
until recently, been accountable to the British Parliament for the actions of their civil

servants (Myers & Lacey 1996:344).

[nterestingly in New Zealand, the ‘purchasers’ of department outputs are ministers
who are directly accountable to voters through the parliamentary system. No
attempt has been made to establish direct links between departments and the
immediate consumers of the services. If customers are dissatisfied then they have
recourse through the ‘traditional’ system of complaints to their members of
parliament, and, ultimately, through the ballot box. This approach may work well,
in part, given New Zealand's small size, very strong participatory customs, relatively

homogeneous population, and frequent elections (Myers & Lacey 1996:345).

Public managers, thus, have an abligation to carry out their assigned duties in a
responsible and responsive manner and will be held answerable to any success or

failure. Customer-focus approach should be in a position to foster public
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accountability on the side of public officials. In encouraging public accountability,

public officials should eventually be innovative.
3.2.10 Encouraging innovation and rewarding excellence

The success of the improvement programmes in the public sector is also attributed
to the system of recognition énd rewards. The use of rewards will inculcate a
culture of achiecvement whereby organisation members can exploit their talents and
creativity to the fullest in their job and thus contribute to quality and productivity

improvement in the public sector,

According to Batho Pele White Paper (1997:23) it is not only the public who would
like to see public services improve. Many dedicated public servants, particularly
those who serve the public directly, are frustrated by systems and procedures such
as being unable to take decisions without consulting their superiors first, which are
often a barrier to good service rather than support for it. It is essential to the
success of customer-focus approach that the commitment, encrgy and skills of
public servants are harnessed to tackle inefficient, outdated and bureaucratic
practices, to simplify complex procedures, and to identify new and better ways of
delivering services. It is also important that the efforts of staff - both individual and
groups - who perform well in providing customer service, should be recognised and
appropriately rewarded. Innovation helps to create more effective rules and

procedures. This will eventually lead to a more satisfied workforce.

According to Foster et al. (1989:55) frontiine workers, no matter how skilled,
cannot instigate the effects of a poorly designed service system. Their role is one
of damage limitation; they become bﬁffers, absorbing the impact of dissatisfied
customers through friendly and sympathetic behaviour, while the organization’s

culture, systems, and performance standards continue unscathed and unchanged.

-
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The rigid bureaucratic systems and performanc'e cannot change if there is no
Innovation. Innovation can only be created if customer-focus approach is really
taken seriously. Too often the link between the newly designed performance review
system and the pay system is established too quickly. The performance review
process needs time 1o bed down, for employees and managers to develop the trust
needed to conduct participative performance discussions. Il is not advisable to link
pay to performance review results unless a strong supportive culture, good job
designs and adequate manager-employee relationships exist in the organization. In
the absence of these conditions the pay system will be ineffective and the
performance review process will coliapse under the stress of supporting the pay

system (Mohrnman et al. 1989:178-179).

Performance management procedures must include an assessment of the
performance of individual staff in contributing to improving service to the public.
This will be essential for staff who serve the public directly, but it is alsoc important
for staff who provide services directly to their fellow public servants whether in their
own or other departments. A key indicator will be how they rate in their dealings
with their customers in accordance with the behaviour code of the department

{(Batho Pele White Paper 1997:23).

Innovation which is coupled with good performance salary is one of the outputs of
customer-focus approach. Because innovation brings change, it wilt eventually lead

to greater citizenry participation,

Administrative performance is largely delermined by the balance amongst incentives
and controls under which public servants work. Responsiveness standards must be

built into the incentive system of the administration and links established between

internal performance standards and client appreciation of performance (OECD

1987:118).
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3.2.11 Partnership with the wider community

Improving public service delivery, matters not only to tihe individual users of
services, but also to the whole communily. Improved delivery of service from
national and provincial departments, as well as from institutions such as hospitals
and tax offices, is essential for the future ecohomic prosperity and social
development of the country as set out in the Government's Growth, Employment
and Redistribution strategy. However, the public service cannot develop a truly
service-oriented culture without the active participation of the wider community,
including the private sector and citizens themselves (Batho Pele White Paper

1897:23).

Citizen participation aims to educate the individual citizen in civic awareness, to
instill pride in his town and community, and to promote participation in public policy-
making by providing inputs {values and needs} to the policy-makers and the policy-
making process - inputs that might otherwise have heen considered irrelevant

{Hanekom & Thornhill 1993:192-193).

Whilst acknowledging the legitimacy of parliamentary prerogative to scrutinise the
affairs of a public institution as an element of citizen participation in the operations
of public institutions, it should, however, be noted that the need for direct public
involvement in governing boards of public institutions is undisputable, and absolutely
essential. Generally speaking, public institutions are more often than not unable to
service their debts due to managerial problems and limited capacity for innovations
{Odipo 1994:54). Their vulnerability to inefficiency and ineffectiveness is therefore
inherent in their structures and mode of operations. In the context of this reality it
is in the best interest of such institutions to draw their expertise for policy-making
and planning from a broad spectrum of societal pool of skilled personnel and
experts. Hence the legitimacy of citizen participation in policy making bodies

through direct representation (Korten 1983:208).
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Alienation of the individual from government activities can be overcome by the
promotion of citjzen participation (Hanekom & Thornhill 1993:1983). However,
according to Cameron & Stone (1995:100) it needs to be noted that the concept
of ‘community participation’ is very vague. The question to be asked is who exactly
is the Community? There are often competing civics in the same area, all claiming
to represent the community. Be that as it may, communitly participation helps the

public managers to respond to public needs. Hence improved public service delivery.

A final point is that the process of consulting communities will generaliy be lengthy,
time-consuming and probably frustrating to bureaucrats who wish to provide
projects in a speedy fashion. However, if properly carried out, a consultative
process can in the long term ensure far greater success of projects than a non-

negotiated process, which could well be rejected by the community (Cameron &

Stone 19285:101).

4. CUSTOMER-FOCUS APPROACH TO GOALS SETTING

Many South African institutions are becoming extremely service conscious.
Recently the Department of Home Affairs has outlined a plan in a service pamphlet
which includes a list of the customer’s rights, guidelines on the service offered by
the departiment and pledges by the department concerning how its staff will deal
with enquiries (The Star April 2 1998). However service standards become very

difficult to he accomplished without setting customer-focused goals.

Some organisations in striving to maintain efficiency, effectiveness and equity
become so bound up with rules that their members forget why they were set up in
the first place. Bureaucratic paperwork becomes more importani than human nceds

(Naylor 1996:107). Let it be no guestion that goals are very critical in establishing
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a customer-focused institution. Goal displacement is therefore the phenomenon of

the means becoming the ends (Nayior 1996:107).

When referring to the concepts ‘goals’ and ‘objectives,’ Spangenberg (1994:85b)
states that, goals comprise broad statements of desired conditions or outcomes.
Objectives are statements of specific results to be achieved to accomplish a goal
and are measured quantitatively or qualitatively. However while the term ‘goals’ is
often used to signify broad organizational goals, the two terms are very often used

interchangeably.

Institutions that have been successful in delivering consistently high service quality
are noted for establishing goals or standards to guide their employees in providing

service quality. Of critical importance is the fact that the goals set by these

institutions are based on customers’ requirements and expectations rather than

internal institutional standards (Zeitham! et al. 1990:83),

Goal-setting interventions involve managers and subordinates jointly, setting
employee goals. The manager monitors performance and provides counselling and
support where necessary. The major premise underlying this intervention is that
individual employees and group members will be motivated to work harder to
improve their performance when they are actively involved in setting their own goals

{Spangenberg 1994:86).

4.1 Customer-Focused Goals {CFG) vs Management By Objectives (VIBO)

Maclagan {1991::89) outlines the comparison between customer-focused goals
(CFG) and management by objectives (MBQ) as follows:
a CFG creates goals from both the customers’ and the organisation’s strategic

perspective. The customer is notl an explicit factor in MBO.
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CFG incorporates subjective as well as objective requirements. Subjective
gualitative requirements are not allowed in MBO unless they can be reduced
to ‘the clearly measurable.” In MBO, measurability is the critical factor. In
CFG, the customers’ expectation (whether measurable or not) are the critical

factors.

CFG includes all of an individual’s key goals even if they are ongoing parts of
the job. MBO tends to focus on only special programmes and projects that

reflect unigue requirements this year.

In MBO, measurable indicators must be specified for each goal. In CFG, itis
not necessary to specify indicators during goal setting unless you anticipate
that various stakeholders will use different kinds of evidence in judging

success or when tangible measures will or should be used.
MBO goals often are activity statements. CFG goals are output statements
with outputs being the product, services, information, or processes you

provide to your internal or external customers.

Performance Appraisal vs the Customer-focus Approach

An issue that is currently featuring strongly in Performance Appraisal is customer-

forus.

Instead of measuring the employee’s knowledge and skill levels and

contribution to the organization, the evaluation should be whether or not customer

needs and requirements are being satisfied {Spangenberg 1994:89).

It is suggested that the current performance process be eliminated and alternative

approaches be established to measure the objective of meeting customer needs. In

order 1o contrasi current practices with the focus on customer needs, Spangenberg
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(1994:89-90) lists key steps of both customer-focus approach and performance

appraisal as outlined by (Mullen, 1880) as follows:

PERFORMANCE APPRAISAL
CURRENT PRACTICE

CUSTOMER-FOCUS
ALTERNATIVE APPROACH

The focus is on the evaluating the individual’s
contribution to the organization by:

1. the manager establishing objectives/
expectations with the employee (who
may or may not have input in shaping
the objectives)

2. the manager observing/evaluating the
emplioyee’s performance

3. the manager providing feedback on an
ongoing basis

4. the manager evaluating/rating the
employee and communicating the
rating to the employee

b, the manager recommending adminis-
trative actions {promotions, salary
actions)

6. the manager and employee outlining a
development plan to increase the
empioyee’s knowledge and skill level

7. the manager establishing a new set of
objectives/expectations with the
employee for the next performance
cycle

The focus is on evaluating whether the

organization is meeting customer needs and

requirements by:

(d)

the decision-maker in the arganization
meeting with the staff (as a team) 10
determine who the customer is

the team meeting with the customer
to determine customer needs and
requirements

the team developing a sirategy to
meet customer requirements by:
meeling with employees to discuss
customer requirements

outlining the processes in place and
eliminating any unnecessary steps
learning how to utilize statistical
calculation and statistical thinking to
strive for ongoing improvement of the
system

establishing ongoing information
exchange between the management/
employee team and the customer

the manager and employees
maintaining an open and ongoing
information exchange with cach other
with the focus on improving
processes

The above clearly demonstrates the evolvement of a icam and process approach

towards customer needs and requirements.




4.3 The role of goals

Goals can perform many functions for individuals, teams, customers and the
organization itself. A meaningful description of the role and contribution of goals
was given by Mclagan (1991:12-15). She considers five functions particularly

important viz:

4.3.1 Individual performance goals link what individuals do every day to larger goals

and values of the organization

Individua! performance goals are very essential in managing institutions, but
unfortunately employees are not always informed about what is important or where
they fit in. Very often executives do not communicate institutional plans down to

employees and mobilize them in support of these strategic priorities.
4.3.2 Goals to connect individuals, teams, and organization with their customers

Most of the studies of customer-oriented organizations conclude that one of the
primary reasons for these organizations’ success is that every employee focuses on
and values the customer. People in customer-focused organizations think about
their work in {erms of what quality means to the end user. Furthermore, they treat
people they serve directly {often fellow employees) as customers. Goals can also

provide a focal point for relationship-building discussions with customers.
4.3.3 Goals as a communication tool
By focusing their discussions on goals, team members can clarify their relationships

and roles, and managers and employees can develop a common vision about

expectations.
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4.3.4 Goals to assist individuals in the self-management process

Goals establish priorities, focus attention, and brings order to turbulent world.

4.3.5 Goals to create future

People set goals because they know that they, as individuals, can create the future.
This view is in line with the concept that neople can control events in their
environment. The concept of creating the future becomes more important as

organizations establish even more challenging strategic goals.

Living in the Information Age and realizing that the organization’s leaders want 1o
pursue larger changes and initiatives, individuals must develop a new vision and

commitment to manage by goals (McLagan 1891:1 5).

Management by goals generally supports flexibility of means as well as clarity of
ends. The goal-focused manager spends a large amount of time helping other
employees understand critical issues, sirategies, values and customers’ needs.
Goal-focused manager assumes that the larger organizational structure and
processes make high performance both possible and likely. The goal-focused
manager ensures that individuals know their roles and expected contributions. He
or she {osters an environment for innovation. The primary focus is on the future

(Mcl.agan 1991:11).
4.4 Building a customer-focused goal-oriented organization
In a rapidly changing cnvironment, strategies for administrative reform and

modernisation necd 1o be focused to provide the frarnework for the management of

the reform effort. A continuing concetn is the ability 1o sustain the movement to

effect the desired goal of institutionalizing a culture of cxcellence in the puhlic
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sector. Private companies cannot afford to ignore the needs and wishes of their
customers if they want to stay in business, because dissatisfied customers can
choose to take their business elsewhere (Green Paper on Transforming of Public
Service Delivery 1996:3). The public sector is no island unto itself and the same
demand that are presently being placed on the private sector for improved standards
of customer service are just as applicable to the public sector. The ability to think
strategically about service and to build a strong quality customer service orientation
into the vision of public service organization has become imperative (Weeks & De

Beer 1994:4},

There are certain things that do not demand resources to be implemented and these
are small but important improvements in the service delivery process which can be
immediately attended to and implemented. These include the speeding up of
response times for answering letters and telephone calls or the introduction of

departmental courtesy campaigns (Batho Pele White Paper 1897:5).

A fresh approach is needed: an approach which puts pressure on systems,
procedures, attitudes and behaviour within the public sector and orients them in the
customer’s favour. This does not mean introducing more rules and centralised
processes or micro-managing service delivery activities, rather it involves creating
a framework for the delivery of public services which puts citizens or customers first
and enables them to hold public servants to account for the service they receive -
a framework which frees up the energy and commitment of public servants to
introduce more customer-focused ways of working (Green Paper on Transforming

of Public Service Delivery 19386:4).

Chaston (1993:168) states that, in the case of the public sector, it is suggested that
three major areas will need to be addressed in the implementation process:
managerial attitudes, individua! staff competence, and overali organizational

competence, viz:
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4.4.1 Managerial attitudes

The Eastern Cap.e Administration was essentially paralysed because there was no
effective political and administrative leadership, the provincial audit found. Financial
controls were inadequate owing to lack of understanding of the budgetary systen,
“Budgets tend to be ‘wish lists’ rather than detailed assessments of the costs of
implementing planned programmes, ” it was reported (Business Day Thursday August

21 1997).

The above mentioned audit reports clearly show that in order for staff to deliver
excellent service delivery, good leadership is very important. Whether establishing
a new system or adapting an existing one to a new environment, managers zre

faced with change, with developing something new.

Public sector services are typically organized along functional lines and staffed by
‘professionals.” Chaston (1993:168) states that, the term ‘professionals’ is
ambiguous but in the main refers to individuals such as doctors, lawyers,
accountants, engineers and scientists, who are members of a professional body
which sets minimum educational standards to be achieved by an individua! in order
to qualify for membership. The professional tends to exhibit the following

characteristics:

(a) They participate in protracted specialized training to acquire and prove their

expertise.

{b} Their membership of a professional body confers a right to decide on the
means and cnds in their work 1o a degree which even an employer would

have difficulty in challenging.
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(c) They are devoted to the technical aspect of their work to the point of placing
this ahead of any organizationa! objective such as revising work practices to

increase productivity.

(d} They identify with other members of their profession ahead of any loyalty to

their work colleagues or employer,

(e} Challenges to their conduct can often only be made indirectly through a

formal complaints procedure involving their professional body.

(f) Work standards and further knowledge acquisition activities are considered

the responsibility of their professional body.

The resultant attitude of many professionals is an unwillingness to place the
performance objectives of either superiors who are not of the same profession, or
of their employer organization, before the standards and tasks roles defined by their
own professional body. Under these circumstances, it is very understandable why
attempts to introduce a more integrated, cross-functional, participative, market-
oriented approach to service provision in the public sector are often frustrated

(Chaston 1993:168).

Overcoming attitude barriers between professionals and non-professionals must be
the first step in implementing a sirategy based on customer satisfaction within the

organization,

It is unlikely that the current fashion of bringing in new senior managers from the
commercial sector, who attemptis to mandate revised working practices, will prove
successful in every situation. Inslead it may be necessary 1o instigate internal
marketling programmes which promote a change process based upon employees

gaining a deepcr understanding of each other's needs, perceptions and opinions in
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relation to their task role of supporting the service provision process (Chasion

1993:169).

The rapidly changing, uncertain and turbutent environment now facing public sector
organizations, however, demands a more flexible and innovative operating
philosophy if effective solutions are to be found to the problem of sustaining service
delivery in a period of declining resources. Hence the organization should develop
internal marketing campaigns which can lead to a change in management style -
style that permits junior staff being granted greater self-decision powers and the
discretion to allocate resources without first seeking ihe approval of a superior

(Chaston 1993:169).

People who lead others play a key role in the success of customer-focused goals;
they must make an active choice 1o manage by goals rather than by controls and
consequences. Control measures such as for e.g. procedures, guality checks and
feedback and consequences like bonuses, rewards and performance ratings should
continue to be part of the management process, bul in times that are changing
faster than procedures and controls can keep up with, the emphasis must shift to

goals as a guide to performance (MclLagan 1991:71).

Managers must also understand their employees and nurture them to higher levels
of maturity and responsibility for their work. People need varying degrees of
guidance and support. Some may be new in a job and thus need more support in
finding information and deciding where the leverage in their jobs is. Others will be
experienced, have a large, active network of co-workers and customers, and just
need help to fine-tune goals and agreements. Some may have a history of
dependency; they don’t want to make decisions or take charge. These individuals
may find it difficult to own their goals and to be proactive in dealing with problems
and opportunities. Others are self-starters and immediately take action when

problems or new possibilities occur. Obviously, managers aren‘t therapists, but they
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do have responsibility to help their empioyees grow in competence and

accountability (MclLagan 1991:71-72).
4.4.2 Staff competence

Not only the managers’ attitudes should be transformed but also those of
employees. It is difficult to conceive of any organisation whose performance does
not depend on the quality of the staff that make it work. Customer-focused public

|

1

servants are expected to treat all citizens with courtesy, respect and dignity {Batho
Pele White Paper 18997:5b).

|

The insistence of professionals that, only they have the necessary skills to make all
but the most trivial of decisions means that staff costs in organizations dominated
[ by such individuals can be extremely high. One way of reducing costs, and thereby
[ enhancing value added service provision processes, is to delegate service provision
| tasks and decisions to individuals who, hecause they are not members of the
appropriate professional body, can be paid a lower salary {e.g. architectural
technicians preparing building plans; accounting technicians undertaking audits;

nurses prescribing drug treatment) (Chaston 1993:169-170).

However, staff not belonging to any professional body should be adequately trained
if they are to deliver good service to the public. Well trained service employees who
are not empowered to constantly look for ways of improving service quality are a

waste of precious resources (Dyamond 1990:35b).

of qualifications, experience and personality, as well as of the specific
characteristics of each interface situation and degree of discretion permitted (OECD

The selection of staff who are in direct contact with clients should take due account
1987:122).
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Frontline employees should be empowered to do their jobs. Empowered individuals
know that their jobs belong to them. Given a say in how things are done,
employees feel more responsible. When they feel responsible, they show more
initiative in their work, get more done, and enjoy the work more (Weilins et al.

1991:22).

Frontline people cannot deliver service if they are not adequately trained. Unless
people are willing to make the effort to satisfy customers, service delivery will fall
flat on its face. Willingness is a state of mind created by the example set by top
management. At every step employees will test management’s sincerity. One of
the ways they will test that sincerity is in the authority they are given to deliver
service. Without authority they will not be capable of satisfying the customer and

service delivery will fail {(Maguire 1991:24).

Managing by goals is partly a self-management process through which individuals
play a leading role in aligning and creating their goals. They take responsibility for
negotiating agreements and making adjustments when the situation changes. This
scenario is very different from one in which individuals are passive, just waiting to
be told what to do and when to change. Managing by goals requires that individuals
see themselves as powerful. They must know they can make a difference. It also
requires individuals to see themselves as team members and as important

performers in a larger system {(MclLagan 1991:70).

To succeed in this role, individuals need according to McLagan (1991:70} to:

@) Cultivate a self image as a powerful team player by contributing ideas to the
group efforl, cooperating with the other players, and showing an active
intcrest in the organisation’s success.

O Develop knowledge of the organisation and its customers by asking
questions, paying attention to any iniernal communications or publications,

and reading relevant journals.
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O Refine communication skills by listening carefully, asking guestions, and

O Make goals and goal management a high priority by setting aside time to talk

to customers, managers, and colleagues.

4.4.3 Organizational competence

r
I

stating idef';\s and opinions clearly.

The process of enhancing value added processes in the private sector is greatly
assisted by the fact that organizations usually have accounting systems which
provide data on the various input costs associated with the production of goods or
services. This information can be used to prioritize which activities offer significant
opportunities for cost reduction. Unfortunately, the traditional accounting
philosophy within the public sector has been an orientation towards determining that
‘I total expenditure is within the budget and employees are not misappropriating funds
| (Chaston 1993:171).

f

|

If the public organizations are suddenly required to be more responsive, to cope with

resource availability problems and rapidly changing market conditions, then they
management should seek to develop the most appropriate structure through which

to fulfil the assigned service provision responsibilities. In adopting this approach

need to change their rigid hierarchical systems. At best all one can suggest is that
there is, however adequate evidence to suggest that fulfilling certain objectives will
|

prove beneficial (Chaston 1993:175).
These, according to Chaston (1993:175-176) include:

<« Creating flatter organizations by seeking to reduce the number of levels within

the struclure.
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e Delegating decision-making as far down the organization as possible and
concurrently permitting the most junior of staff the opportunity to gain a high

degree of personal control over their assigned work tasks.

o Ensuring there are effective communication channels to permit the rapid,

accurate flow of information down, up and across the organization.

8 Where solutions require inter-departmental inputs, moving from a rigid
functional system to one based upon multi-disciplinary teams of either a
temporary or permanent nature, depending on the nature of the task being

undertaken.

Every organization’s most important operating challenge for future will be to create
an atmosphere that fosters high level of personal commitment and performance.
This challenge will require individuals, managers and the organisation’s leaders to
take aggressive actions to move toward the process of managing by goals {MclLagan
1991:69). Thus customer-focused goals play an important part in building a

customer-focused organisation.

Some of the disadvantages of goal setting even though they are by far out weighted
by the advantages, are as listed below. The process can be time consuming and
complex to administer, feedback on expectations from muitiple customers can be
confusing and conflicting, changing goals can be difficult because the process
requires a flexible and streamline approach and lastly but not least, the process
requires the participation of top management, extensive training and pilot testing

(Milliman et al. 1895:142). However, goal setting has the potential of effecting

improved service delivery.

N P A el e e SR e e R, e g T e A VI e Pl AT R e et T TR




61-

5. STEPS TO IMPROVED SERVICE DELIVERY

Improving service delivery is a continuous progressive process, not a once-for-all

task. As standards are raised, higher targets must be set. implementing a service

delivery improvement programme can best be illustraied as an eight-step cycle:

5.1 lidentifying the customer

The starting point is to establish who the recipients of service are. This Is not as
straightforward as it may appear, since many public services have a variety of
customers such as the aged, the disabled and women, whose requirements do not
coincide (Batho Pele White Paper 1997:26). However the first question any
manager in the public sector must answer is, “who is our customer?” That’s the
issue that underpins all strategy, and the one that trips up so many efforts to

become world class {(Manning 1991:225),

Every public institution has customers. For some people, customers are the end
users who pay for or use the organisation’s goods and services. For others, the
relationship with the end users is indirect, such as patients being the ‘customers’
of the Department of Health via hospitals, clinics or doctors. A customer
relationship often exists between divisions of an institution such as personnel,
finance and provisioning or between job functions such as secretariat and
management. It is simply a matter of who is supplying support for whom {MclLagan
1991:21). After establishing who the customers are, iheir needs and priorities

should also be established.
5.2 Establish the customer’s needs and priorities

The customer’s needs and priorities will be the starting point for the setting of

standards. Since delivering on standards will involve decisions about resources, it

&
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is essential to have accurate information about what customers really want. This
will require systematic, regular consultation, using objective methods which ensure
that the views of all customers, including potential customers, are represented.
Particular care must be taken to seek out the views of those who have previously
been denied access to services, and those who may find it difficult to speak up for
ithemselves {Batho Pele White Paper 1997:26). The most effective way of
understanding and responding to customers’ needs is to put oneself in their position

and try to understand why they choose to be one’s customers (Smith 1995:7).

As mentioned above, information on customers’ needs is very vital in setting service
standards, however, it is unfortunate that most senior managers still need to
understand that the real purpose of collecting information is not to improve their
control over employee performance, but to provide a support system to enhance the
capabilities of the employee to make better decisions and to provide the customer
with an accurate statement of the status of their request for service {Chaston
1993:179). Information seeking should therefore be about what customers really

want.

Successful institutions spend lots of energy and money trying to find out what their
customers want. Every member of staff gets involved and all are encouraged to
make it their ‘business’ to learn about customers and their needs. Every depariment

gets involved too (Blem 1995:20).

Flynn {(1993:148) states that, the starting point for designing a service for the user
rather than for the provider is to find out what the existing and potential users think
about the service. “Even if people have no choice at all it is worth finding out how

they perceive the service and what preferences they have.

More than one method will almost certainly be needed, for example, written

guestionnaires are unlikely to elicit helpful responses from people whose standard
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of literacy is not very high; and some members of the public may feel intimidated
from expressing their true opinions if asked questions by government officials (Batho

Pele White Paper 1997:26}.

However Flynn (1993:148) states that, there are various techniques such as
listening and focus groups for finding out what users think. The simplestis to listen
to the employees who are in contact with thern. While these contact, or ‘frontline,’
staff will not necessarily give an unbiased view, they certainly know more about the
users than management do. However if it is not feasible or appropriate to engage
people who are in contact with the customers, there are ways of listening to the
users without needing to rely on those frontline people as intermediaries. Specially
convened user groups, sometimes called ‘focus’ groups, can be useful ways of

testing reactions to services or trying out new ideas for services (Flynn 1993:148),

Systematic analysis of complaints can also be a useful source of information. Only
by following up individual complaints will the organisation know if there is
something wrong. Complaints are an opportunity for improvements (Flynn

1993:149).
5.3 Establish the current service baseline

Accurate information about the current level and quality of service is essential in
order to decide where and how to make improvements. Questions like the following
can be raised. How long does the average customer in a public office have to wait
before being attended to? How long does it take to reply to letters or telephone
enquiries? How long does it take 1o process applications, licences, permits etc.?
Is information to customers provided in a language which they can easily
understand? What resources are consumed in deiivering a partlicular service? A
thorough scrutiny of organisational arrangements, work processes and practices

involved in delivering the services provided as well as the motivation and skills of
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staff will be required to establish the current baseline {Batho Pele White Paper

1897:27).

The baseline mentioned above is all about service, poor service guality is costly,
waste, rework, duplication of eftort, and the need for double checking and
monitoring of work can add between 15 per cent and 50 per cent of the total cost
of service. Much of that cost is avoidable and unnecessary (Foster et al. 1989:55).
Thus, a thorough investigation into these costs will cuiminate in establishing the

present baseline and the need for service improvements.

The Department of Home Affairs has recently established a baseline for the
processing of documents within prescribed time frames in dealing with identity
books, birth and death certificates, passports, visas, marriage certificates,
citizenship, refugee affairs, repatriation and permanent residence (The Star Thursday
April 2 1998). Establishing service baseline will more often than not identify the

improvement gap between service demand and capability to provide service.
5.4 ldentifying the ‘improvement gap’

The ‘improvement gap’ is the gap between what customers want, and the level and
quality of service currently provided. Closing this gap is the prime aim of a service
delivery improvement programme. Accurate identification of customers’ needs, and
of the current service baseline will enable targets to be set for improvement in a
systematic, prioritiseq way, taking into account the availability of resources (Batho

Pele White Paper 1987:27).

One of the most appropriate methods of closing the gap between what customers
want and the level and quality of service currently provided, is to frequently talk to

customers or customers representatives (Mcl.agan 1991:40). Thus, customers or




65-

their representatives will be able to articulate their service delivery expectations

which may lead to improved service provision.

If the performance of the institution is below the customers expectation, they (the
customers) will be dissatisfied; if performance equals expectation, they will be
satisfied; and if performance exceeds expectation, they will be very pleased and
even excited (Blem 1995:24). So, the identification of ‘improvement gap’ is very

vital in delivering good customer service.
5.5 Set service standards

Once the ‘improvement gap’ has been identified, standards can be set, and
progressively raised for closing the gap. Service standards are commitments to
provide a specified level and quality of service to individual customers at any given
point in time. Standards are different {from targets, which express long-term aims
for the ultimate level and quality of service to be achieved. Service standards must
cover customers’ main requirements, e.g. accessibility of service, response times,
turnaround times, accuracy, courtesy, the provision of information, and dealing with
complaints (Batho Pele White Paper 1997:27). Thus, standardizing some aspects
of the service process is often desirable in providing consistent service. quality

(Zeithami et al. 1990:82).

Utandards are petformance measures that are needed to determine how well one
must perferm and how onc will know if one hes succeedod {Spungenbery 1594:73),
However measurement problems in the public sector contribute to differences in

decision-making behaviour.

The lack of a clearly defined bottom line in the public sector leads to a focus on

inputs and budgets, not outputs and productivity measures. Thus, meeting the

TANTITLAT R ¥ o TR e TRy £ 4 TR TR A e o o e



_66-

budget becomes an important measure, not just an input ool as in the private sector

{(Watson et al. 1997:392).

Service standards must be relevant and meaningful to the individual user. This
means that they must cover the aspects of service which matter most to users, as
revealed by the consultation process, and they must be expressed in terms which
are relevant and easily understood. Standards must also be precise and measurable,
so that users can judge for themselves whether they are receiving what was

promised or not {Green Paper on Transforming of Public Service Delivery 1996:5).

The standards should be measures of acceptable performance results which could
include a tolerance range within which deviations will be acceptable. Standards can
be set for intermediate stages and the final output. Actual performance will be
measured against the standards of performance. The measurements will usually be

at predetermined times {Fox et al. 1991:228-229).
5.6 Gearing for delivery

Ensuring that service standards are met, is not solely the responsibility of those
directly involved in delivering the service, but depends on the whole organisation
being geared up to support the commitments that have been made. The service
delivery improvement programme, approved by the minister/MEC/other executing
authority should set out how standards of service will be improved, and how the
organisation will be geared up to deliver them. For example, monitoring and
reporting systems which will enable senior management to check on progress, and
take remedial action where necessary will be needed (Batho Pele White Paper

1997:27).

The personnei involved should include the senior managers of functional arcas and

divisional directors who work with their subordinates to put together large-scale
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implementation plans. These plans would include programmes, budgets and
procedures. The implementation of strategy will involve management which will,
according 1o Wheelen & Hunger (1987:229}, include planning, organising, staffing
and direcling. David (1986:67) also states that sirategies are not the end result of
the strategic management process. Strategic thought has to be translated into
strategic action. Strategy implementation is an operationally oriented process
because implementation objectives must be established and resources allocated and

ulilised effectively and efficiently in pursuing strategic objectives.

Management information system will be required to provide data on the unit costs
of key services. Human resource training, supervision and appraisal system wiill
need to be refocused on service delivery; and senior management must ensure that
human and financial resources are shifted from inefficient and unnecessary activities
and used instead to ensure that delivery of service standards can be et (Batho Pele

White Paper 1897:27).

5.7 Announcement of service standards

When the foregoing steps have been taken, the organisation will be ready to
announce its service standards and launch its service programme. There is no single
right method for publishing standards: the key is that all customers and potential
customers must know and understand what level and quality of service they can
cxpectl to receive, and what recourse they have if standard is not met. The method
or methods adopted - rnore than one will usually be needed - must be tailored to the

needs of different customers (Batho Pele White Paper 1997:28).

In order to monitor service performance, the Department of Home Affairs has for
example introduced a toll-free complaint hotline (0800601190) which became

operational from 2™ April 1998 (The Star Thursday April 2 1998). Thus one can
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telephone this department at any time and complain if the service offered is not

meeting the expectation of its users.

5.8 Moaonitoring delivery against standards, and publishing results

The final step is 10 check whether services have met the standards that were set,
to announce the results to customers, and to explain the reasons where the service
has fallen short of what was promised. These resulls not only complete the
accountability loop, but will provide valuable insights to guide further efforts to
improve services in the future (Batho Pele White Paper 1997:28). In implementing
the steps to improve service delivery, the difficult context under which public

managers are operating should also be taken into consideration.

Public managers function in at least two different cultural contexts (“worlds”) which
have to be bridged. The political world has a particular moral character and sets
distinctive norms for the strategic management process. Simultaneously large
segments of the public demand efficiency where the tasks of government are
executed without waste (Fox etal. 1991:233). Still others demand equity, fairness
and reasonableness. The public manager has to cope with the particular
relationships in the public policy process where there are frequently competing
constituencies and legislative members. For this the skills of being able to integrate
competing viewpoints in decisions are important. Low levels of dogmatism have to

be maintained and open-mindedness is important {Fox et al. 1991:233).

6. USE OF CUSTOMER-FOCUS APPROACH

. TO RATIONALISE PUBLIC POLICY

It is of importance to explain some crucial terms in the following paragraphs.
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6.1 Policy

Wessels (1995:9) describes policy as a complex and dyhamic process that
determines and details goals and lays down major guidelines for action. [t is also
a declaration of intent, a specification of objectives and a broad description of the
different ways in which particular objectives will be pursued. Policy, therefore,
implies conscious actions of an actor or actors in dealing with a situation in such a

way as to achieve a particular goal or goals.
6.2 Public policy

The literature of political science contains many definitions of public policy. Sooner
or later, it seems, almost everyone who writes about public policy yields to the urge
to offer a definition, and does so with greater or less success in the eyes of critics
(Anderson 1997:9). However, some definitions by different authors need to be

menticned.

Public policy is concerned with how issues and probiems come to be defined and
constructed and how they are placed on the political and policy agenda, but it is also
the study of how, why and to what effect governments pursue particular courses
of action and inaction {(Heidenheimer et al. 1920:3} or, with what governments do,

why they do it, and what difference it makes (Dye 1976:1).

Parsons {1995:3), in an attempt to define public policy, is of the opinion that the
idea of public policy assumes that there is a sphere or domain of life which is not
private or purely individual, but held in common. He went further to define “public”
as comprising “... that dimension of human activity which is regarded as requiring
governmental or social regulation or intervention, or at least common action”
{Parsons 1995:3). Jenkins {1993:34) referring specifically 1o public policy,

described it as “... a set of interrelated decisions taken by a political actor or group
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of actors concerning the selection of goals and means of achieving them within a
specified situation where these decisions should, in principle, be within the power
of these actors 1o achieve.” In other words, public policy refers to the actions of
government and non-government institutions such as interest and pressure groups
concerned with the making and execution of policy, although not necessarily

involved with the policy process at the same time and in the same way.

6.3 Policy-making

The term policy-making usually refers to the actions and thought processes that
produce a policy statement {Hanekom 1987:13). In the process of deciding on
public policy, there are many moments during which a deliberate choice has to be
made between alternatives, with a view 1o arriving at a final statement of the
intention of the legislator, of the actions to be taken and of the objectives to be

achieved {Hanekom 1987:13).

According to Stroh {(1992:20) policy-making has to do with deciding on and spelling
out goals in such a manner that actions can be devised to achieve th_em. Booyens
(1993:197) states that policies are means of accomplishing organizational goals and
objectives. Policies explain the steps to be followed in achieving goals; they serve
as a basis for future decisions and actions; help co-ordinate plans; control
performance; and increase consistency of action by increasing the probability that

different managers will make similar decisions when faced with similar situations.

Anderson (1997:9) defines a useful concept of policy as a relatively stable,
purposive course of action followed by an actor or set of actors in dealing with a
problem or matter of concern. This statement focuses on what is actually done
instead of what is only proposed or intended, and it differentiates a policy from a

decision, which is essentially a choice among competing alternatives.
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Anderson {1997:10-12) further states that, firstly, the definition links policy to
purposive or goal-oriented action rather than to random behaviour or chance
occurrences. Pu'b!ic policies in modern political systems do not, by and large, just
happen. They are instead designed 10 accomplish specified goals or produce definite

results, although these are not always achieved.

Secondly, policies consists of courses or patterns of action taken over time by
government officials rather than their separate, discrete decisions. A policy includes
not only the decision to adapt a law or make a rule on some topic but also the
subsequent decisions that are intended to enforce or implement the law or rule

(Anderson 1997:10]).

Thirdly, public policies emerge in respond to policy demands, or those claims tor
action or inaction on some public issues made by other actors - private citizens,
group representatives, or legislators and other public officials - upon government
officials and agencies. Such demands may range from general insistence that a
municipal government for example do something about traffic congestion to a
specific call for the national government to prohibit theft of pet dogs and cats for

sale to medical and scientific research organisations (Anderson 1997:10-11).

Fourthly, policy involves what governments actually do, not just what they intend
to do or what they say they are going to do. If a legislature enacts a law requiring
eorcdoyern. 1o nny o less than o sluied iniaitourn wage but nothing is drne to
enforce the law, and subsequently litile change occurs in economic behaviour, it
seems reasonable to content that public policy actually takes the form of non-

regulation of wages {Anderson 1997:11).

Fifthly, 'a public policy may be either positive or negative. Some form of overt
governmental action may deal with a problem on which action is demanded

(positive), or governmental officials may decide 1o do nothing on some matter on



2

which government involvement was soughl (negative). In other words,
governments can follow a policy of laissez-faire, or hands off, either generally or on

some aspects of economic activity (Anderson 1997:12).

Sixly, public policy, at least in its positive form, is based on law and is authoritative.
Members of a society usually accept as legilimate the facts for example that taxes
must be paid, import controls must be obeyed, and highway speed limits must be
complied with, unless one wants to run the risk of fines, jail sentences, or other
legally imposed sanctions or disabilities {(Anderson 1997:12). Thus, public policy
has an authoritative, legally coercive guality that the policies of private ocrganizations

do not have.
6.4 Policy process

According to Anderson (1997:39-41) the policy process comprises of: problem
identification and agenda setting, formulation, adoption, implementation and

evaluation.
6.4.1 Problem identification and agenda setting

In the public sector the legislature is responsible for setting guidelines for official
action. These guidelines, or public policies, are future oriented and subject to
continuous review by the legislature. It is the task of the legisiature to determine
what aught to be an ideal situation or an idea!l course of action; in other words, the
legislature should be creative when visualising courses of action for the attainment
of societal goals or the resolving of societal problems (Hanekom 1987:5). However,
no public policy can be formulated without first identifying a public problem and the

setting of the agenda.
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A policy problem can be defined as a condifion or situation that produces needs or
dissatisfaction among people and for which relief or redress through governmental
action is sought. Such conditions for example, as dirty air, unwholesome food, the
practice of abortion, urban congestion, crowded prisons, and global warming are
conditions that may become problems if they produce sufficient anxiety or

dissatisfaction to cause people to seek a remedy {Anderson 1897:94),

To be converted into a problem a condition must also be seen as an appropriate
topic for governmental action and, further, as something for which there is a
possible governmental remedy or solution. A problem is a problem only if something
can be done about it (Wildavsky 1979:42}). Quite a few conditions will not be
transformed into problems because they do not qualify as matters that government
can handle appropriately and effectively. Putting a man on the moon for example,
became a problem for policy-makers only after it became technically possible to do

so in the late 1950's {George et al. 1978:90).

Although many problems are persistent, how they are defined may change as values
and conditions change. Conditions that at one time are accepted as the normal
order of things may later because of social change, be treated as problems. For
centuries, for example, wife-beating, child abuse, and other forms of family violence
were private matters except, perhaps, when the regular criminal laws, as against
homicide, were violated. They are no longer so treated. Changes in public
attitudes, media attention and the women’s movement, for example, changed the

notions about acceptable conduct in family matters (Anderson 1997:95).

What characteristics or qualities make a problem public? Essentially, public
problems are those which affect a substantial number of people and have broad
effects, including consequences for persons not directly involved (Dewey 1827:15-

16).
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It should be stressed that wiether a condition or situation is regarded as a problem
depends not only on its objective dimensions, but also, quite importantly, upon how
itis perceived by people or; put differently, how it is socially constructed {Anderson

1997:98).

One frequently reads about demands being made by this group or that individual or
some public official for action by a governmental body on some problem, whether
it be for example rough streets or crime therein, disintegration of the family, or
waste and fraud in defence contracting, Of the thousands and thousands of
demands made upon governments, only a small number will receive serious
consideration by public policy-makers due to the scarcity of money to serve all the
needs of the public. [n other words, each problem must compete for official
attention because legislators and executives have limited time and resources.
Decisions to consider some problems mean that others will not be taken up, at least
for the time being. The demand that policy-makers choose to or feel compelled to
act on at a given time, or at least appear to be acting on, constitute the policy

agenda (Anderson 1997:99).

To achieve agenda status, a public problem must be converted into an issue, or a
matter requiring governmenta! attention. Eyestone (1978:3) states that an issue
arises when a public with a problem seeks or demands governmental action, and
there is public disagreement over the best solution to the problem. A rising crime
rate may for example be defined as a public problem, but disagreement over what,

if anything, government should do about it creates an issue.

At the national level one can identify legislative, executive, administrative and
judicial agendas (Anderson 1997:100}). The number of people affected and the
intensity of their interest will vary across the issue on an agenda. Some matters will

attract much interest from the broad range of citizens and officials; others will
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attract the attention primarily of policy specialists and those who have a direct stake

in them {Anderson 1997:101).

Sinclair (1989:51) suggests that an agenda is hest conceptualized as roughly
pyramidal in form. A limited number of highly salient issues will be at the top; as
one moves towards the base there will be an increasing number of progressively less

and less salient issues.

In his study of presidential agenda setting, Light {1981:69) found that in selecting
major domestic issues on which to advocate action, American presidents are
motivated by three primary considerations, amongst them is electoral benefits,
which are especially important during a president’s first term. Certain issues are
seen as critical to electoral success, and as vital in building and maintaining electoral
coalitions. Based on the above extract, it is befitting to say that, in their first term,
American presidents are mostly customer-focused in their approaches. However,
it should be noted that it is in the nature of many governmental services that not all

consumers can be satisfied the whole time (Myers & Lacey 1996:342).

6.4.2 Formulation of palicy

Policy formulation involves developing pertinent and acceptable proposed courses
of action (often called alternatives, proposals, or options) for dealing with public
probiems. Policy-makers may be confronied wilh several competing proposals for
dealing with a problem; or they may have to struggle with devising their own

alternative (Anderson 1997:113).

Policy formulation does not always culminate in law, executive order, or
administrative rule. Policy-makers may decide not to take action on a problem, but
instead leave it alone, 1o let malters work themselves out {Anderson 1997:113-

114). Although the main movers and shakers in formulating public policies in the



~76-

executive branch are the political appointees in departments and bureaus, career civil
servants themselvz_es provide a productive source of new ideas (Starling 1998:60).
Customer-focus civil servants are able to provide new ideas because they consult
with the citizens. Consultation will give citizens the opportunity of influencing
decisions about public services, by providing objective evidence which will
determine service delivery priorities (Batho Pele White Pater 1997:16). The
effeclive service employee needs to know how to interact well with customers.
These skills are built over days of training and practice, not in few hours {Dyamond

1990:34).

Policies to increase responsiveness must discriminate according to the types of
client, policy and interests found in each interface situation. Such policies must be
taken in a decentralised manner and engage the enthusiasm and expertise of public

servants, especially those working at the interface (OECD 1987:118).

Traditionally public officials and thus by implication public institutions are accused
of narrow-mindedness, rigidity, lack of initiative, self-interest, disregard for societal
values, secrecy, facelessness and failure to communicate with the public at large
(Hanekom 1987:30}). Whether these accusations be true or false, Hanekom
(1987:30) states that it is true that the shaping of public policies - and thus the
performance of public institutions and individual public functionaries - is to a greater
or lesser extent influenced by public opinion and participation by the public in
matters they believe affect them directly, together with what is perceived to be in
the public interest. Voice may be generated directly by those who use, or are
affected by, government services. Alternatively, or in addition, the providers of
those services may seek the views of their customers through service delivery
surveys (SDS} or similar mechanisms {Myers & Lacey 1996:336). The Nicaraguan
public sector has embarked for example on customer surveys aimed at affected
institutions, and also aimed at households as a means to help inculcate a new

culture of customer orientation {Myers & Lacey 1996:339).
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Anderson {1997:117) states further that, interest groups have a major role in policy

formation, often going to the legislature with specific proposals for legisiation. A

customer-focused government will always solicit citizenry participation in

formulating policies. In South Africa after many submissions where received from

the public, the White Paper in higher education lead to the Higher Education Act,

101/1997.

6.4.3 Policy adoption

A policy is adopted with legislative majority (Dunn 1994:16). What is typically

involved at the policy adoption stage is not selection from among a number of full-

blown policy alternatives but rather action on preferred policy alternative for which

the proponents of action think they can win approval, even though it does not

provide all they might like (Anderson 19987:134).

The most salient point to mention is that according to Anderson (1997:134) in

democracies, the task of making policy decisions is most closely identified with the

legislature, which is designed to represent the interest of the populace. This is

akeen to customer-focus government. Lastly it must be remembered that aithough

private individuals and organizations also participate in making policy decisions, the

formal authority to decide rests with public officials: legislators, executives,

administrators and judges. However, this authority by public officials to decide,

should Lo done in a responsible manner for openness and transparency are the

hallmarks of a democratic government (Batho Pele White Paper 1997:20).

6.4.4 Policy implementation .

Although policy-making and policy implementation are two distinct and distinguished

functions, they are so closely interrelated that separating them is difficult, it not

T T T . Sl
e I — = m en e —i o omy . R AR ke m Ay b ey T 4



_78-

impossible or impracticable; for example, the way policies are interpreted and

translated into action could have important policy implications {Hanekom 1987:55).

In actuality it is frequently difficult, sometimes impossible, 1o neatly separate a
policy’s adoption from its implementation. Statutes sometimes do not do much
beyond setting some policy goals and creating a framework of guidelines and
restrictions for their realization (Anderson 1997:214). Much that occurs during
policy implementation may appear to be routine, tedious, or mundane, and may be

performed with limited awareness of it by the public (Anderson 1997:214).

However, according to Ripley & Frankiin {1986:4-5) implementation consists of
those players, organizations, procedures, techniques, and target groups (for
example, beneficiaries or regulated firms) that are involved in carrying policies, into

effect in an endeavour to accomplish their goals.

Most of the implementation studies take either top-down or bottom-up approach.
Top-down focus on the actions of top level officials, the factors affecting their
behaviour, whether policy goals are attained, and whether policy was reformulated
on the basis of experience. Bottom-up contend that this approach gives too much
attention to top-level officials and either ignores or underestimates the efforts of
lower-level (or street-level) officials to either avoid policy or divert it to their own
purpose (Anderson 1997:216). Implementing policy should focus on lower-level
officials and how they interact with their clients. This again promotes customer-
focused government. Managers and supervisors must be trained to model, coach
and reinforce the skills they expect of their service employees. Other employees,
not in direct contact with the customer, also necd to be made aware of the

importance of their jobs in relating to the customer and have the skills to identify

and meet the expectations of their internal customers (Byamond 1990:34).




6.4.5 Policy evaluation

Public policy evaluation has often been referred to as the tast stage of the policy
process,'where those who determined and implemented the policy and those who
were affected by the policy attempt to find out if it has really worked. However,
policy evaluation does not necessarily take place only after implementation of policy,
but could occur as a continuous process throughout the policy process {Hanekom

1987:89).

Dunn (1994:186) states that, auditing and accounting units in government, determine
whether executive agencies, legislatures, and courts are in compliance with
statutory requirements of a policy and achieving its objectives. However, much
policy evaluation is performed by non-governmental actors such as pressure and
interest groups. They also provide the general public with information, publicize
policy success and failure, sometimes act as advocates for unpopular causes, and
occasionally provide representation for those unrepresented in the policy process,
for example such as the aged confined to negligently run nursing homes or exploited
farm workers (Anderson 1997:280-281). Providing information is one of the most
powerful tools at the customer’s disposal in exercising his or her right to good
service (Batho Pele White Paper 1997:19). Administrations may be made more
responsive by the careful design of policies and programmes, and the means by
which they will be implemented. The selection of policy instruments, specification
of administrative tasks and performance measures, and comprehensive reviews of
policy coherence, as seen at the point of implementation, are particularly important
(OECD 1987:118). Customer-focus approach to rationalise public policy should not

be done in isolation but in a planned and systematic manner.
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7. CUSTOMER FOCUS APPROACH FOR
RATIONALISING PLANNING

The customers of the public service are made up of the public.

The public has three faces:

Q everybody as beneficiary is a member of the public who receives a service
fromn the public service;

O the public as paymasier whose direct or indirect taxes finance the working

of Government; and

@) the public as a voter who votes governments in or out of office (Tampoe, in

Lovell 1994:140).

The above sketched scenario therefore presupposes that customers, namely the
public, are the pivotal point of every public institution and that any rational planning

should take that into cognisance.

7.1 Planning

According to Andrews (19282:138) planning refers to the functions that are

undertaken to -

1 determine objectives;
1 allocate resources; and
W compile plan(s) or programme(s) for the realisation of such objectives.

Similarly, McRae & Page (1967:41) argue that planning involves decisions on
priorities of financial, material and manpower resources. However, these authors

argue that prioritising is not easy in the public service as it involves making
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preference of one service over another where both services are an integral part of

a whole.

In the public sector context it can be argued as is explained by Cloete {1978:27-29)
that planning has 1o follow after policy-making where policy constitutes a statement
of an intention to satisfy a societal need. As such planning is a set of processes
which must be carried out to find the best course of action which has been
identified and described with the policy statement {Fox et al. 19971:47). This view
of planning in the public sector context is also shared by Starling {1982:189) when
he states that policy is a statement of goals and of the relative importance attached
to each goal. These policies are translated into a plan by means of the planning
process where policy goals are specified as specific objectives to be attained. A
programme is a proposed set of specific actions intended to implement the plan

{Starling 1982:189).

According to Starling (1998:208) planning is reasoning about how an organization
will get where it wants to go. It's essence is 1o see opportunities and threats in the

future and to exploit or combat them by decisions made in the present.

Nowadays the public sectors of some countries have drastically transformed from
what they have been. Indeed, it is true to say that the most successful and far-
reaching ones are those which started from a lucid and coherent conceptual basis,
such is the case in New Zealand, {or instance, where the reform is guided by 1wo
objectives not only the need for more efficient public sector, but also one which
responds betler to the policy aims of elected governments {Myers & Lacey
1996:332). Thus, these kinds of reform help the public officials to plan the
execution of their programmes in a proper manner. In the United Kingdom, the
original aims behind the reform were to create a more professional civil service
which would carry out its tasks in a more professional manner. Over time, however,

a new objective was added, cusiomer satisfaction {Myers & Laccy 1996:332). It
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was The Citizen’s Charter which articulated the need for the public service to

become more customer focused by raising the expectations of the public by

publishing the standards for service provision {Tampoe, in Lovell 1894:141). Thus,

setting standards is an aid for improving service delivery.

7.1.1 Kinds of planning

Planning has a variety of meanings. Starling (1982:186-189) and Gortner

(1981:229-231) distinguish the following meanings in which planning is used in a

public management context:

National planning is constituted by a situation where a government attempts
to influence the national production process in terms of the amounts and

types of goods and services that will be produced.

Development planning is used by developing nations to set out the main

measures that are needed to improve the national output and the standard of

living of their citizens.

City planning, urban planning or regional planning. These plans are concerned
primarily with the physical location and design of development project such

as housing projects, roads and other physical infrastructure.

Management planning can be secn as reasoning about how a public
organisation will reach its objectives in the future by a proper assessment of

opportunities and threats and the taking of correct decisions at present.

Budgeting planning could be viewed as part of managerial planning. A
budgetary plan shows how 1he expected revenues in a particular period will

be raised and spent.
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Central to the management of government’s financial resources is the budget.
Administrators de\{ote much time and energy in preparing it. |ts adoption represents
a critical juncture in the policy-planning process, for few major programs are
conceivable without the expenditure of money (Starling 1998:13). Budgeting,
however, is important for other reasons as well. Because it is the means by which
public officials allocate and raise resources to achieve social objectives, budgeting
answers the bedrock guestion of politics: who gets how much for what purpose,
and who pays for it? In this sense, the budget provides an X-ray of the values and

priorities of a free people {Starling 1298:13).

After the budget has been approved by the legislature, then activities can be started.
The amounts agreed upon in the budget are actually estimates which are limited.,
One of the requirements that the budget should achieve, is namely, the meaningful
arrangement of goals, priorities and alternatives solving methods, that are important

for effective decision-making (Van Straaten 1985:412).

According to Kotzé et al. (1984:135) priority determination must as a result of
scarce funds in the draft budget, he rationalised by preference of goods and/or
services. The budget as an embracing policy document includes the regulation of
information which aims at quantitative and qualitative provision of goods and/or
services. Thereafter it will reflect the nature and extent of the meaningful
satisfaction of goods and/or services with limited resources at the end (Van Straaten

1984a:11).

Plans, as the result of the planning process, are also often classified by their time-
frame. Short-term plans usually cover a period of less than one year. Intermediate-
term- plans range from one to five years and plans that exceed five years are

considered to be long-term plans {Robbins 1980:132-133).
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In public sector planning, long-term plans as a fundamental redirection of the ends
and means of the organisation, will probably be a part of the policy-making process
which will generally be decided upon by the political office-bearers after consultation
with public managers (Fox etal. 1991:48). Intermediate-term plans would normaily
be part of the executive functions of government for which public managers are
primarily responsible although stilt under the supervision of political office-bearers.
Short-term plans would normally be classified as programmes giving effect to policy
statements and planning actions. These programmes are normally the responsibility

of the public managers (Fox et al. 1981:48},
7.1.2 The rational planning model

According to Starling {1998:209), planners are acting rationally if they undertake

the following five interrelated steps:

(i) ldentify the problem or problems to be solved and the opportunities to be
seized.
{ii) Design alternative solutions or courses of action {i.e., policies, plans, and

programs) to solve the problems, or seize the opportunities and forecast the
consequences and effectiveness of each alternative.

(i) Compare and evaluate the alternatives with each other and with the
forecasted consequences of unplanned development, and choose the
alternative whose probable consequences would be preferable.

{iv) Develop a plan of action for implementing the alternative selected, including
budgets, project schedules, regulatory measures, and the like.

{v) Maintain the plan on a current basis through feedback and review of

information.

According to Starling (1998:209), although these steps are treated separately and

in linear sequence, in actual practice, they represent a cyclic process. Evaluation
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procedures, for example, enter into the process at the outset in the identification of
problems and opportunities; they also influence the design stages as constraints that
must be taken into account, for this reason, it is probably preferable to present the

model not as a list of steps but as a dynamic and interactive process.

7.2  Aids for planning

There are many possible aids that can be employed, such as, democratic
participation, programming techniques and the use of computers, to enhance public
management planning. For the purposes of this topic, only democratic participation

will be dealt with as it is mostly informed by customer-focus approach.

7.2.1 Democratic participation

Public management planning is not a strictly rational process but is influenced by
politics, complexity and unpredictable human behaviour. The public manager must
realise that planning efforts will have to take cognisance of this views of the people
that are being served {Fox et al. 1991:55). In this sense public planning even at the

managerial level should generally provide for democratic participation.

The question remains whether it is possible for planning to be truly a community-
based process, rather than simply a project-driven effort that legitimizes and assist
the reorganization of the environment for the benefit of developers. According to
Tauxe {1995:479) to be so, it must not only democratize formal institutions and
procedures, but also make room for non-bureaucratic discourse and organizatlional

forms.

The democratic participation could include participation by employees and the public
being served. The eventual acceptability of the results of public management

planning will be enhanced greatly if it makes provision for invoivement of relevant
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constituencies through democratic participation (Fox et al. 1991:55). Management
planning is essentiq! for improving public service delivery. However, the public
service cannot develop a truly service-oriented culture without the active
participation of the wider community, including the private sector and citizens

themselves (Batho Pele White Paper 1397:23).

In the United Kingdom ‘The Citizen’s Charter’ was the first noble idea of John
Mayor’s premiership, and was first expounded formally in a Government White
Paper in 1991 (Schofield & Ford 1995:88}. The Central theme of the White Paper
is the argument that the relationship between the public services and the citizen
should be redefined, with the citizen being increasingly characterised as a consumer
of public services empowered to influence service provision by the introduction of
greater choice and competition in the public services area, and by ensuring that the
‘consumer’ receives more information about the quality and efficiency of service
provision {Schofield & Ford 1995:88). Although the ideal is that democratic
participation should approach the level of real citizen power in the case of public
management planning this is not always the case in practical reality (Fox et al.
1991:55). It has been found that even where explicit opportunities are provided for
citizen participation in public planning the thrust has been to manipulate citizen
groups, provide therapeutic activities for citizens or at the most offer degrees of

token participation (Fox et al, 1991:55).

Improving public seryice delivery, matters not only 1o the individual users of
services, but also to the whole community. As part of the consultation exercise,
national and provincial departments must involve representatives of the wider
community in discussions about the future development of public services (Batho
Pele White Paper 1997:24). Participation by wider community can result in

influencing decision-making in a positive direction.
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8. CUSTOMER-FOCUS APPROACH FOR
RATIONALISING DECISION-MAKING

Decision-making means selecting from various alternatives one course of action

{Starling 1998:249). As such, il cannot be divorced from the planning process.

In any public institution, officials make decisions within their institutions. As an
example, high-level public managers determine their institutions’ objectives and
administrative policies, middle-level public managers decide on merit ratings of
employees, and junior-level public managers decide on supervisory procedures (Fox

et al. 1991:134)},

Decision-making is not the exclusive domain of public managers, employees in non-
managerial jobs also have to make decisions that are bound to effect their own jobs
and those of their co-workers, and the institutions within which they are employed
{(Fox et al. 1991:134). Robbins (1984:57) defined decision-making as, making a

choice from two or more aiternatives.

According to Simon {1357a:1) the task of deciding pervades the entire organization
quite as much as does the task of doing. Starling {1998:249) states that there are

at least four steps in decision-making:

identifying the probler {or opportunity);
gathering information;

making a decision({s}; and

oo oo

implementing and evaluating the decision{s}.
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8.1 |Identifying the problem

First, decision-makers should establish what kind of problem exists. More
specifically, are they facing a generic or unique problem? According 1o Starling
(1998:250) most of the problems that an administrator faces are generic, that is,
they are part of a pattern of problems stemming from underlying cause. Since this
underlying cause is seldom obvious, the tendency of the administrator is to view the
problem as a unique, isolated event and to treat it as such. Thus, administrators
often find themselves treating symptoms rather than establishing rules or principles
that remove the root cause (Starling 1998:250). For example, unproductiveness of
staff may be as a result of lack of training or skills. Thus, administrators might call
for quick fixes instead of getting to the root of the problem. Drucker (1966:166)
argues that a major failure of the Kennedy administration in the United States of
America was its tendency to treat generic problems as unique. In the name of
pragmatism, its members refused to develop rules and principles and insisted on

treating everything on its own merit.
8.2 Gathering information

With the problem accurately defined, the administrator then turns to framing the
response. Here, careful attention should be given to what is called the upper and

lower limits of the decision.

Sorenson (1963:22-42) argues that upper limits of a decision refers to the ever-
present limitations that determine how far the administrator can go. He lists the
following as upper limits of decision:

1. The limit of permissibility (Is it legal? Will others accept it?).

2. The limits of available resources.

3. The iimits of available time.
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4, The limits of previous commitments.

5. The limits of available information.

According 1o Starling (1 998:251) 1the above list is self-explanatory, but the limits of
available information, merits emphasis simply because administrators rely so much

on the past experiences in making decisions.

Meaningful and rational decision-making cannot take place unless the decision-
makers have relevant information available at their disposal. In the field of public
administration, information can be programmed with the help of information system,
this can be done with the help of the computers. The primary function of a
management information system is to transmit data quickly to the managers, s0 that
the information can be used for control and decision-making purposes {Laufer

1975:389).

In order to gather more and relevant information, the citizenry participation should
be highly encouraged. The public service cannot develop a truly service-oriented
culture without the active participation of the wider community including the private
sector and citizens themselves {Batho Pele White Paper 1997:23). Statistics should
also be used to gather more information. Modern statistics is based on the concept
of probability; it deals with making judgement regarding the probability of a
characteristic occurring in a population (e.g. @ certain level of income) on the basis

of information derived from a small sample of that population (Starling 1998:252).

Lower limits of a decision refers to what, at least, must cccur for the problem 1o be
solved. For example, Germany knew, at the outbreak of World War |, that it could
win if, and only if, two minimum conditions were met. Germany would (condition
l) put up weak resistance against Russia, thus allowing Russia to {(condition I}
concentrate forces for a knockout blow to France. But as Russia began to penelrate

deeper and deeper into East Prussia, the German general staff decided to pull forces
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from the Western front. Condition Il therefore, was not met and the chance for

victory was lost {Drucker 1966:132}.

Barnard (1938:202-205) introduced the idea quite similar to that of lower limits.
He calls it the limiting {strategic) factor in decision-making. It is the factor whose
control, in the right form, at the right place and time, will establish a nhew system
of condition which meets the purpose. Thus, if one wishes to increase the yield of
grain in a certain field, one has to analyse the soil, it may appear that the soil lacks

potash; potash may be said to be the strategic {or limiting) factor.

Starling (1998:253) argues that, it is also generally a good idea to consult those
who will be most affected by the decision, checking one’s facts with theirs and
above all, listening to what they have to say. Consultation will give citizens the
opportunity of influencing decisions about public services, by providing objective
evidence which will determine service delivery priorities. Consultation can also help
to foster a more participative and co-operative relationship between providers and
users of public services (Batho Pele White Paper on Transforming Public Service

Delivery 1997:186).

The gathering and supply of information to decision-maker in a decision-making
process is influenced by inter alia the correctness of the calculations and the speed
at which the information is compiled and made available. As an aid, the computer
can effectively be used by systems analysts to retrieve the collected data for useful

information for decision-makers (Van Straaten 1984:56}.

8.3 Making a decision(s)

After gathering facts and suggestions, the decision-maker should be ready to begin
assessing the various alternatives. According to Starling (1998:254) there are six

analytical techniques that can help the administrator in this critical task:
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Cost-benefit analysis
Mu!li—objec'tive models
Decision analysis
System analysis

Operations research

o g &> LN

Nominal group technique

8.3.1 Cost-benefit analysis

Cost-benefit analysis is a technique which allows public managers to compare the
various decision-alternatives on the basis of the cost/benefit ratio, which is assessed
in monetary value. In other words, if R80 is used on a programme which produces
R100 in outcome-value, the effort can be said to have a cost/benefit ration of .80
as opposed to a programme which produces R120 in outcome for the same input
as has a 0.66 cost/benefit ratio. It can be said that the lowest ratio alternative
should be recommended as the most optimal economic solution (Fox et al

1991:288).

Planners use techniques such as cosl-benefit analysis in order to establish the cost
and benefits of each option in decision-making. This involves costing up the
advantages and disadvantages of each of the proposed courses of action and
selecting the preferred option on the basis of the balance of each calculation

(Lawton & Rose 1994:127).

Cloete & Mokgoro (1995:176) postulate cost-benefit analysis as a systematic
evaluation of all benefits and costs, tangible and intangible, whether readily
quantifiable or difficult to quantify, that will accrue to all members of society if a

particular project is needed.
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Problems arise firstly in trying to forecast events and make realistic costings of
programmes, and secondly, in making costings of intangibles such as the costing
of noise pollution in the case of a new airpost (Lawton & Rose 1994:127}.
According to Anderson & Settle {1978:1) “... benefit-cost analysis is a tool for
systematically developing useful information about desirable and undesirable effects

of public sector programs or projects.”

Cost-benefil analysis purports to be a way of deciding what society prefers. Where
only one option can be chosen from series of options, cost-benefit analysis should
supply the decision-maker with information to decide which option is socially most
preferred. Governments can take rational decisions if they can follow cost-benefit
analysis (Stréh 1992:210). The objective of cost-benefit analysis is to guide the
decision-making in the choice of capital projects and expenditures which will
maximise the gains to social welfare (Stréh 1992:211), Today the government
must do more than assess the benefit of goals, such as cleaner environment, safer
products, healthier working conditions, and better mass transit, it must also weigh
the cost and other side effects of such action {Starling 1998:257). [mproving
service delivery, and extended access 1o public services to all South Africans must
be achieved alongside the Government’s Growth, Employment and Redistribution
strategy for reducing public expenditure and creating a more cost-effective public

service (Batho Pele White Paper on Transforming Public Service Delivery 1997:22).
8.3.2 Multi-objective models

Starling (1998:262) states that one limitation of cost-benefit analysis is that it
accounts for only one objective, usually an aggregate of all accrued benefitin money
terms. For that reason, the decision-maker might want to either replace or
supplement it with a newer technique that emphasizes multiple objectives as in

multi-objective model. A project can be ranked on an ordinal scale by more than one
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criterion, for example, four sites of Waste-treatment plant can be ranked on an

ordinal scale by Tive criteria, as follows:

Ranks of Four Proposed Waste-Treatment Plant sites.

Project Local Land use Neighbour- Community Task
Transporta- Pianning hood Economy base
tion
A 4 4 3 2 3
B 2 1 1 4 1
C 3 3 4 3 4
D 1 2 2 1 2

Ranks: most-positive = 1, least positive = 4. Example based on Starling 1998:263.

8.3.3 Decision analysis

Decision analysis can best be understood by referring to the following analogy by

Starling (1998:264):

Suppose a general faces the following situation. According 1o the general’s aides,
unless he leads his soldiers to safety, all six hundred will die. There are two escape
routes. If he takes the first, two hundred soldiers will be saved, if he takes the
second, there is a one-third chance that six hundred soldiers will be saved and two-

thirds chance thal none will be saved. Which route should he take?

Starling {(1998:264) states that, in this situation, most people will urge the generai
to take the second route reasoning that the first involves certain death of four
hundred soldiers but thatl the second offers at least a one-third chance that no one
will die. What makes this recommendation surprising is that, though both situations

are identical, it does not make sense in light of the first recommendation. The only
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difference between the two situations is that, in the first, the general’s aides state

the problem in terms of live saved; in the second, they state it in terms of live lost.

The point of this exercise is to show that human reasoning is not always as reliable
as one might wish. Even when one tries to be coldly logical, one gives quite
different answers to the same problem if it is posed in a slightly different way.
According to Starling (1998:265) decision analysis is a technique that can help
avoid such mental pitfalls by better structuring complex problems. In this approach,
the decision is not viewed as isolated because today’s decision depend upon the
ones one shall make tomorrow. Another technique that helps to improve decision-

making is systems analysis.
8.3.4 Systems analysis

Schoderbeck {1971:276) maintains that, “systems analysis is an orderly study of
the detailed procedure for collecting, organizing and evaluating information within
an organization with the objective of improving control of operations of
organizations.” Thus, the aim of systems analysis is primarily to help grasp, present

and assess the general connections of all components.

When analysing a system, the environmental influences and constraints are
identified an measured in terms of their impact at the decision point. In addition, the
internal systemic relationships within an organization are identified. At the decision
point, all of the significant relationships converge and the relative impacts, both
external and internal are weighed. Instead of adopting the first workable solution,
in systems analysis where simulation is used, a number of decision rules are tested
and the results measured before the best decision is selected and implemented

{Hopeman 1969:30}.
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The systems concept takes as given that the values associated with particular
variables are cor)stantly changing. The systems concept further implies an
understanding of the relationships of the variables and constants involved and how
these relationships will change in the future, hence rational decision-making
(Hopeman 1969:31). According to Cleland & King {(1972:171) systems analysis is
“... an analytic process designed to help a decision-maker select a preferred choice

among possible alternatives.”

The influence of systems analysis on public administration is made more clearer by
the meaning of the word ‘system.’ A system is a set of objects together with the
relationships between the objects and between their attributes {McMillan & Gonzales

"

1965:1). Nigro & Nigro (1989:2509) explain that systems analysis . means
presenting decision-makers with a systematic and comprehensive comparison of the
costs and benefits of alternative approaches to a policy goal, taking advantage of

techniques variously described as operations research or cost-effectiveness studies.”

8.3.5 Operational research

Preceding the arrival of the systems approach in the decision-making centres of
government was the use of operational research {(OR) (Starling 1998:272}. The
formal inception of OR may, in fact, be traced to World War Il. Faced with acute
shortage of men and material and working against the clock, the military turned for
assistance to the scientific and engineering community for help in resolving some
knotty operation problem. These problems concerned, for example, the most
effective setting of the time fuse of a bomb dropped from an aircraft onto
submarine; the optional formation of bombers as a function of a target shape; the
best bomber-fighter combination to achieve maximum security and still accomplish
the mission; the measurement of the effectiveness of arrning merchant ships against

enemy aircrait; and the optima!l location of radar stations (Stariing 1998:272).
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Byrd {1975:5) maintains that, “(o)perations research is ... the application of
analytical procedyres in the analysis of decision-making problems.” Most of the
above-mentioned definitions alude that, “{(o)perations research utilizes the planned
approach {scientific method} and an interdisciplinary team in order to represent
complex functional relationships for the purposes of providing a quantitative basis
for decision-making and uncovering problems for quantitative analysis” (Thierauf &
Grosse 1970:4). Quantitative analytic procedures were, for the first time in the
public sector implemented by Patric Brown, the governor of California (Byrd

1975:7).

OR {(or management science as it is increasingly referred to) and the systems
approach share many characteristics, for example, use of interdisciplinary teams,
modelling, and sophisticated mathematics, but they are not the same. The scope
of 1he former is narrower: it tends to be concerned with problems that can be
represented by mathematical models that can be optimized. For example, a typical
OR problem would determine {subject to certain constraints) the optimal (i.e., the
very best) location in terms of service for a new fire station or a new bus route in
a city (Starling 1998:272). OR tends to be concerned with relatively small

problems.

The systems approach, on the other hand, is concerned with problems of greater
complexity and abstraction (hence: less emphasis on calculations). Actually, OR is
one of the most important inputs of the systems approach. Thus, the relationship
between the systems approach and OR is much like belween strategy and tactics

(Starling 1998:272).

Systems analysis is therefore aimed at the identification and implementing of new
alternative solutions as opposed to operations research. “Many operalions
researchers have confined themselves to problems involving the comparison of a

praescribed set of alternatives whereas systems analysis have set out to develop new
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ones” (Quade 1969:191). Caiden (1971:196) goes further and state that
“{o)perations research is similar to systems analysis, but is confined within
boundaries of existing programs and objectives, and il analyses in details the

implications of a single set of assumptions.”

8.3.6 Nominal group technique

In the crush of daily events, managers forget that they need to interact and
communicate with the people who work for them. Hiding behind their desks, they
make decisions that frequently have undesired and unanticipated effects on their
organizations (Cohen 1988:10). Rather than deal with staff members as living
components of a living organism, managers deal with them as abstractions. If this
continues long enough, productivity is impaired and the organization ultimately loses
its ability to attract resources {Cohen 1988:10-11). Thus, public managers must

consult staff and service recipients in order to make sound decisions.

Whatever the precise political framework, public service bodies should design and
develop particular services which are their jobs to deliver. They can draw their own
expertise, and that of other professionals, undertake research, and consult the
service recipients. Once the service is in operation they will receive feedback from
service users, from the general public, and from politicians. This can then generate
modifications, refinements and developments in the service as a continuing process
{Starks 1991:28-29). Because group decision-imaking is so common in public
administration, effective managers must be highly skilled in influencing the group

process.

Often, the most critical decisions in organizations are made by committees, teams,
task forces, or ather groups. A great deal of research shows thal consensus
dccisions arising from groups with five or more parlicipants are better than

individual, majority vole, and leader decisions (Carnevale 1995:83). Despite these
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beneficial effecis, however, Carnevale (1995:83) states that, there are problems

with group decision-making, arising from underlying problems of fear and trust.

Groups can sometimes make poor decisions because of intra group dynamics where
members lose their ability to think critically or refuse to express disagreement with
dominant group perspectives (Carnevale 1395:83). In the first case, excessive
cohesiveness or group conformity drives out individual capacity for discriminating
thinking. People’s eagerness to trust in the group overrides their own analytical
abilities. In the second case, people worry that others in the group will interpret
their questioning as disloyal or threatening an ultimately they will be expelled from

the group.

However Starling (1998:274) maintains that, groups have an advantage over
individuals because they bring together a broader perspective for defining the
problem and diagnosing the underlying causes and effects. Starling (1998:274)
goes further to state that “{m}ost of us tend to develop relatively fixed patterns of
thinking, but when people with different styles interact in a group, they can
stimulate each other to try new ways of approaching the problem and compensate
for the weaknesses in one another’s thinking style.” Further, groups offer more

knowliedge and information than individuals can.

Balan (1992:117) states that, there is a need to minimise the number of trade
Unions in the public sector and give participation to employees’ representatives in
the day to day working of the industry. However, Starling (1998:274) also is of the
opinion that, among the most important disadvantages of group problem solving is
that it is time-consuming or programmed decisicns. Be that as it may, group
decision-making provide synergy which can ultimately lcad to improvement in

service delivery in the public sector.
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A number of techniques have been developed to help individual managers and
groups arrive at better decisions. For example, the nominal group technique (NGT)
was developed to ensure that every group member has equal input in the process
(Guzzo 1982:95-126). The nominal group is struciured in a series of steps to

equalize participation:

1. Working alone, each participant writes ideas on the problem to be discussed.

2. A round-robin in which each group member presents ideas to the group is set
up.

3. After all ideas have been presented, there is an open discussion of the ideas
for the purpose of clarification only; evaluative comments are not allowed.

4. After the discussion, a secret ballot is taken'in which each group member
votes for preferred solutions.

5. Steps 3 and 4 are repeated as desired to add further clarification to the

process.

8.4 Implementing and evaluating decision(s)

Decision-making is a very human affair involving far more than objective analysis.
Most important decisions in government are not rendered by solitary individuals but
by group of people. It is fairly obvious that decision-making is not an entirely
rational process. Biases, intuition, rules of thumb, sentiment, experience, and other
factors play an important role in determining the outcome of the process (Starling
1998:276). Similarly, administrators may not have the open-mindedness, breath of
imagination, inteliectual or organisational resources, or the time to generate the full
range of alternative courses of action and assess their implications (Lawton & Rose
1984:127). A public official may be reluctant to present an oplion to a political

office-bearer in the knowledge that it would be politically unacceptable,
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There are two important concepts that help people appreciate how people really
make decisions: bounded rationality and satisficing. The former, namely bounded
rationality, simply means that people have limits, or boundaries, on how rational
they can be. The latter means that decision-makers choose the first solution
allernative that satisfies minimal decision criteria {Starling 1998:277). Studies of
employment interviews indicate several patterns that are consistent with the
satisficing model (Robbins 1984:67). Among the final applicants (those selected to
attend interviews) a person is more likely to be evaluated more favourably if directly
following weak candidates, and if the interviewer perceives an absence of negative
qualities during the early minutes of the interview {Fox et al. 1991:141). Thus,
some administrators do not act rationally but do satisfice. However, the

organisational structure helps individuals to contribute to the organisational decision-

making.

9. CUSTOMER-FOCUS APPROACH FOR
RATIONALIZING ORGANIZING

It people are to work together effectively in managing a program, they need to know
the part they are to play in the total endeavour and how the'ir roles relate to each
other. To design and maintain these systems of roles is basically the managerial
function of organizing (Starling 1998:299). Fox et al. {1991:66) maintain that
organising for public service, creales a structure for exercising administrative power.
This structure and the exercising of administrative power, are generally subject to
the determination, in the first place, by the political organs for decision-making in
government, and is then subject to periodic revision by the legislative, executive,

and judicial branches of government,
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Organising may be thought of as social systems of co-operation designed to
enhance individual effort aimed at objective accomplishment {Hodge & Anthony
1984:50). It has often been said that good people can make any organisational
pattern work. Ambiguity in organisations may be a good thing as it forces
teamwork, since people know instinctively that they must co-operate in order to get

things done {Fox et al. 1991:69-70).

However, good people and those who want to co-operate, will work together most
effectively if they know the roles they are to play in any collaborative venture, and
how thetr roles relate to one another. This is as true in government as it is in
business and sport (Fox et al. 1991:70). To design and maintain these systerns of

roles is basically the managerial function of organising (Koontz et al. 1980:330j.

Fox et al. (1991:70) state that in order that an organisational role may exist and be

meaningful to a person, it must incorporate the following:

<+ Verifiable objectives, which are the task of planning.

<>

A clear concept of the major duties or activities involved.
< An understood area of discretion, or authority, in order that the person filling

it may know what he or she can do to accomplish results.

Further, to make a role operational, provision should be made for needed information
and other tools and resources necessary for performance in a role. Public managers
organise when they are in the process of establishing a formalised, intentional

structure. Organisatton can either be informal or formal.

9.1 Informal organisations

Informal organisations are alliances that are neither structured nor organisationally

determined (Fox et al. 1991:71). They are natural formations in the work
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environment, which appear in response to the need for social contact (Robbins
1984:71). Aninformal organisation may be regarded as any joint personal activity
without conscious joint purpose, even though possibly contributing to joint results

{Barnard, in Koonlz et ai. 1980:333).

A public manager should know that these interpersonal relationships are important
in managing. They are extremely vibrant in terms of the nature of the group, the
numbers within the groups, the actual personnel involved, what the group is
concerned with, its changing leadership, and the continuing process of formation

and dissolution (Fox et al. 1981:71}).

9.2 Formal organisations

Formal in this sense means that which is defined by an organisation’s structure,
with designated work assignments establishing tasks and work groups (Fox et al.
1991:70). In formal organisations, the behaviours in which people should be
engaged are stipulated by and directed toward organisational objectives {Robhins
1984:70-71). People, their behaviour, and their association belong to a large
system of social relationships of which a single formally organised enterprise is only
a sub-system (Fox et al. 1991:70). Barnard (in Koontz et al. 1980:331) referred 1o
an organisation as ‘formal’ when the activities of two or more persons were
consciously co-ordinated toward a given objective. To him, the essence of formal

organisation was conscious common purpose. Formal organisation is created when

persons:

K are able to communicale with one another;
¥ are willing to act; and

# share a purpose {Fox et al. 1991:70).

In order to forge ahead in an increasingly competitive global marketplace, there is

a need for the public sector to realign itselt. A public sector capabie of producing
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products and services of quality that meets the demands and requirements of

today's discerning customers and stakeholders musi be accompanied by a public
sector with the right structure. Formal organisation is important for reponsiveness
because it determines how programme tasks are allocated and how lines of

accountability are structured {(OECD 1887:55).

T TR TR RO

9.3 Types of formal organisations

‘ According to Starling {1998:300-320) there are four types of prganisations, namely:

' leader/follower, consortium, pyramid and adhocracy.

9.3.1 Leader/Follower organisation

This section begins with the most natural of human relationships, that between
leader and followers. The relationship, however, is not as simple as it might appear
at first blush. The leader’s authority, for instance, can seldom be satisfied with
obedience based merely upon the grounds of common sense or respect. Rather, as
Max Weber was to note, authority seeks to arouse something else (love, fear, even
awe) in the followers (Starling 1998:301). This line of inquiry led Weber 1o the
conclusion that there are three types of legitimate authority: legal, traditional, and

charismatic.

Legal authority is associated with constitutional governments; traditional authority,
with kings and parents. But it is charismatic authority that is most relevant to the
leader/follower cluster: it is based on.the members’ abandonment of themselves to
an individual distinguished by holiness, heroism, or exemplariness (Starling
1998:301-302). A manager should not only follow what other managers are doing
without being innovative. The manager who bases his decisions on a follow-1he-
leader pattern will never be a leader or innovatol and therefore will forfeit the

opportunities available to those who took the bold steps involved in inhovative
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decision making (Sunday Times 23 February 1997). The public sector needs a new
style executive and manager. The new style executive and manager understands
that people, their environmenis and the systems and processes that they work with
are just as much part of the product as the design, materials and service which the
customer sees. New style managers focus on quality improvement; long term
effects, systems thinking, team work, empowerment and participative management

{(Weeks & De Beer 1994.:5},
9.3.2 Consortium organisation

The consortium organisation is actually an association, parinership, or union of two
or more institutions brought together for a few particular purposes (Starling
1998:303). Consortia vary greatly with respect to size, longevity, and amount of

integration.

Starling (1998:303) refers to one early type of consortium called the Delian League
as an example. In the winter of 478-477 B.C., the Greek City-states in and around
the Aegean Sea met on the island of Delos and formed an alliance. The purpose of
this early consortium was to free those Greeks who were under Persian rule, to
protect all against a Persian return, and to obtain compensation from Persians by
attacking their lands and taking booty. League policy was determined by a vote of
the assembly, in which early states, including Athens, each had one vote. The
Delian Leaéue was a forerunner of such modern organisations as NATO and the
European Community (EC} {Starling 1998:303). However, the literature of public
administration tends to neglect these multi organisational, decentralized entities.
The assumption seems to be that the politica! provision of public goods requires one
centre of authority and responsibility, that the way to guarantee effective
coordination, control, and efficient performance is through hierarchy and monopoly

(Starling 1998:303}.
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9.3.3 Pyramidal organisation

In the modern world bureaucracy brings to mind many attributes, usually implying
inefficiency, such as red tape, rigid application of rules, passing the buck, an
impersonal and a lethargic attilude towards change, redundancy of effort, empire
building, and such {Fox et al. 1991:79). However, bureaucracy does not mean
inefficiency, but relates to a type of structure which is the dominant form in

organisations, whether public or private, in the word today (Fox et al. 1991:79).

A ciassical example and once again, the surest guide is Max Weber {Gerth & Mills,
1946:196-128), who, in the early part of this century, spelled out in considerable
detail the features of the bureaucratic structure. In simplified terms, those features

are:

(1) division of labour based on functional specialization;

(2) well-defined hierarchy of authority;

{3) system of rules covering the rights and duties of employment;
(4) system of procedures for dealing with work situations;

(5) impersonality of interpersonal relations; and

{6) promotion and selection based on technical competence.

9.3.3.1 Division of labour

The administrator begins by determining the necessary activities for the
accomplishment of overali organizational objectives. Then devides these activities
on & logical basis inlo departments that perform the specialized functions. In this
way, the organizational structure itself becornes the primary means for achieving the
technical and economic advantages of specialization and division of labour (Star-

ling 1898:308). Specialization of task, because of the division of labour in
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organisations, segregates individuals according to the tasks they perform (Bozeman

& Straussman 1990:138).

9.3.3.2 Hierarchy

The second principle of administrative management is hierarchy. !t is based on the
scalar principle, which states that authority and responsibility should flow in a direct
line vertically from the highest level of the organization to the lowest level. This
flow is commonly referred to as the chain of command {Starling 1998:308}. In such
an arrangement, a cardinal mistake would be to fail to go through channels in trying

to get a message to the top.

Hierarchy helps define work routines and ensures equal treatment of client cases.
It sets up internal systems of review and control to prevent arbitrariness and
corruption; it allows for authoritative and non-partisan decision-making; and it helps
1o ensuré, according to set criteria, that decisions are dealt with or reviewed by

persons having appropriate responsibility and knowledge (OECD 1987:76).

9.3.3.3 Span of control

Closely related to the principle of division of labour and hierarchy is the span of
control. According to Smit & Cronje (1992:202) span of control refers to the
number of subordinates working under a particular manager. Kroon {1996:232)
explains that the number of subordinates that can be controlled effectively by a

supervisor is limited.
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9.3.3.4 Line and staff function

Line agencies in an organisation have the primary responsibility for carrying out its
mission; staff personnel, in genetal, provide assistance to the executive (Bozeman
& Straussman 1990:138).

M

Downs (1967:154) points out ihat, a large staff can function as . a control

imechanism ‘external’ to a line hierarchy, promote changes in opposition to the line’s

i

inertia, and act as a scapegoat deflecting hostility from its boss.” Top executives
can use staff to help bring change to organizations. The innovative capacity of a
staff appears to result from the technical orientation of its members, who are
younger and better educated; and it results from the incentive structure of the staff,
which helps the top administrator improve the line's performance (Starling

1998:310).

The importance of understanding the line-staff concept cannot be overemphasized.
Superior and subordinate alike must know whether they are acting in a staff or line
capacity. lack of clarity on this point often causes friction. Here, the notion of
functional authority can help. Functional authority is “the right that an individual or
department has delegated to it over specified processes, practices, policies, or other
matters relating to activities undertaken by personne! in departments other than its
own” (Koontz & O'Donnel 1974:175). Thus, in Figure 9-1, the functional authority

of the personnel director might cover and only cover giving competitive

examinations and conducting in-service training programs.

e, o L ag
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In a bureaucratic structure, processes are effectively discharged through the
mechanisms of clear specification of tasks, formalized procedures, hierarchies that
carefully define the degree for decision-making authority at each level, and career

progress based on formal qualifications linked to specified year of service.

Unforiunately, if the organization is suddenly required to be more responsive, to cope
with resource availability problems and rapidly changing market conditions, then
burcaucracy will probably fail to fulfil its responsibilities to act as an effective
provider of services {Chaston 1993:175). At best all one can suggest is that
management should seek to develop the most appropriate structure through which

to fulfil the assigned service provision responsibilities.

Chaston (1993:175-176) states that, in adopting this approach there is, however,
adequate evidence to suggest that fulfilling certain objectives will prove beneficial.

These include:

Qa Creating flatter organizations by seeking to reduce the number of levels within
the structure.

D Delegating decision-making as far down the organization as possible and
concurrently permitting the most junior of staff the opportunity to gain a high
degree of personal contro! over their assigned work tasks.

3 Ensuring there are effective communication channels to permit the rapid,
accurate flow of information down, up and across the organization.

i Where solutions require inter-departmental inputs, moving from a rigid
functional system to one based upon multi-disciplinary teams of either a
temporary or permanent nature, depending on the nature of the task being

undertaken.
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9.3.4 Adhocracy

Adhocracy may be described as a rapid!\/ changing, adaptive, temporary system that
has been organised around problems to be solved by groups of relative strangers
having diverse professional skills (Fox etal. 1991:82). In other words, professionals
are organised into flexible groups by management in order to solve specific problems
that cannot be solved by conventional means. Adhocracies have a high degree of
horizontal differentiation based on formal training, because they are staffed largely
by professionals with high degree of expertise. However, vertical differentiation is

low (Fox et al. 1991:82).

In an adhocracy a novel solution is sought so that standardisation and formalisation
are unsuitable. Finally, decision-making in adhocracies is decentralised because
speed and flexibility are necessary and because senior management cannot be
expected to possess the expertise necessary to make ali decisions (Fox et al.

1991:82). Adhocracy can either be teams or matrix,
9.3.4.1 Team approach

This approach enables organizations to be more flexible and responsive in an
environment characterized by rapid change in information flows and information
technology (Starling 1998:320). It is important to distinguish a team from mere
group of people with a common assignment. Katzenbach & Smith {1993:45) offer

this definition:

A team is a small number of people with complementary skills {technical, problem-
solving, and interpersonal) who are committed to a common-purpose perfermance
goal and approach (that is, how they will work together) for which they hold
themselves mutually accountable. Cross-functional teams consist of employees from

various functional departments who are responsible to meet as a tecam and resolve
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mutual problems. Team members typically still report to their functional
departments, but they also report to the team, one member of whom may be a leader

(Starling 1998:320).

The most important thing is that in order to deliver good service, team members
must have a shared vision. Shared vision is certainly the most powerful force that
drives organizations to achieve what they set out to achieve (Weeks & De Beer
1994:6). When people share a vision they are bonded together by a common
purpose. It has the power of enhancing commitment of all the employees in an
organization. It is no longer “their organization”, it becomes “our organization”

{(Weeks & De Beer 1994:6).
9.3.4.2 Matrix organisation

The most widely found application of adhocracy is the matrix structure, which is a
combination of departmentation by function and by project or product (Fox et al.

1991:82).

The matrix arrangement gets its name from the fact that a number of project (team)
managers exert planning, scheduling, and cost of control over people who have been
assigned to their projects, while other managers exert more traditional line control
{e.g. technical direction, training, and compensation) over the same people (Starling
18988:317). Thus, two administratars share responsibility for the sames subordinate.
A simple matrix arrangement is shown in Figure 9-2. The five vertical arrows
indicate the vertical chain of commmand for functions; the four horizontal arrows, the
lateral chain of command for the project. The numbers in the boxes indicate the
number of personnel assigned. Thus, there are twenty-two employees working on
Project C, while the public works function has thirty-three employees assigned to

it.

i GG e i LR Py o W P O ¥ TTE T LRt LTI T« P g S Sy g b . A A D Lt i




Figure 9-2
Chief
Administrative
Office
FUNCTIONAL DEPARTMENTS
L ] N I I
Dudgeting Personnch Purchasing Public Sanitation
works
N /
| Project A Fa 4 3 1 10 7
l—| Project B <.. 5 1 2 P 5
2
[4a]
v} .
E |~{ Project C k_ 2 1 1 14 4
< .
=
-
()
bl
% | Project D Jk—‘ 2 3 2 i 4

-112-




-113-

The advantage of the matrix lies in its ability to facilitate co-ordination when an
institution has a multiplicity of complex and interdependent activities (Fox et al.
1991:83). However, the major disadvantages of the matrix lie in the confusion it
creates, its tendency to foster power struggles, and the stress it places on
individuals. When one dispenses with the unity of command concept, ambiguity is
increased, confusion exists over who reports to whom, and all this creates the seeds

for power struggles {Fox et al. 1991:84).

In order to forge ahead in an increasingly competitive global marketplace, there is a
need for the public sector to realign itself. A public sector capable of producing
products and services of a quality that meets the demands and requirements of
today’s discerning customers and stakeholders must be accompanied by a public

sector with the right structure.

All organisations need to be designed with reference to their goals, the types of
clients they face, the accountability and control systems, the priorities given to
values such as efficiency and effectiveness, and the need or otherwise for very tight

legal control (OECD 1987:119).

10. CUSTOMER-FOCUS APPROACH TO
RATIONALISE LEADING

In order {for an organization to be successful in managing programs, administrators
must lead and motivalc their people. Individuals must relate and communicate

effectively; sound decisions must be reached by individuals and groups; and
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decisions must be implemented in a way that appropriately involves people and

obtains their active commitment in a course of action (Starling 1998:357).

An operational definition of {eadership will, to a large extent, depend on the purpose
of the researcher (Fox et al. 1991:92). The purpose may be to identify leaders, to
train them, to discover what they do, to determine how they are selected, or to
compare effective and ineffective leaders (Yukl 1981:5). There are many definitions
of leadership, but they do seem to have certain features in common. It is submitted
that the general useful definition is the one given by Kossen (1283:201) namely,
“{Headership is the ability to influence the behaviour of others to go in a certain
direction.” Management is about leading, however, Thornhill & Hanekom (1979:15)
state that, leadership and management are not necessarily synonymous, a[thdugh
leading does normally occur within the higher hierarchies of an organisation.
Managers have subordinates. Leaders have followers: people recognise and find

attractive the leaders’ sense of purpose {Steward 1989:4).

Definitions of leadership usually have in common the assumption that it is a group
phenomenon involving the interaction between two or more persons, and that it
involves an influencing process whereby intentional influence is exerted by one
person {leader) over other persons (followers) (Fox et al. 1991:92). The author will
not go into aspects such as, leadership traits and skills, leadership styles, motivation
in organizations including Hawthorne studies, Maslow’s hierarchy of needs and
Douglas McGregor's theory X and theory Y or Herzberg's motivation-hygiene theory
but on how customer focus approach can influence the improvement of service

delivery.
Leadership in the public sector should work towards improving service delivery by

increasing the efficiency of the public services, improving the structure and fostering

behavioural change.
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10.1 Increasing the’efficiency of the public services

The thrust of the drive for greater efficiency is through the creation of public sector

that emphasises:
10.1.1 Quality and productivity

The public sectar has embarked on its journey towards developing a quality culture.
The key component in these efforts under this new paradigm is to focus on quality
and productivity in order to improve service delivery. External and internal pressures
require both public and private sector organisations to become more market-
responsive and customer-oriented and to develop organisation-wide Service—qLiality
programs (Foster et al. 1989:55). In this regard, Total Quality Management {TQM)
has been adopted as an approach to mobilise all available organisational resources

to meet customer requirements.

In situations where customers are ‘captive’ to a single service source, poor service
often breeds discontentment, resulting in customers adopting negative and hostile
attitude to front-line service providers. The effect is devastating to staff morale
(Foster et al. 1989:565). In order to correct the above situation, the leader should
adopt the customer-handling approach. The customer-handling approach defines a
service problem in terms of inadequacies in the interpersonal and communication
skills of the front-line service deliverers. It focuses on the individuals; it attempts to
redress poor service quality by madifying the behaviour of front-line staff through
training in new skills and attitudes (Foster et al. 1989:5656). This signals a major
reorientation from one of merely generating output and service to that of meeting the
expectation of the customer. The goal is to create an organisational culture where

quality and productivity improvements are seen as a way of life and a mindset that

permeates the whole organisation.
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Organization development interventions need to be implemented to effect a culture
change within th.e organization, so as to ensure that the organization’s culture and
climate support the introduction of TQM within the organization. Clearly,
management leadership will play a substantial role in this regard (Weeks & De Beer

1994:7).
10.1.2 The Citizen’s Charter

The implementation of the Citizen’s Charter was launched in 1991 and became
operational in 1992, Itis, initially, a ten year program and is designed to improve the
delivery of public services (Myers & Lacey 1996:336). According to Myers & Lacey
(1996:336-337) the key Charter principles are:

¢ Standards - explicit standards are set, monitored and published for the
services that individual users can reasonably expect. '

@ Publication - actual performance results, by agency, are published together
with those standards. +

¢ Information and openness - full, accurate information is readily available in
plain language about how public services are run, what they cost, how well
they perform, and who is in charge.

® Choice and consultation - the public sector should provide choice wherever
practicable. There shouid be regular consultation with those who use
services. Users’ views and priorities should be taken into account in deciding
upon standards.

¢ Courtesy and helpfulness - these are expected for all members of the public
at all times. Civil servants will be easily identifiable, normally through name

badées.
G Putting things right - mistakes, errors, and failures 10 meet specified standards

of service would be met by an apology, a full explanation and swift and

- R ™ i s S Al ot e A PR T o o g T o ) L b




-117-

effective remedy, including compensation where appropriate. There is a well-
publicized complaints procedure, monitored by independent task force.

< Value for money - efficient and economical delivery of public services within
the country’s fiscal resource constraints.

® Independent evaluation - against the agency’s charter targets.

Thus the Citizen’s Charter is a written commitment by government agencies
providing assurance that their products and services will comply with the declared
quality standards in conformance with the expectation of customers. Sound
leadership is therefore very important in the implementation of the Citizen's Charter

principles.
10.1.3 One stop payment centres

in its efforts to provide greater customer satisfaction in the delivery of services,
leadership should opt for one stop payment centres to facilitate the payment of

electricity, water, telephone and assessment bills at any of the one stop centres.

The leadership of Gauteng Province under their premier has opted for the
establishment of these one stop centres. The concept, which is still in its initial
stages of discussion with role players in government, business, churches and others,
proposes the establishment of multi-purpose service delivery centres in the province
to provide citizens with information about every aspect of government - locally,
provincially and nationally - under one roof (City Press 28 June 1998).

The premier of Gauteng Province Dr Mathole Motshega told City Press, the service
centres would be a facility through which co-ordination and intergration of
information and services provided by different government departments could be
easily accessed, Motshega said the service declivery centres would provide

comimunities with a complete perspective of government services {City Press 28
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June 19898). Thus leadership and innovation is very crucial to improved service

delivery.
10.1.4 Improvement in systems and procedures

The primary elements in systems and procedures such as processes, regulations,

standards and criteria provide the basis for implementing activities in an organisation.

Within the South African context political instability and the weak performance of the
econoimy make the environment within which public organisations are operating more
dynamic and complex. These changes have resulted in many traditional managerial

principles and practices becoming obsolete {(Weeks & De Beer 1994:5).

To survive this highly turbulant environment, public sector organizations are revisiting
the traditional ways of managing their organizations. The ability to adapt to a rapidly
changing environment has become an important consideration when devising new
strategies to lead organizations into the future (Weeks & De Beer 1994:5). Thus,

leadership is very important in implementing changes in the organization.

The vision of service excellence can only be realized if systems, procedures and
processes are introduced that facilitate the rendering of an outstanding service to

clients (Weeks & De Beer 1994:7).
10.2 Improving the structure of the public sector

Farmal structure is an obvious and somewhat overrated feature of organizational life.
In a formal hierarchy, everyone must report to someone, knowing whom you work
for and knowing who works for you are fairly important aids to effective

management (Cohen 1988:52). Weber observed that bureaucracy’s great strength
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is its ability to break up work into small, efficiently performed tasks. Each task is

performed by distinct organizational unit.

Unfortunately, if the organization is suddenly required to be responsive, to cope with
resources availability problems and rapidly changing market conditions, ithen the
bureaucracy will probably fail to fulfil its responsibilities to act as an effective

provider of services (Chaston 1993:175).

Obviously, an organization should be structured to emphasize the accomplishment
of its principal policies and programs. If an organization must deliver services over
a wide geographic area, we might expect it to develop a decentralized structure to

accomm_odate local needs (Cohen 1988:54).

An organization's internal capabilities and attributes must be factored into decisions
about structure. Sometimes a division of labour that seems totally illogical on paper
works well in the real world because of a unique combination of talent that has
developed within an organization. For example, organization A might perform a
training function for organization B simply because the skill to perform the function

has developed in organization A {Cohen 1888:54).

At other times, an organizational structure may develop around a manager’s
individual strengths and weakness. For ex;mple, some managers may not pay
particular attention to detail and may require a strong staff office to follow up on
initiatives and manage projects {Cohen 1988:54). Some organization structures
emerge due to the preferences of an organization’s staff or management. The key

point is that orbanizational form should follow organizational function.
According to Cohen (1988:5b) organizational structures can be viewed as a

management tool designed to modify behaviour patterns, |[f the organization is

performing poorly, structure is cne of a variety of mechanisms that can be used to
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stimulate improved effectiveness. Thus for a public sector organization to deliver
improved goods and services to its customers, must be accompanied by the right
structure. The role of senior management is not to lay down rigid guidelines, but
instead to nurture an internal environment ithat can sustain the vision of effectively

delivering customer satisfaction (Chaston 1993:179).

Any organization is confronted with both internal and external influences. By
delegating more activities to lower-level staff, senior managers will then be able to
give more attention to working with these influences, gaining their understanding of
the dilemmas created by resource constraints, seeking guidance on appropriate future
policies, reviewing the benefits of revising structures, systems or procedures and
developing valid arguments for approaching national government with proposals for
incremental funding to overcome critical imbalances in service provision {Chaston

1993:179).

Another aspect that managers need to take cognisance of, is right-sizing. Right-
sizing of the public sector is intended to ensure that the size of the civil service is
commensurated with its role and functions in national development. Right-sizing also
ensures that the operating expenditure of the public sector is within the means of the
government. This is done, among others, by eliminating unnecessary duplication and
obsolescence in the roles of government bodies, consolidating and rationalising the
struciure of public organizations, with the objective of focussing on those critical
areas of the civil service which will promote a faster pace of economic development

and facilitate revenue coliection,

According to Myers & Lacey (1996:338), in 1990 the Nicaraguan government,
confronting a poor economy undermined by mismanagement, civil war and bloated
public sector, has sought to fundamentally alter the size and role of the public sector
through amongst others employment downsizing. A true leader should also see to

it that in order for employees to improve service delivery, the remuneration system
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should be appropriately structured. Again in Nicaragua in 1390, a new civil service
system was in the final preparation for middie and upper level staff based on
contracts, market-based remuneration and performance evaluation (Myers & Lacey

1896:338).

The underlying philosophy behind the effort to strengthen human resource
management through this new remuneration system is to effect a paradigm shift in
the public sector, to make it more responsive, innovative, creative, able to attract
and retain quality personnel, with a strong value system and positive work culture

and leadership capabilities.
10.3 Behavioural change-enculturation of excelient values

Nowadays many people are talking about change. One is tempted to ask questions
as what constitute change? According to Nutley & Osborne (1994:178) change in
itself is a difficult concept to get hold on. Nutliey & Osborne {1994:180) refer to
Kurt Lewin’s (1951} model of change as the mostly quoted one. This model states
that change oceurs via the three phases of:

- unfreezing;

- changing; and

- refreezing.

Unfreezing can be seen as the period during which existing ways of working and
values are brought into question. Change refers 1o the period where new forms of
working are introduced. Refreezing can be seen as referring 1o the consolidation of
this new way of working with the establishment of a value system which supports

the new state of affairs {Nutley & Osborne 1994:180).

It is contended that unless one changes the way people think and act, one has in {act

changed nothing. All too often executives develop and introduce new systems,
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strategies, structures, practices, procedures and technological innovations that look
good, sound good and make management feel good, but in effect they are nothing
more than a mere rain dance, in that they do little to change the weather within the
organization {(Weeks & De Beer 1994:7). Management in the public service 1akes
place within a turbulant environment and managers have to respond to this

environment (Lawton & Rose 1894:208).

In order to effect meaningful change, public service managers need to articulate their
aims, strategy, and objectives (Starks 1991:398). To change the behaviour of
employees from non-commitial to that of commitment a lot of training is essential.
Front-line people cannot deliver service if they are not adequatcly trained {Maguire

1991:24).

Unless people are willing to make the effort to satisfy customers, service delivery will
fall flat on its face. Willingness is a state of mind created by the example set by top
management. At every step employees will test management’s sincerity. One of the
ways they will test that sincerity is in the authority they are given to deliver service.
Without authority (the right to use their initiative}, they will not be capable of

satisfying the customer and service delivery will fail (Maguire 1991:24).

It is therefore mandatory that management of change programmes should be
accompanied by regular surveys of employee attitudes and opinions (Chaston
1993:176). If the employees surveys suggest a shortfall in service delivery, training
should immediately be recommmended and implemented. The effective service
employee needs to know how to interact well with customers. These skills are built
over days of training and practice, not in a few hours (Dyamond 1980:34).
Managers and supervisors must also be trained 10 model, coach and reinforce the

skills they expect of their service employees.
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One of the most important parts of improving service delivery is to regard one’s
customer contact people as one’s most important resource and to invest in them

accordingly (Dyamond 1990:34).

Increasing administrative responsiveness has political consequences. Change
strategies should, therefore, be driven by political leadership with appropriate
organisational support. Care must be taken to ensure that programmes to increase

responsiveness do not themselves become bureaucratised (OECD 1887:118).

11. CUSTOMER-FOCUS APPROACH TO
RATIONALISE CONTROL

Control may be defined as the process of monitoring activities in order to determine
whether individual units and the institution itself are obtaining and utilising their
resources efficiently to accomplish their objectives, and, where this is not heing
achieved, implementing corrective action (Fox et al. 1991:118-119). To adjus.t 1o
changing conditions, and to compensate for previous errors, public managers
appraise previous and current organisational activities. They may then undertake
actions, not only to correct actual deviations, but also to prevent deviations before

they occur (Robbins 1880:376).

It is on the basis of the definition enunciated above that the author has opted to first
deal with implementation and evaluation before 1ouching on the fast principle in the

management functional chain, namely control.
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11.1 Implementation

Impiementation, according to Starling (1998:414} means just what the dictionary
says it means: “to carry out, accomplish, fulfill, produce, complete.” In this context,
it means implementing a policy, and to be more exact, that part of policy which is
called a program. A policy is a statement of goals and of the relative importance
attached to each goal. It is translated into a plan by specifying the objectives to be
attained. A proposed set of specific actions intended to implement a plan is called

a program (Starling 1998:208).

In public administration, implementing a program should not be seen as a one-man
job but complexity of joint action. However, this must be implemented with caution
because governmental programs fail due to the fact that even when they are
designed to be carried out in a direct and simple manner, eventually come to involve
a large number of governmental and non-governmental organisations and individuals

{Starling 1998:415).

Implementation can be exercised in the form of scheduling models. These models
are useful for a wide range of activities, from a seemingly trivial task of scheduling
a field-office tour for a high-ranking official to a very complex job of scheduling
activities in the space program (Starling 1998:420). Even though these models will
not be discussed in this text, some need to be mentioned, namely, Gantt chart,
critical path method (CPM) and prograrn evaluation review technique (PERT).
Another technique which needs to be mentioned is, backward mapping. Working

hackward is useful in many practical situations (Starling 1998:423).
Implementation is not about the past but the present and the future. Consequently

one is prompted to consider the action that should be taken now to cope with the

Tuture for improved service delivery. Holtham, in Willcocks & Harrow (1992:88)
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states that something is needed relating to practical issues, these can be called

‘challenges’.

These challenges according to Holtham, in Willcocks & Harrow (1992:88) are:

@ Mission

® Public service delivery

3 Efficiency and effectiveness
@ Equal opportunities

e Managing for survival
11.7.1 Mission

Administrative and bureaucratic machinery thinks more typically in terms of what has
to be done than why it has to be done. One of the key leadership tasks of a public
services manager is to identify and promulgate the mission of the organization

{Holtham, in Willcocks & Harrow 1992:89).

Mission relates to fundamental purpose, it is value-laden and is a symbo! as much as
a mechanistic, managerial tool. In order for any organisation to provide improved
service delivery to the public, it must incorporate excellent service delivery in its
mission statement. Mission-driven institutions empower their employees to pursue
their mission through the most efficient methods available. This makes the
institution more efficient, more flexible, innovative and responsive than rule-driven

institutions (Fox & Maas 1987:103).

A clearly defined mission, and the relentless pursuance of that mission, does not
imply that government should regulate its bureaucracy and society through rules and

regulations (Basson in Vosloo 1994:205).
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A strong pursuit of mission would assist government in budgeting for that mission.
Each employee who agrees with the mission has an incentive to save money on
expenditure not directly related to the realisation of the mission. This, in turn, gives

managers the freedom to expand in terms of the mission (Fox & Maas 1994:103}.

11.1.2 Public services delivery

Public services delivery relates to a number of issues, inter alia, services delivery to
customer or public, customer service to generate income, quality and cost, and

strategies.
11.1.2.1 Services delivery to customer or public

There is a growing realization in the public services that technigues that were
originally developed for private sector market organizations are, with amendments,
applicable to non-market organizations {(Holtham, in Wilicocks and Harrow 1892:80).
The above statement is supported by literature such as Van Straaten (18984),

Sapolsky (1972) and Starling (1998).

The purpose of applying these techniques in the public sector is informed by the

desire to improve service delivery in the public sector.

In delivering particular and quasi collective goods and services, and with the motion
of competition, public institutions should not only make such delivery in a profitable,
responsive, innovative, equitable and efficient manner, but should also give the
customer value for money (Fox & Maas 1997:104). |f the government can not

deliver certain services qualitatively, it must out source it to the private sector.
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11.1.2.2 Customer service to generate income

The most important aspect of good service delivery is to concentrate on the creation
of a culture where service is seen not as a frill or a public reiations exercise but as
raison d’étre of the organization (Holtham, in Wilcocks & Harrow 1982:81). To
change a culture towards a service-orientated approach is a long and difficult
process. It requires constant self-questioning. It requires an orientation not only of
policies but also of the day-to-day actions of the entire organization. [t requires the
commitment not only of politicians and senior managers, but of everyone directly
providing services {Holtham, in Willcocks & Harrow 1282:92). In order to change

towards the aforesaid culture, training is of the essence.

In conjunction with the idea of customer-driven government, those who are in receipt
of public goods and services of a particular and quasi collective nature should pay for
them to the extent that they do not have to be subsidised by public funds. On the
other hand, user fees should not be exploited to generate higher revenues, unless
taxpayers experience a simultaneous reduction in taxes {(Fox & Maas 1997:104-105).
Providing collective goods and services, such as health care, education and public
highways, may be funded partially, in some cases, by user fees in the form of heaith
clinic levies, school fees and toll roads. When this practice is generally adopted, it
should be accompanied by a system of reduction in direct taxes {Fox & Maas

1997:1085),
11.1.2.3 Quality and cost

Cost-quality relationship is very crucial in the provision of qualily public services.
Holtham, in Wilcocks & Harrow {1992:92-84) skeiched the following scenarios:
Firstly as costs increase, the qualily of service rises. Secondly as costs increase the
quality of service does not increasc. In this situation spending more money does not

lead to an increase in quality, probahly because thie nature of the service provided is
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discontinuous. An example would be a situation in which there is a very large
volume of work to be done, and only one member of stafi do it. At least two
members are required, but if a 5 per cent increase (i.e. 1.5 hours per week) in
staffing is recommended, it is likely that the existing member of staff might have to
spend as much time as that on additional management and supervisory duties, largely
negating the benefits of the increased volume of hours (Holtham, in Wilcocks &

Harrow 1892:93).

Thirdly, the quality increases as costs reduce. The type of situation in which this
could occur is where the present level of service is extraordinarily low in quality; for
example, a cashier's facility that was only open for two hours a day in each of six
physically separate offices, This is such a completely inconvenient service that little
may be lost by reducing it or even withdrawing it altogether {Holtham, in Willcocks

& Harrow 1892:93-94).

Fourthly, where a very high quality of service is currently being provided, a point can
be reached at which further increases in the cost and volume of that service actually
reduce the overall guality of service delivery. For example, suppose there is a
consumer requiring advice. If there are too many advicers, they may be literally
falling over themselves to give that advice, and perhaps, confusing and probably
irritating the consumer {Holtham, in Willcocks & Harrow 1892:94). Public officials
should be trained to reach a point where an increase in quality should not lead to an

increase in costs.
11.1.2.4 Catalylic government: Steering rather than rowing
Governments that focus on steering give direction. Their focus is op policy making,

not to control sociely but to direct its activities {Fox & Maas 19987:102). Rather

than employing public servants to deliver goods and services, it uses other

institutions to perform the task.
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Basson (in Vosloo 1994:204) hold that it is essential thal governments focus on
what they should _do, which is to provide direction. If government starts to deliver
a wide range of goods and services, it runs the risk of becoming so absorbed in
administering activities that it stops giving direction (Fox & Maas 1997:102). On the
basis of the above statement it should be noted that, if the government can not

deliver qualitative service in a particular sector, it should go the route of privatisation.
11.1.2.5 Community-owned government: Empowering rather than serving

Osborne & Gaebler (1992:52) declare that public ownership should be relocated from
the bureaucracy 1o the community. By helping communities to help themselves, their
problems will be solved more satisfactorily. Generally, communities are more
committed to their own rnembers, have a better grasp of their problems, are more
flexible than bureaucracies, and are able to deliver community services more
efficiently because they have less bureaucratic overheads and utilise their own
capacities to the full (Fox & Maas 1997:102-103). This concept of community-
owned government is articulated clearly by the South African policy of Redistribution

Development Programmes (RDP).
11.1.2.6 Competitive government: Injecting competition into service delivery

The ideal is that competition should be promoted between service providers and not
between government institutions. When government institutions compete, a “turf
war’ develops, restricting government steering role. The aim should be to allow the
benefits of competition, for example, innovation and efficiency, to operate between
government and the private sector, without reducing the ability of government to
direct. Competition could take place between the private sector and government and

among government institutions (Fox & Maas 1997:103).
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11.1.2.7 Decentralised government: From hierarchy to participation and

teamwork

Decentralisation goes hand in hand with the devolution of power, it is synonymous
with the flat structure of organisation because communication and decision-making

are taking place where the problems are.

According to Fox & Maas {1997:105-106) decentralised government has the

following advantages:

'y it operates close to the problem;

e it has intimate knowledge of the circumstances;
ey it is able to act quickly; and

- it has a direct interest in solving the problem.

Decentralisation occurs most in federalisms, for example in the United State of
America every state has its own laws and regulations as long as they are not in
conflict with the overall federal laws. However decentralisation can also be found
in unitary governments even though they are not as pronounced as in federal
governments. For example South Africa has gone the route of decentralisation by
having the three spheres of government, namely: national, provincial and local.

11.1.2.8 Market-oriented government: Leveraging change through the market

Government should use its power to structure the market so that essential goods and
services are provided by the market and not by government itself. Rather than
providing goods and services in a market that could differ from area to area,
government should steer the markets by furnishing information, extending supply and
demand, setting genera! rules of conduct and using its authority to make the right

thing happen {(Fox & Maas 1397:106).
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11.1.2.9 Strategies

In the delivery of services, there are usually four strategy options available to public
managers, namely:

¥ low quality/low cost;

K high quality/low cost;

* high quality/high cost; and

EoS fow quality/high cost (Holtham, in Willcocks & Harrow 1992:94).

However, the conclusion that can be drawn is that it casts doubt on the ability to
have a service delivery strategy that is both low cost and high quality. Holtham, in
Willcocks & Harrow (1992:95) maintains that efficiency can be used to move

towards low cost/high quality strategy.

The recommendation is therefore, that public servants should try by all means to

reduce cost without sacrificing quality.

11.1.3 Efficiency and effectiveness
Efficiency improvements can be used either to hold a given service quality level and
reduce costs, or to hold costs level and increase the quality of service or a

combination of the two {Holtham, in Willcocks & Harrow 1992:95).

Efficiency depends on the managerial resource available, the manager has to be very
gconomic in running an organisation, he/she must plan, organise, lead and control in
an appropriate manner and must concentrate on staff development through training.
Holtham, in Wilicocks & Harrow {1992:86} holds that, even though the organisation
could theoretically achieve a more efficient pasition, it may lack the managerial
resource needed 10 do so. It is then easier, in a budget restrained environment,

simply to reduce qualily and cost than to invest the effort to become more efficient.
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However, there is a problem with efficiency; it is usually reduced to the common
language of money, or at least to measurable factors. Effectiveness in the public
services is only rarely reducible to monetary terms, and is still difficult to measure in
non-monetary terms. As a consequence, when organizational performance is under
consideration, it is relatively easier to discuss public services efliciency in measurable

terms, than public services effectiveness {Holtham, in Willcocks & Harrow 1992:96).
11.1.4 Equal opportunities

One of the foundations and strengths of the bureaucratic approach has been an
emphasis on equity. Bureaucracy should be a mechanism for dealing impartially with
the public. There is now, however, an increasing body of research and other data
to show that public authorities, despite traditional approach to equity, have not
actually delivered equal opportunities to the public they serve (Holtham, in Willcocks

& Harrow 1992:97}).

The remedy would, therefore be to legislate. This, in South Africa is evidenced by
the promulgation of Employment Equity Bill. However this Bili is not welcomed in
unisrm. The National Assembly’s labour committee, on Tuesday 21 July 1998, held
the first of two days of public hearings on the Employment Equity Bill, and heard
widely divergent views on its merits {Citizen, Wednesday 22 July 1998). However,
the government officials insisted the measures were necessary to reverse apartheid’s

legacy {Citizen, Wednesday 22 July 1998}.

In reality, the vast majority of ef{ort required to provide equal opportunities reflects
and promoies good management practice. It is poor management practice not to be
able to understand and respond to the needs of all consumers. It is bad management
practice not to appoint and promote staff on objective as opposed to subjective

criteria (Holtham, in Wilicocks & Harrow 1982:97),
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11.1.5 Managing for survival

There was a time when the public services unequivocally offered a job for life, and
removal from that job could only be through extreme forms of misconduct. Such a
system is still commonplace, for example in other European countries (Holtham, in

Willcocks & Harrow 1992:99).

However, nowadays according to Holtham, in Willcocks & Harrow (1882:88-100)
in some parts of the public services the main issue is not managing for continuity,
or even managing for change, but it is managing for survival due to the following

significant changes:

O Some changes in the legal status of public services whether overtly, as with
university lecturers beginning to lose tenure, or covertly through organizational
changes that begin to loosen the traditional constraints on public services
employment practice, for example, the creation of central government

agencies and local management of schools.

O There has been the explicit adoption of contract-based employment typically
tied to performance appraisal, This clearly is a complete break from the ‘job
for life’ tradition of the public services and is found not only at the very senior

levels of organizations but also lower down,

O A climate has been created, or has simply developed, whereby the public
services and their employees have come under a degree of public criticism not
only from the media, perhaps as part of a historic tradition of campaigning
against bureaucralic incompetence, but also even from their own political

employers. This creates a degree of insecurity in public services employees,

regardless of iheir legal position.

TS G £ F ST R RS 0 MR 3 LT s e e PR g R, BeNgn r oo




-134-

O The progression of privatization and enforced competition for the physical
provision of public services creates a climate wherebhy the security of the
public services employees is subject to direct challenge, either as to whether
a job will continue to exist or whether it will exist under public services terms

and conditions of service.

In managing for survival, public managers should address issues like, to mention but
a few, accountability, managing change, engaging political attention, drawing action

plans, communicating responsiveness and implementing responsive programmes.

One of the major elements of customer-focus approach is to increase the public
officials’ responsiveness to the citizens’ needs. Since increasing responsiveness is
a political as well as a managerial matter, it requires the attention of elected officials
in setting objectives and designing reform programmes. This is because of its
different effects on clients and policies but also because of its effects on political

accountability (OECD 1987:103).

In managing change, ultimately what is being sought is changed behaviour, both
organisationally and individually. To do that, individuals in the organisation will
almost certainty need changed skills. They may additionally need changed attitudes.
It is also necessary to examine the organisation as a whole, and in particular its style
and culture (Holtham, in Willcocks & Harrow 1992:101). In effecting change, the
notion of selective radicaiism;is recommended. Selective radicalism suggests that
only a very few key elements of the problem are radically changed. An example

could be to change the attitudes of public servants as well as of the public.

In Norway, the public is asked on a regular basis 1o relate ils experiences with the
public service and its proposals for improvement as a contribution to the Norwegian
action plan for increasing administrative responsiveness. Better complaint and

address syslems are also heing developed; and public surveys are being conducted.
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The full co-operation of the media is ensured. The Minister of Consumer Affairs has
an open telephone line each Tuesday for two hours, Public servants, as well as the

public, may call directly {(OECD 1987:102).

Change is an unsettling process; it can undermine self-confidence; it can erode
certainties of daily life; it can alter the pattern of relationships. Change requires face-

to-face management of a high order (Holtham, in Willcocks & Harrow 1992:101).

Increasing responsiveness may require the public to be more aware of both its rights
and its obligations. Some countries are experimenting with campaigns to increase
the awareness of the public about administration and responsiveness. Such actions
may have long term benefits, although they are hard to assess. Examples range from
school programmes to broad-based information campaigns and the publication of

‘guides’ on rights and administrative procedures (OECD 1987:104).

Action plans must be clear and should concentrate on action, not vague objectives.
They should, wherever possible, indicate those people whose input is required to
secure success, and they should be set out in such a way that it is possible to
monitor, either quantitatively or qualitatively, the achievement of the action

{Holtham, in Willcocks & Harrow 1992:102).

Plans for change can be designed so that early implementation steps help to build up
momentum and feed into longer term changes (OECD 1987:105). Implementation

process should not be done in isolation but in conjunction with the evaluation

process.
11.2 Evaluation

‘The idea of evaluation is to evaluate what results are produced by a specific policy,

and what the costs and benefits are of alternative policies or of several ways in
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which a policy or of several ways in which a policy may be implemented {Fox et al.

1991:1286).

It has been stated earlier in this text that policy is usually implemented in the form
of programs. This means that programs can be evaluated. Program evaluation is the
systematic examination of .a program to provide information of the full range of its

short- and long-term effects on citizens (Starling 1998:441).

According to Weiss {1972:16-17) to find out whether the program is delivering or
not, provides a sound basis for deciding whether “... to continue or discontinue the
program; ... improves ils practices and procedures; ... add or drop specific program
strategies and techniques; ... institute similar programs elsewhere; ... alldcate
resources among competing programs; and ... accept or reject a program approach.”
Program evaluation ithus makes it incumbent on decision makers to look at their

programs. It also uses performance measurement in the process.
11.2.1 Performance measurement

Performance measurement and evaluation are vital parts of the public sector reform
process. The ultimate objective of such reform is to ensure that the public sector
becomes more efficient and effective over time (Wanna et al. 1992:169).
Performance measurement and evaluation are inherently and intensely political
because they offer judgements regarding the appropriateness of using public
resources in specific ways, of employing public servants in particular tasks, of
aliocating funds to programs, of providing clients and groups with specific benefits
(Wanna et al. 1992:169). Based on the explanation of performance measurement

and evaluation above, it therefore is, imporiant that clear objeclives must be set

before performance measurement and evaluation could be conducted.
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11.2.17.1 Identification of objectives

Wanna et al. (1992:170-171} admit that identification of goals is necessary for the
evaluation of the program. However the issue of goal identification causes

considerable controversy for the following reasons:

vy It may be difficult to establish what are the goals of an activity or program.

I Even where formal objectives are clearly and explicitly stated, they may not
represent the actual goal of policy-makers or organisations and these actual
goals may bear little or no relation to the content of the sub-program
concerned.

e Even where policy-makers or program managers do have clear objectives and
pursuc them vigorously, the objectives may not be accepted as the basis for
evaluation.

£ Whether stated goals are realistic in the first place; if not, then using them as
a basis for evaluation is hardly appropriate.

£ The goals of a program may change over time in response, for example, to
shift in the political and economic climate or in public perceptions of the
nature of the problem concerned and of the feasibility or desirability of

different approaches to its solution.

lgnoring or deprecating these problems will not make them go away, and may result
in poor evaluation and waste and misallocation of resources. It is preferable for
evaluators to recognise them, and to indicate how they have been with, even if the

solution is regarded as far from perfect (Wanna et al. 1992:174).
i1.2.1.2 Performance measurement and evaluation perspectives

Methodologies can be applied in the evaluation process, to name but one, quasi-

experimental approach, but evaluation simply reflect what is actually happening,
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regardiess of either the evaluator’'s or the sponsor’s feeling on the matter. Critics
argue that every methodology, whether in the natural or social sciences, contains its
own biases and assumptions, and that the choice of methodology in fact represents
a choice of values and is far from value free (Wanna et al. 1992:180). Thus, any
evaluation, by choosing specific methodologies and applying them in particular ways,

can have a major impact on the outcome of evaluations.

The question now arises; who should conduct program evaluations? The answer is
that they should be conducted by program managers. This situation has been
justified on the grounds that only managers are in a position to enforce those

changes which evaluation indicates are desirable (Wells 1987:1).

However in the United States, extensive use is made of external evaluators from
academic institutions and specialised, private sector evaluation agencies (Wanna et
al. 1992:181). Performance measurement and evaluation should meet and promote
the interest of the citizens, this is in line with customer-focus approach. Leung
(1987:47) states that one major function of performance evaluation should be to
appraise the extent to which a program is meeting the performance perceptions and
expectations of responsible officials, interest groups and/or those on whom the
program takes effect. Public sector programs including evaluation should be

controlled.
11.2 Controliing

Afte‘r planning has been done, and structure provided to facilitate achievement of the
objectives formulated in planning, and the leading function performed, the
organisational objectives have not necessarily been attained. Poor accomplishment
of any of the managerial funclions increases the importance of rnaking some
adjustments, either in the means used to attain the objectives or in the objectives

themselves (Fox et al. 1891:118).
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This control is designed 1o guarantee ihe prolection of cilizens, organisations and
enterprises against encroachments from the State or its officials {OECD 1987:51).
According to Dim;Jck & Dimock {1969:570) “... control is a central function of
management because it is the means of measuring results, not only in terms of

finished products or services but also over periods of time.”

Two other sources of control are important for reponsiveness. One is the control
derived from public service ethics. This control is closely related to the regulations
governing public servants and the ethical codes of their training and peers. The other
source of control is from clients themselves. This power depends on their ability to
obtain the facts about mal-administration and to pursue grievances (OECD 1987:51).
Control can be visualised as a process. Much of this process involves informal
communication and interaction, by means of inter alia, memoranda, meetings,
conversation, and even by such signals as facial expressions (Fox et al. 1991:119).
[n addition to these informal activities, there are formal controls {Anthony & Dearden

1980:19).
11.3.1 Formal control

The formal elements of control differ greatly between countries, especially with
respect to public or administrative law. Some elements of pubiic sector controls
differ from organisation to organisation. The status of public servants can greatly
affect responsiveness. In some situations, public servants may be more responsive
1o political leaders than concerned for the law or individual clients; they may be more
or less responsive to different clients, depending on the extent of clients’ social,

economic or political influence (OECD 1987:51).

Formal controls may operate on the policy process (e.g. ensuring the constitutionality
of legislation) or at the level of implementation. Formal controls usually operates

vertically to political levels through the administirative hierarchy (OECD 1887:51).
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In addition to administrative and political controls, intermediaries also play a cardinal
role in fostering customer-focus approach by making public officials to be more

responsive to the citizens’ needs.
11.3.2 Intermediaries

Equal access by all citizens to the public administration @nd to the established
complaints system, is not always, nor necessarily, ensured by the structures of
representative democracy (OECD 1987:52). Intermediary organisations such as
ombudsmen and parliamentary commissioners may, therefore, be estéblished, even
in countries with well developed political and judicial control systems (OECD

1987:52). In South Africa the ombudsman is called the public protector.

Many countries have felt that additional channels for voicing grievances are needed.
For example a channel to support clients through voluntary service offices {OECD

1987:52).

The Citizens Advice Bureaux in the United Kingdom are non-governmental institutions
for neighbourhood assistance, staffed by volunteers, and financed primarily through
grants from local and central government. A wide cross-section of the public looks
to the Bureaux for advice. One reason for the success of the nearly 500 Citizens
Advice Bureaux is their linkage into a national voluntary organisation which provides

assistance and sets standards {OECD 1987:52).

in Greece, ltaly, and Turkey, community leaders in remote areas and small villages
play a “multiplier” role. These leaders {the elected village head men, the school
teacher, the priest) are contacted by the administration to help disseminate
information. They are also frequently approached by the citizen to interpret
administrative decisions, to help fill in forms, to write complaint letters or to convey

wishes and needs to the administration (OECD 1987:53).
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In the United States, ombudsman-type institutions have been created in several
states in the form of the non-governmental office of Citizens’ Complaints. This
office is usually attached to the state Governor’s office and therefore functions
independently of the state legislature. The Office of Citizens’ Complaints tries to
increase governmental responsiveness by contacting the administration and
requesting a solution to the citizen's grievances (OECD 1987:63). Thus
intermediaries play a very crucial role in making sure that the needs of the citizens

are taken care of and satisfied. This is one of the key principles of customer-focus

approach.
11.3.3 The formal position of the client

One approach to changing relations between citizens, organisations or enterprises
and the administration is to increase clients’ formal rights and powers directly. This
may, for instance, include making the administration liable for damages caused by
poor or malpractice (OECD 1987:53-54}. This will make public administration to be

more caring as it will be costly to commit malpractices.
11.3.4 Other formal control measures

Although the legistature is the final controlling body in a democracy, it does not itself
make dctailed investigations of zli executive actions. It has, however developed
measures 1o assist in performing its controlling action effectively (Fox et al.

12991:124-125). Some of these measures are as follows:

o The accounting officer. This is usually the chief administrative official of a
government department, who is accountable for the administrative

arrangements regarding the moneys entrusted 1o his/her department.
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e A state treasury may be described as the institution, that, subject to the
authorily of the legislature, is responsible to the financial administration of the
country.

ofe A government service commission serves as an important aid 1o the legislature
in various administrative functions not necessarily confined to personnel
matters.

i Ministers of state, as members of a cabinet, have individual and collective

responsibility to supervise the affairs of state.

9,
.‘0

The state budget, passed after lengthy debating of estimates by the
legislature, delegates authority to government to spend monies on its behalf
and to perform particular actions aimed at attaining the objectives agreed to
by the legislature.

% Select conimittees are appointed by the legislature to obtain information on
particular matters such as public accounts, and to discuss matters that the
legislature itself has neither the desire nor the time to discuss.

o3 Annual reports, which are submitted by government departments to the

[egislature (not all executive institutions are required by law to submits

reports) help the legislature assess the results achieved by departmental

programmes.
11.3.5 Qﬁalities of an effective control system

According to Fox et al. {1991:121-122) effective control systems have certain

qualities in common. The following are six prescriptions for controls:

H Timeliness. Controls should call attention to deviations in time to prevent
serious infringements on the organisational performance. Thus citizens
problems should be atiended promptly when they are still fresh.

S Flexibility. Effective controis must be flexible enough io changes in internal

operations and the external environment.
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# Economy. Even though a comprehensive control sysiem is preferable, it
should be cost effective.

£ Understandability. It is sometimes necessary to substlitute less complex
controls for sophisticated device in order to achieve univelsal comprehension.

# Strategic placement. Efficient and effective controls imply that attention be
given to the factors that are strategic to the institution’s performance.

* Ability to stress the exception. As all activities cannot be controlled, strategic
contro! devices should be placed where they can call attention to the
exceplions rather than signalling when the system is within tolerance. Thus
in making the public sector 1o be responsive to the needs of its clients,

effective control system should be put into place.

12. CONCLUSION

The idea of incorporating customer-focus approach as a public sector management
tool is a new and relatively underdeveloped one which needs considerably more

work, both in theoretical and in practical terms.

Customer-focus approach is a new concept that is constantly subjected to
refinement both in theory and in praclice, il centres around the word ‘customer’
which has been made clearer that, it does not only pertain to the privale sector but

can also he used effectively in the public seclor.

The most important aspect of treating citizens like customers, is 1o improve public
scctor service delivery. By consulling service users, setting service standards,
increasing acceess, ensuring courtesy, providing usefut information, increasing

openncss and transparency, remedying mislakes and failures, getting the best

[y
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possible value for money, enhanced accountability, encouraging innovation and
rewarding excellence, the concept of customer-focus approach hold considerable

potential for improving the quality of public service delivery.

The effective system of response to citizen’s complaints can actually increase rather
than reduce government accountability. Customer-focus approach helps link the

general public directly with the wider public-service reforms.

In forming customer-focused goals {CFG), the customer-focus approach helps
individual to formulate goals that are meant to serve the public in an improved
manner. The goals are not formulated in isolation, but help individuals to link what
they do everyday to the larger goals and values of the institution and helps to

connect individuals, teams and organisations with their customers.

In many institutions, the introduction of new concepts fail, not because of their
inappropriateness, but because of lack of planning. Customer-focus approach to
improve service delivery should be implemented in steps and not in an haphazard

manner.

[f supported by openness and transparency, consultation and participation by a wider
community, customer-focus approach can be used to formulate policies that will be

rmore responsive to the citizens’ needs.

By probing and knowing more about the public sector customers, the public officials
are in a more advantageous position to plan their work. One of the aid for good
planning in the public sector, is democratic participation. Thus customer-focus

approach is a pivotal point in effective planning.

In making a decision, one has to identify the problem or opportunity, gather

information and makc a decision. Decision-making entails the use of techniques such
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as costl-benefit analysis, muiti-objective rnodels, decision analysis, system analysis,
operational research and nominal group technique. Customer-focus approach can

effectively and efficiently be used in deciston-making.

Every institution has to have an organisational structure. There are many
organisational structures, fprma! or informal organisations, but the most effective

structure is the one that responds positively to the needs of the customers.

Leading is one of the most important functions of management, however, not all
managers are leaders, Good leaders are those that respond favourably to the needs

of public sector customers.

Lastly, in managing the public sector in a responsive manner, public sector
managemeni should constantly be controlling and implementing the programs that
have been planned. Controlling and implementing should be in a manner that
responds to the needs of public sector customers. Thus, customer-focus approach

can be used positively in all management functions, it can be an effective

management tool if appropriately used.
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