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SUMMARY

The primary goal of all research is to discover knowledge. The objectives of
this research were; firstly, to investigate and describe the previous (that is pre-
1994) and the current (post 1994) status of local government. Secondly, to
identify and describe problems with service delivery at local sphere with
particular reference to the Tshwane Metropolitan Municipality (the unit of
analysis for the research). Thirdly, to investigate and explore the various
delivery options that can be used as tools to improve the delivery process by
exploring. Fourthly, the extent to which they are used presently at the
Tshwane Metropolitan Municipality and in the future. Finally, to provide
guidelines and recommendations for implementation as a hypothetical model
for use by The Tshwane Metropolitan Municipality and other municipalities in
their efforts to improve/enhance service delivery.

The year 1994 ushered in a new era for South Africa. It saw South Africa
become a democratic country after decades of apartheid rule. Apartheid as a
government system was discriminatory in nature on racial lines since 1948.
The results of which are still felt and can be seen today. The apartheid system
was such that government spending was directed towards the development of
White people and White areas. The Black people were neglected with little or
no spending on basic services such as health, housing, education, roads and
infrastructure, water and electricity. In some respects the current government
inherited a first world infrastructure, however it is still faced with third world
issues and imperatives namely social development, service delivery,
unemployment and poverty. The problem of service delivery backlogs is not
one unique to South Africa but a problem faced by many African and
developing nations. Creating the good life for its citizens will remain the
challenge for the South African government on all its spheres, but even more
so for the local sphere since municipalities (that make up this sphere) are the
government closest to the people and interact more closely with communities
through the delivery of the various services as required by the Constitution of
the Republic of South Africa, 1996 (Act 108 of 1996). Municipalities, through
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their administration, policies and actions play a critical role in reshaping

communities.

Given the immense needs for service delivery particularly in previously
neglected areas of the Tshwane Metropolitan Municipality area, the research

guestion asked was;

To what extent can alternative delivery options be used to solve service
delivery backlogs and problems in the local sphere of government in
South Africa with particular reference to the Tshwane Metropolitan

Municipality?

In the endeavour to answer the research question, a description of the current
nature or status of local government in South Africa was given. An
explanation was also given of the concept of alternative service delivery and
the various alternative service delivery options that are available for
application by municipalities such as the Tshwane Metropolitan Municipality to
enhance service delivery. It is a decade since South Africa became a
democratic state and despite promises and efforts to improve service delivery

to the public there still exist backlogs in service delivery.

The research concluded that reform is obligatory to revitalise municipalities
and enhance service delivery, thus ensuring access to services becomes a
reality for all. It appears that based on this research, traditional institutional
mechanisms and arrangements, and conventional management approaches
have proved to be ineffective and inefficient to meet current realities of service
delivery. Municipalities should remain true to the principle of a learning
institution, continuously seeking to improve its performance by experimenting
with new processes, approaches and ways of achieving its goals or by
benchmarking. There is therefore, a need for innovative solutions, strategies
and new ways of structuring institutions and delivering services. This implies
a change in processes, a change in people and a change in culture. All

municipalities including the Tshwane Metropolitan Municipality need to
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constantly review and restructure their institutions in search for more effective
ways of achieving goals and meeting service delivery needs of the
communities they serve. However, a thorough institutional analysis of the
status quo needs to be undertaken or else the restructuring endeavour is
baseless and such an endeavour runs the risk of failure. Any restructuring
endeavour is time consuming and complicated as all stakeholders have to be
consulted and many circumstantial issues have to be considered. This study
provides a recommended hypothetical model for reform that could be applied
by municipalities wishing to reform for the purpose of enhancing service
delivery. The model, though simplistic could serve as a basic guide that
municipalities and municipal departments can use should they wish to

undergo changes in order to improve service delivery.
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CHAPTER 1
GENERAL INTRODUCTION

“Public services are not a privilege in a civilised and democratic society. They are a
legitimate expectation”

(Transforming Public Service Delivery White Paper, 1997:Foreword)

1.1. INTRODUCTION

The year 1994 ushered in a new era for South Africa. It saw South Africa become a
democratic country after decades of apartheid rule. Apartheid as a government
system was discriminatory in nature on racial lines since 1948. The results of which,
are still felt and can be seen today. The apartheid system was such that government
spending was directed towards the development of White people and White areas.
The Black people were neglected with little or no spending on basic services such as
health, housing, education, roads and infrastructure, water and electricity to mention
a few (van Niekerk et al 2001: 34).

When the African National Congress was voted into government in 1994, one of its
goals has been to redress these past imbalances and ensure that the basic services
can be accessible and enjoyed by all. And for the majority of citizens that voted into
power the current government this is indeed a legitimate expectation. Government
on all its spheres commitment to ensuring access to services and a “good life” is well
documented in the Constitution of the Republic of South Africa, 1996 (Act 108 of
1996), the Reconstruction and Development Programme (RDP), Growth Employment
And Redistribution (GEAR) and other policy documents. Despite government’s
promise and efforts to better / improve people’s lives there still exists immense

service delivery backlogs.
1.2 FRAME OF REFERENCE
The unit of analysis for this research is the Tshwane Metropolitan Municipality, which

was established in 2000. The Municipality was chosen not only for its proximity to the

researcher which will enable access to people and information but importantly it
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appears that the Municipality has not yet embarked on a restructuring agenda with
regard to how services are rendered. The Municipality is still traditionally structured
and is the primary and sole provider of municipal services, but are considering
alternative means of delivering services (Interview: Chief Operating officer, Tshwane
Metropolitan Municipality. 2001). This state of affairs it provides the researcher with
the opportunity to investigate how the alternative mechanisms can be implemented

and why.

Although there are a myriad of alternative service delivery mechanisms, it is not the
intention of this research to explain all of these. For the purpose of this research the
following alternative service delivery options will receive in depth analysis:

e Partnerships

e Corporatisation in particular agencies, utilities, Section 21

Companies

e Privatisation

e Electronic service delivery
The hypothetical standpoint of the research is that these delivery options and many
other delivery options not described herein, in the spirit of a learning organisation,
can indeed serve as tools to enhance delivery.

1.3 PROBLEM STATEMENT

The problem of service delivery backlogs is not one unique to South Africa but a
problem faced by so many African and developing nations. Despite having acquired
political equality the members of the South African society is still not equal. Other
areas remain resourced and developed while others remain under-resourced, under
serviced and with major developmental needs, hence the need for reconstruction and
development. Although the current government inherited a first world infrastructure, it
is still faced with third world issues and imperatives namely social development,
service delivery, unemployment and poverty. A considerable number of areas under
the jurisdiction of the Tshwane Metropolitan Municipality still remain under-serviced,

lacking some of the most basic services.
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1.4 THE RESEARCH QUESTION

Given the immense needs for service delivery particularly in previously neglected

areas of the Tshwane area, the question that is asked is;

To what extent can alternative delivery options be used to solve service
delivery backlogs and problems in the local sphere of government in South Africa
with particular reference to the Tshwane Metropolitan Municipality?

In the endeavour to answer the research question the following secondary questions
are asked.
1. What is the current nature or status of local government in South Africa?
2. What is alternative service delivery?
3. Which alternative service delivery options are available for application by
municipal councils to enhance service delivery?
4. What framework model or guide can municipalities, wishing to apply these
alternative service delivery options apply?

1.5 OBJECTIVES OF THE RESEARCH

The primary goal of research is to discover knowledge. The research goal or
objective is particularly important as it outlines what the researcher wishes to attain
with the research. There are three main goals of research namely, descriptive,
exploratory and predictive. The purpose of exploratory research is to gain broad
understanding of a phenomenon. In descriptive research the researcher observes
with the intention to give the most accurate description of the state of affairs, for
example the census. Explanatory research answers the why question of what is
being investigated (Babbie et al, 2001:81). This research is descriptive of historical
and present developments in municipal management as well exploratory or narrative

in nature.
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The objectives of this research are:

e to investigate and describe the previous (that is pre-1994) and
the current (post 1994) status of local government;

e to identify and describe problems with service delivery at local
sphere with particular reference to the Tshwane Metropolitan
Municipality;

e to investigate and explore the various delivery options that can
be used as tools to improve the delivery process by exploring;

- the extent to which they are used presently at the
Tshwane Metropolitan Municipality,

- the extent to which they can be used in the future, and

- the extent to which they will be solutions to the service
delivery problems the Municipality faces and;

e to provide guidelines and recommendations for implementation
as a hypothetical model for use by The Tshwane Metropolitan
Municipality and other municipalities in their efforts to

improve/enhance service delivery.

1.6 STATEMENT OF HYPOTHESIS

A hypothesis is defined in Brynard et al (1997:19) as a proposed potential answer to
a problem, which must be tested “...empirically before it can be accepted as a
concrete answer and incorporated into theory”. They argue that a “...hypothesis is
actually that which one wants to know - based on the research question. It proceeds

from a statement of the research problem”.

In Kumar (1996:65 cf. also Babbie et al (2001: 643) a hypothesis is similarly defined
as a hunch, assumption or proposition that assumes the existence of a relationship
between two or more variables but the true existence of that relationship still needs to
be proven/tested or validated through scientific research. There is no consensus in

research circles on the importance and necessity of a hypothesis for social research.
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The hypothesis for this research centres on the need for innovation and change in
municipal management given the immense challenges that municipalities face
particularly with regards to service provision. These changes may be in terms of

processes, people and culture. The statement of hypothesis for this research is:

The level and quality of service delivery (as well as the effectiveness
and efficiency of municipalities) could be enhanced if other innovative
and alternative methods/modes of delivery are employed in an efficient

and effective way.

The use of the alternative service delivery options (ASD) in municipalities will
undoubtedly depend on the various factors including; firstly, municipal managers’
awareness of the alternative service delivery options available for use to aid/enhance
service delivery; secondly, education and training in the use of ASDs as tools to
enhance service delivery (for example, how to handle service contracts and the
contracting process); thirdly, the current restructuring processes taking place at the
local government sphere and more specifically the Tshwane Metropolitan
Municipality can affect the extent to which the Municipality can explore and introduce
these alternative service delivery mechanisms. Fourthly, the opinions, views and
attitude of senior personnel and other stakeholders for example, employee unions
and the community, towards the use of alternative service delivery methods may also
influence the extent to which they will use the alternative service delivery
mechanisms. Lastly, the existence or lack of enabling legal/ statutory environment

may affect reform processes.

1.7 SIGNIFICANCE OF RESEARCH

As has been mentioned earlier, one of government’s challenges is service delivery.
Literature review, personal observation, interviews with officials at the Tshwane
Metropolitan Municipality and the statistics given in the report entitled Municipal
Service Backlogs (2001) published by the Department of Provincial and Local
Government reveal that major service delivery backlogs exist. This research seeks

to delve into this problem and seeks to propose solutions to this problem by
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establishing the extent to which alternative service delivery options (ASDs) can serve

as mechanisms to enhance service delivery.

For the past few years in South Africa there has been significant emphasis on the
need for innovative strategies in order to redress the service delivery backlogs and
ensuring that municipalities are effective and efficient in rendering services. These
debates have centred on the use of the so-called Public-Private Partnerships (PPPSs)
as well as service delivery innovations (namely corporatisation, privatisation of
certain services). The latter deviate from traditional mechanisms, the objective being

to enhance delivery and make service delivery efficient and effective.

The application of alternative service delivery options (ASD) requires major and often
complex restructuring processes. This research investigates the extent to which
these mechanisms can be utilised to enhance service delivery as well as
investigating the complexities of using these ASD options and the environmental

pressures necessitating such changes.

The significance of this research also emanates from the fact that the literature that is
available to date on alternative service delivery focuses primarily on the experiences
of other countries, particularly developed countries such as, Canada, United
Kingdom, and Sweden. Use of alternative service delivery methods is also a
relatively new concept for South African municipalities and thus there is a need to
investigate the local context to unravel and uncover local realities with regards to the
use of alternative service delivery mechanisms. This dissertation is thus intended to

become a reform source document for municipal practitioners and scholars.

The contribution the researcher will make to this ongoing problem will be to
investigate the use of alternative service delivery innovations and options in South
Africa’s municipalities with reference to the Tshwane Metropolitan Municipality. This
is what is being proposed by the Department of Public Service and Administration as
the alternative approach and Chapter 8 of the Local Government: Municipal Systems
Act, 2000 (32 of 2000) also refers to various service delivery mechanisms that
municipalities can consider (and guidelines or principles on which this can happen.)
outside the traditional strategy for service delivery where the municipality is the
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primary and sole provider and producer of services. Since the mid 1990’s debates on
finding other mechanisms of delivery have been gaining momentum in South Africa.
This was ultimately documented in the Local Government: Municipal Structures Act,
1998 (117 of 1998), although other metropolitan municipalities such as the
Johannesburg Metropolitan Municipality had already began implementing alternative
strategies such as the establishment of separate agencies, for example the Road

Agency and the privatisation of municipal departments.

Mr Sydney Mufamadi, Minister for Provincial and Local Government, in a foreword to
the White Paper on Local Government Service Partnerships (2000 No. 21126),
stressed the need for innovative ways of providing services. This research seeks to
find out what these mechanisms are and whether these mechanisms or delivery
options are practical solutions to the service delivery problems faced by
municipalities, in particular the Tshwane Metropolitan Municipality. Chapter 7 of the
dissertation proposes a model for municipal reform which will aid municipalities or

municipal departments wishing to reform for improved service delivery.

1.8 METHODOLOGY

Research can be defined as the systematic process of inquiry to discover knowledge
about a phenomenon. Research methodology refers to “... the how of collecting data
and the processing thereof within the framework of the research process” (Brynard et
al, 1997:27). Thus methodology refers to the tools, procedures and techniques used

in the process of inquiry (Babbie et al, 2001; 647).

Methods of data collection in research can be divided in qualitative and quantitative
methods. Quantitative methods are used when the purpose of the research is to
arrive at universal statement and when the research seeks to assign figures to
observations (Brynard, 1997:29). Techniques used here are surveys, questionnaires,
and opinion polls. This study made use of sources of both a qualitative and

quantitative nature and both primary and secondary sources.

Qualitative methods “... produce descriptive data and no numbers are assigned”
(Brynard et al 1997:29). Techniques used here are for example interviews. The
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researcher through out the research process made use of qualitative methods such

as interviews.

Sources of data can also be divided into primary and secondary. Primary data is data
collected with the primary purpose of answering the research question posed by the
researcher and gathering first hand data from respondents. Secondary data is data
used in a study, although collected by a different researcher for the purpose of

addressing a different research problem (Babbie et al, 2001:76).

The following techniques were used:
(1) literature review of published and unpublished material
(2) structured Interviews.
(3) government documents such as legislation and policy

documents.

1.9 LIMITATIONS OF RESEARCH

The methodology chosen for data collection, in particularly the interviewing technique
renders a few problems or disadvantages. Firstly, the lack of anonymity might make
the interviewee reluctant to answer certain questions, which he or she believes if
answered honestly will be self-persecuting. Secondly the demographics of the
interviewer may also influence responses. Lastly interviewer bias may also occur
(Zikmund, 2000:196). However interviews remain a superior technique for research
because the researcher has the opportunity to ask more probing questions, thus
allowing the researcher a deeper understanding of the issue at hand than would
perhaps be achieved by a yes/no questionnaire. Interviews also allow for higher
participation level on parties, namely the interviewer and interviewee, quick feedback
is also possible (Zikmund, 2000:192).

Access to complete Tshwane Metropolitan Municipality information is one limitation
as some information though pertinent to the research might not be made available to
the researcher on the grounds that its privileged information. Lastly, as this study
focuses only on the Tshwane Metropolitan Municipality, use of the findings by other

municipalities might be limited.
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1.10 DEFINITION OF TERMS

1.10.1 Local government

Local government can be defined as “...that level of government which is commonly
defined as a decentralised representative institution with general and specific powers
devolved to it by a higher tier of government within a geographical area” (Ismail et al,
1997:3). Under Section 40(1) of Constitution of the Republic of South Africa, 1996
(Act 108 of 1996), local government is recognised as a distinct sphere of government
and as such its powers are derived from the Constitution, 1996 supra (Section 151)
and other statutes and not derived or devolved from provincial and national spheres.
The national and provincial spheres may not compromise or impede a municipality’s
ability to exercise its powers or perform functions. The local sphere of government
consists of municipalities that must be created for the whole of South Africa

(Constitution, 1996 supra).

1.10.2 Municipal council

A municipal council is a body created to serve a community and administer in a given
geographical area. A municipal council is made up of elected and appointed persons
that operate and govern the affairs of and provides services within a specific
geographical area (Ismail et al 1997:3). Thus municipalities in South Africa have
rights and powers to execute their duties according to their own initiative, but subject
to constitutional and other legislative provisions. The municipal council consists of
politicians who are democratically elected by local residents. Municipal councils exist
to serve, represent and govern the people and affairs of a particular area. The
municipal administration has to ensure the delivery of municipal services to local
residents. It consists of officials who are employed by the municipality. The head of

the administration is the municipal manager.

Of all the spheres of government namely national, provincial and local, local
government is the government closest to the people. Under the Constitution of the
Republic of South Africa, 1996 (Act 108 of 1996, 151(1)) local government is one of

the three spheres of government. One of the main functions of municipal councils is
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the delivery of a myriad of services and being the government closest to the people
its potential to impact meaningfully and change the lives of people cannot be

overemphasised.

1.10.3 Local government management

Local government management refers to “...the system of managing the affairs of a
locally established authority. Local government management is the action of
governing the affairs of a town or city through planning, directing, controlling and
regulating business and industrial activities within a specific jurisdiction (Coetzee,
1985:27).

1.10.4 Alternative service delivery

Alternative service delivery can be defined as (Kaul, 1998:116);

...a creative and dynamic process of public sector restructuring that improves
the delivery of services to clients by sharing governance functions with

individuals, community groups and other government entities.

Mohan Kaul, (2000:73) notes that due to harsh economic conditions many
governments are forced to reconsider the services they render and how they deliver
them, that is considering alternative methods of service delivery that are more
responsive to the client's needs as well as cost efficient and effective. Even
discontinuing some services. Undeniably for today’s political leaders and public
servants there is an urgent need for innovative solutions to service delivery problems
(Kaul, 1998:7).

Similarly the White Paper on Local Government published by the Department of
Provincial and Local Government (DPLG) in 1998 notes that achieving the
Reconstruction and Development Programme objectives within a reasonable time
frame requires that municipalities look at innovative ways of providing services.
Government and indeed municipalities are now under immense pressure to, not only

effectively deliver services but to do so efficiently.
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1.10.5 Partnerships

A partnership can be defined as an arrangement and agreement between a
government institution and one or more parties (inside or outside government) where
there is an agreement to work cooperatively to achieve public policy objectives (The
Department of Public Service and Administration (DPSA), Draft Framework for

Improving Efficiency and Service Delivery (Draft) (Draft, 2000:15).

1.10.6 Privatisation

The White Paper on Privatisation and Deregulation (1987:8) defines privatisation as

follows:

Privatisation means the systematic transfer of appropriate functions, activities
or property from the public to the private sector, where service production and
consumption can be regulated more efficiently by the market and price

mechanisms.

1.10.7 Corporatisation

Buchanan and Bowman (1990:78) define corporatisation as the process whereby
functions that were undertaken by government departments responsible to a minister
are transferred to state owned corporations. This process change together with an
emphasis on competition is intended to ensure management that make performance

the prime objective and discourage political influence (cf. Staal, 1994:19).

1.10.8 Electronic service delivery

Electronic service delivery can be defined as “...providing government services to
clients (citizens, government departments, employees, legal entities), in innovative

ways, in the networking economy using technologies like the Internet, Interactive
Voice Response (IVR), kiosks”(E-Government, 2003).

11
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1.10.9 Private sector vs. public sector

The term private sector refers to organisations or institutions that exist for profit
where as the term public sector refers to all government organisations and
parastatals that are created by government through relevant laws to serve the

community and are not profit making organisations.

1.10.10 Change and change management

Change can be defined as any alteration/reform of activities within an institution in its
structure, tasks, the introduction of a new product, new process or attitude and
culture (Lewis et al, 1998:381). The alterations may be minor or large. Changes
could be in structure (restructuring), changes in processes, changes in technology,
changes in the physical setting of the working environment or in people or culture
(Robbins, 2001: 543).

Change management refers to the process of managing such changes and reforms.
Any reengineering or reform exercise is and requires proper change management
(Lewis et al, 1998:381).

1.10.11 Reengineering

Reengineering refers to the major redesign of an institution/municipality’s processes;

organisation and culture to achieve set goals and objectives (Kuczmarski, 2001:20).

1.10.12 Restructuring

The term restructuring is often confused and used interchangeably with

reengineering, but there is a marked difference as restructuring refers to just a
change in structure or organisational design of an institution (Robbins, 2001:453).

12
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1.10.13 Internet and World Wide Web

Electronic government is made possible by the interactive capabilities the Internet.
According to Schneider et al (2001:453) the Internet is a “global system of
interconnected computer networks” (Schneider et al, 2001: 453).

The World Wide Web or the web as it is commonly known, is a “...subset of the
Internet and connects computers and their contents in a specific way that allows for
easy sharing of data using a standard interface” (Schneider et al, 2001: 453).
Information is stored and displayed on electronic pages that can contain text,

graphics, video and even sound.

1.10.14 E-commerce or e-business

E-commerce refers to the buying and selling of services electronically or “online” in
other words conducting electronic business transactions with customers and other
business partners. Electronic commerce refers to the handling of business over
computer networks. In comparison, the development of e-commerce both as a

concept and practical process far precedes that of e-government (Holmes, 2001:3).

1.10.15 Electronic democracy (e-democracy)

Broadly viewed, electronic democracy refers to the processes and structures that
include all forms of electronic communication between the government and the
citizen, the government and the governed or the electorate and the elected. The
concept can according to Hague et al (1999:3) refer to “ ... a fairly wide range of
technological applications including televised parliaments or citizen juries, email

access to electronic discussion groups or public information kiosks”.

Richard K. Moore (in Hague et al, 1999:55) offers what he calls the radical definition
of electronic democracy and defines the term as “ ...the use of electronic networking
to bring about a more direct form of democracy, to short circuit the representative
process and look more to net-supported plebiscites and official online debates in
deciding issues of government policy”.

13
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1.11 STRUCTURE OF THE RESEARCH

Chapter 1

The objective of this chapter is to outline the research problem, research question,
introduce a background to the issues to be researched and the research

methodology applied.

Chapter 2

The objective of this chapter is to define and describe the concept and nature of local
government in South Africa and to describe the macro- environmental framework in
which service delivery takes place. The following environments are described:

» The legislative environment

» The economic environment

» The political environment

> The social and cultural environment

Chapter 3

The research question asked by this researcher is “to what extent can alternative
service delivery mechanisms be used to enhance service delivery”.

Chapters 3 describes the concept of partnerships/public-private partnerships (PPPS)
and the various manifestations of partnerships such as Service contracts and

management contracts

Chapter 4

Chapter 4 continues from Chapter 3 and proceeds to describe and explain in detalil
the other alternative service delivery mechanisms available namely; corporatisation,

privatisation and electronic service delivery.
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Chapter 5

The objective of this chapter is to provide a description of the unit of analysis, the
Tshwane Metropolitan Municipality. This chapter also provides an overview of the
key findings and problems faced by the Municipality with a view to propose solutions

and recommendations.

Chapter 6

This chapter describes and explains aspects such as communication, leadership and
strategic planning using the municipal integrated development plan, which are
necessary for successful municipal reform.

This chapter also provides a model for municipal reengineering that municipalities or
individual departments within a municipality can use. A description is also given, of
various decision-making tools that can be applied by municipalities wishing to
restructure or reengineer their systems for improved service delivery. These tools
serve as guiding frameworks during that decision-making process.

Chapter 7

Summary and concluding remarks
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CHAPTER 2
LOCAL GOVERNMENT IN SOUTH AFRICA

“Government closest to the people”(unknown)

2.1. INTRODUCTION

Local government under the Constitution of the Republic South Africa, 1996 (Act 108
of 1996 Section 40(1)) is identified as one of the three spheres of government. The
other spheres are national and provincial government. The local government sphere
consists of municipalities in South Africa. Each sphere of government is distinctive
yet the spheres are interrelated and interdependent (Constitution, 1996 supra
Section 40(1)). Local government is often termed the government closest to the
people and exist primarily to bring government to grass root level. Because of its
position, it is often regarded as a mirror reflecting the successes and failures of
national government. The role of local government in the Republic of South Africa is
largely the delivery of a variety of services. One of the major challenges facing local

government today is that of effective and efficient service delivery.

The objective of this chapter is to provide a description and explanation of the status
of local government in South Africa. To properly define and describe local
government, reference shall be made to aspects such as the characteristics of
municipalities, types of municipalities in South Africa, powers of municipalities;
purpose and duties of municipalities within the context of the Constitution of the
Republic of South African, 1996 (Act 108 of 108). A brief historical description of local
government under the policy of apartheid is given, that the period before 1994. The
environment within which municipalities function will also be explained, with particular
reference to the influence that the environment has on their operations and

performance.
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2.2 DESCRIPTION OF LOCAL GOVERNMENT IN SOUTH AFRICA

Local government can be defined as “...that level of government which is commonly
defined as a decentralised representative institution with general and specific powers
devolved to it by a higher tier of government within a geographical area” (Ismail et al,
1997:3). Defined simply local government refers to administration of cities, towns,
villages and geographically organised communities (Coetzee, 1985:26-27). It should
be noted, however, that according to the Constitution of the Republic of South Africa,
1996 (Act 108 of 1996:40(1)), local government is recognised as a distinct sphere of
government and as such its powers are derived from the Constitution, 1996 supra
and other statutes and not derived or devolved from provincial and national spheres.

This implies that municipalities are assigned original powers.

Lockhard (1968:451) concurs with the above descriptions and defines local
government as a public organisation authorised to manage and govern affairs of a
given territory. It should be noted that the term local government refers to a sphere
of government and not to an individual municipality. The sum of all the individual
municipalities make up the collective sphere, known as local government (Reddy,
1996:50). These municipalities are created for the whole of South Africa to render
services in specific geographical areas/locality/jurisdiction (Constitution of the
Republic of South Africa, 1996 (Act 108 of 1996:Section 151).

Although the terms local authority and municipality refer and mean the same thing,
the current Constitution of the Republic of South Africa (Act 108 of 1996) as well as
other legislative documents such as White Paper on Local Government of 1998,
Local Government Municipal Systems Act, 2000 (Act 32 of 2000) and Local
Government: Municipal Structures Act, 1998 (Act. 117 of 1998) use of the word
municipality as opposed to the term local authority which was mainly used pre- 1996
in South Africa. For purposes of this research the term municipality will be used.
However, the term local authority might be used when taking a historical perspective

particularly regarding the period prior to 1996.
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2.2.1 Characteristics of municipalities

Ismail et al (1997:5, cf. Reddy 1996:5) identify the following as the distinguishing
characteristics that separate municipalities from other spheres/forms of government:
e Well-defined areas of jurisdiction - municipalities are only legally mandated to

govern the affairs and people of only a particular geographical area.

Direct participation of the people in the jurisdiction. This is accomplished
through election.

e Service provision - municipalities exist to provide particular basic services.
Their sources of finance include rates and taxes that they constitutionally have
the power to charge.

e Municipalities can pass by laws that are legally binding.

e Municipalities may employ personnel to do and manage its business.

The above-mentioned are the main characteristics of municipalities, their main
responsibility being to provide services to the communities within their respective
jurisdictions. Municipalities operate within the overall framework of both national and
provincial governments as well as the Constitution of the Republic of South Africa,
1996 (Act 108 of 1996). As such municipalities cannot pass by laws that contradict

national and provincial legislation or the Constitution, 1996 supra (Section 41(1)).

There are various types and forms of municipalities as will be explained in paragraph
2.4.5 infra. The Local Government: Municipal Systems Act, 2000 (Act. 32 of 2000)
and the Local Government: Municipal Structures Act, 1998t (Act 117 of 1998) provide
further, or in depth, distinguishing characteristics pertaining to each type and form of

municipality.

2.3 HISTORICAL CONTEXT OF LOCAL GOVERNMENT IN SOUTH AFRICA

South Africa, since 1994, has been undergoing a process of transformation from an
apartheid system into a democratic society. Apartheid was a system that

geographically, institutionally and socially separated the South African society based

on racial lines. Van Niekerk et al, (2002: 34) define apartheid, which formally came
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into being as a government policy in South Africa in 1948 as a “...value system, a

form of government, and a policy of racial segregation...”.

According to Section Al of the White Paper on Local Government (WPLG 1998), the
Group Areas Act, 1957 (Act 77 of 1957) was one of the key pieces of legislation of
apartheid used to institute strict residential segregation and saw the compulsory
transfer of Black people to the so called “own group areas”. Similar acts such as the
above-mentioned Group Areas Act, 1957, supra, were promulgated during the
apartheid era to entrench the apartheid policy of discrimination and included
legislation that promoted segregated government by having different government
structures according to race, for example having separate governments to govern the
Black/Bantu areas as well as having separate amenities for the different races. The
Immorality Act, 1957 (Act 23 of 1957) prohibited mixed marriages further entrenching
the apartheid values on society. The various land distribution acts during the
apartheid era were also unjustified and apportioned only 13-14% of South Africa’s
land to the Black majority population and the rest to the White minority (van Niekerk
et al, 2002: 35).

According to the White Paper on Local Government (WPLG)(1998: Section A 1), the
policy of segregation, “own management for own areas”, together with the policy of
influx control (made possible by the pass laws), limited the extent to which the more
affluent White municipalities would finance for the servicing of disadvantaged Black
areas that remained undeveloped. Many of these “Black areas” are still under
serviced and for many some of the most basic services such as water, electricity,

shelter and sanitation are a luxury that they cannot enjoy.

Local government revenue historically was self-generated through, for example
property tax. For the White municipalities this was favourable since they had small
populations to serve and had economic resources to tax. This was, however,
problematic for the Black municipalities since retail and industrial developments were
restricted in the Black areas, limiting their tax base and ultimately their income in
order to meet the needs of the communities they served. The apartheid policy
ensured that revenue and expenditure was directed towards the development of a
minority (White Paper on Local Government, 1998:Section A.2 cf. also Reddy,
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1996:53). Service delivery to these disadvantaged areas still remains one of the
major challenges facing national government and municipalities in their quest to

redress these imbalances.

2.3.1 Local government transformation

The mid 1980’s in South Africa saw civil unrest gather momentum as civilians and
community bodies organised to take action against apartheid’s undemocratic policies
that served a minority and left the majority living in poor conditions with little or
without some of the most basic services. These uprisings were spurred by the harsh
conditions, both social and economic, experienced by the Black population in
townships and rural areas. These uprisings took the form of “boycotts of rent and
service charges as well as consumer boycotts” (White Paper on Local Government
(WPLG), 1998:Section A). In the late 1980’s the apartheid government tried to rebuild
the then collapsing Black local authorities and quiet political tensions by allocating
funds to the Black disadvantaged areas through a system of ad hoc grants. These
interventions were, however, too late in coming as it became clear that the then
Black local authorities would not be viable. The boycotts continued until the White
municipalities began to experience the impact of the boycotts and decided that a new
deal and system had to be devised (White Paper on Local Government WPLG,
.1998:Section A).

The following aspects regarding municipal transformation are particularly important to

take note of.

(@) The Local Government Negotiating Forum

The Local Government Negotiating Forum was created in 1993 and its deliberations
took place concurrently with the national constitutional negotiations that were taking
place (White Paper on Local Government (WPLG) 1998:Section A). The Forum was
made up of representatives from national, provincial and local as well as civil society
under the auspices of the South African National Civics Organisation. The
establishment of this Forum can be regarded as one of the primary and solid step
towards transforming local government in South Africa (Reddy 1996:58). The
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outcomes of the Forum included the Agreement on Finance and Services, which
meant writing off arrears of the then Black local authorities. The Forum also
negotiated and came up with the Local Government: Municipal Transition Act, 1993
(Act. 209 of 1993. This was a preliminary framework outlining the process for change
in local government (White Paper on Municipal (WPLG); 1998:Section A).

(b) The Local Government Transition Act, 1993 (Act 209 of 1993)

The Local Government: Transition Act, 1993 (Act 209 of 1993) mapped out three
phases of transition; these phases are described below;
Phase 1 - The pre interim phase (1994-1996), which prescribed the
establishment of local forums/ structures by combining the existing apartheid
councils (statutory) with oppositional formations (non-statutory) structures to
negotiate the appointment of temporary councils that will govern municipal

elections.

Phase 2 - The interim phase (1996-2000), began with the municipal elections
of 1995 and lasted until the local government system was established. The
phase was called interim because it preceded the establishment of democratic
municipalities in terms of the Constitution of the Republic of South Africa,
1996(Act 108 of 1996). The interim municipalities were intended to deracialise
and unite the country by combining formerly urban African areas with formerly
White, Coloured and Indian areas (NBI, 2000:7).

Phase 3 - The final phase (period after 2000), refers to the period after the
year 2000 when the establishment of a new local government system for
South Africa was established and demarcation or municipal boundaries

problems were resolved and finalised.

The Local Government: Municipal Transition Act, 1993 (Act. 209 of 1993) served, as
the key legislation and guide for local government transformation in South Africa
resulting in what may be termed the new face of local government in South Africa.

The paragraphs that follow will describe local government in post 1994 South Africa.
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2.4 LOCAL GOVERNMENT IN SOUTH AFRICA AFTER 1994

Local government transformation, as any change process, has been a long and
complex process. As the popular adage goes “change is the only constant” there is
no doubt that municipalities will need to keep changing as society changes. Since
South Africa became a democratic state the challenge has been to change all
government institutions and municipalities to reflect as such. The new municipal
system has been established and consists of six metropolitan areas(category A) with
approximately 6.6 million voters, and 1052 councilors. Four of the metropolitan areas,
namely, Johannesburg, Tshwane, Ekhuruleni and Nelson Mandela have executive
mayoral systems and the other two; Ethekwini and Cape Town have executive

committee system.

2.4.1 Status of municipalities

In terms of the Constitution of the Republic of South Africa, 1996 (Act 108 of 1996)
local government has the same status as national and provincial spheres and
operates interdependently of the two. However, in the spirit of co-operative
government the three spheres have to work harmoniously to achieve the overall

goals of government.

Section 151 of the Constitution of the Republic of South Africa (Act 108 of 1996)
states the following with regards to local government:
Firstly, the local sphere of government consists of municipalities that must be
established for the whole of South Africa.
Secondly, the municipal council has the legislative and executive authority of
a given municipality, to formulate by laws and policies and has powers to
execute those policies.
Thirdly, a municipality has the right to govern on its own initiative (meaning
original powers), however, subject to national and provincial legislation (co-
dependant) as provided for in the Constitution, 1996 supra.
Fourthly, national and/or provincial governments may not compromise or
impede a municipality’s ability or right to exercise its powers or perform its

functions.
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2.4.2 Powers and functions of municipalities

The Constitution of the Republic of South Africa, 1996 (Act 108 of 1996) has
awarded certain powers to municipalities that enable and authorise them to execute
their constitutional functions. Section 156 (1) of the Constitution, 1996 supra awards
municipalities the authority to administer- (a) the local government matters in Part B
of Schedule 4 and Part B of Schedule 5 of the Constitution, 1996 supra.

In terms of the Constitution, of the Republic of South Africa, 1996(Act 108 of 1996) a
municipality may make and administer by laws for the effective administration of its
affairs. However, no municipal by-law can be in conflict with national or provincial
legislation. That law will be rendered as invalid. It is within the parameters as laid out
in Section 2 Constitution, 1996 supra that municipalities must execute their

obligations, as anything contrary to these provisions will be deemed an illegal act.

2.4.3 Values and principles applicable to local government

Values can be defined, as ideals or principles worth striving for. The Constitution of
South Africa, 1996 (Act 108 of 1996) is the supreme law of the country and Section 2
(41) the Constitution, 1996 supra, gives the following principles for governing, and
they apply to all spheres of government;
1. All spheres of government and all organs of state within each sphere must:

(a) preserve the peace, the national unity and the indivisibility of the

Republic

(b) secure the well-being of the people of the Republic.

(c)provide effective, transparent, accountable and coherent government

for the Republic as a whole

(d) be loyal to the constitution, the Republic and its people

(e) respect the constitutional status, institutions, powers and functions

of government in the other spheres

(f) not assume any power or function except those conferred on them in

terms of the constitution
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(g) exercise their powers and perform their function in a manner that
does not encroach on the geographical, functional or institutional

integrity of government in another sphere.

Municipalities in all their endeavours should abide by the above-mentioned values
embedded in Chapter 2 of the Constitution, 1996 supra. This Chapter further
identifies values and principles for public administration. These are also commonly

known as normative values and will be explained in the following paragraph.

2.4.4 Normative guidelines of Public Administration

Principles such as a high standard of professional ethics, efficient, economic and
effective use of resources, development orientated administration, impartial, fair and
equitable delivery of services, participation, transparency, representation, effective
human resources management are all values worth striving for in all spheres of
government (Constitution of the Republic of South Africa, 1996 Act 108 of 1996:
Section 195(1). These values enshrined in the Constitution, 1996 supra are true to
the spirit of democracy and apply to all organs of state, all spheres of government
and public enterprises (Constitution, 1996 supra: Section 195(2)). The White Paper
on Transforming Public Service Delivery published in 1998 by the Department of
Public Service and Administration, further identifies principles for service delivery
known as the Batho Pele principles, are also applicable to local government. These

are described in the following paragraphs.

(a) Batho Pele principles

In 1998 the Department of Public Service and Administration (DPSA) published the
White Paper on Transforming Public Service Delivery and in it outlined the eight
principles for service delivery popularly known as the Batho Pele principles (DPSA,
White Paper, 1998 supra). Batho Pele literally means people first, that is
government’s commitment to serving people and putting the community first. These
principles are;

e Consultation - This principle requires that citizens/consumers be consulted

on the level and quality of the public services they receive and on matters that
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affect them are true to the spirit of a participative democracy, which South
Africa is. The White Paper on Local Government (1998: Section B) concurs
and states that municipalities have an obligation to involve local citizens in
municipal matters such as planning and policy-making and in development
programmes thus building local democracy.

Service Standards - Citizens have to be made aware of the level and quality
of service they shall receive.

Access - All citizens should have equal access to services and shall not be
discriminated against on any ground. Section 9 (1) of the Constitution of the
Republic of South Africa, 1996 (Act 108 of 1996) states that no organ of state
may unfairly discriminate directly or indirectly against anyone on grounds,
including, race, gender, sex, pregnancy, marital status, ethnic or social origin,
colour, sexual orientation, age, disability, religion, conscience, belief, culture,
language and birth.

Courtesy — public officials should behave in a polite and altruistic manner
when they interact with and give services to the public. This courteous
behaviour can translate into positive or friendly mannerism when greeting a
customer.

Information -. Modern society is often referred to as the information economy.
Information is one of the most vital resources of any institution. Proper
decision-making should be based on accurate information and the citizens are
entitted to accurate information regarding services, standards and
performances.

Openness and transparency, in all operations. Should any municipal
official/lemployee be asked to report on any action or decision they should be
able to account for their actions.

Redress- the principle of redress is of paramount importance for
municipalities as indeed the whole of government in their attempt to correct
past imbalances in terms of service delivery. Apartheid policy as described
earlier, was discriminatory in nature and sought to serve and develop
particular groups only, namely the White population. Deficiencies in the

predominantly Black and rural areas remain under-serviced, with an urgent
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need for development. The latter should be given priority according to the
principle of redress.

e Value for money- municipalities should strive to provide the best service with
the least amount of resources. Thus, municipalities should endeavour to be
effective and efficient at the same time. Resources, in particular financial

resources, are often scarce and should be used sparingly.

Chapter 7(Section 51) of the Local Government: Municipal Systems Act, 2000 (Act.
32 of 2000) emphasises the above-mentioned principles and cites the following basic
values and principles required of municipalities, firstly municipalities must remain
responsive to the needs of the communities they serve. Secondly, municipalities
should be accountable to the community and society as a whole by ensuring
participation from the community and reporting back to the communities they serve.
Thirdly, municipalities must be performance oriented and set clear objectives in line
with the Integrated Development Plan (IDP) of that given municipality. Municipalities
should also be flexible to allow them to change as the environment and societal
needs also change. Finally the Local Government: Municipal Systems Act, 2000
supra, also emphasises the principle of efficiency and effectiveness meaning that
municipalities must strive to reach set objectives whilst maintaining strict financial
prudence. Adherence to these values and principles will require a concerted effort by
the top management of municipalities to train all employees (especially by example)
and encouraging them to develop a new work ethic and culture of true service

delivery.

2.4.5 Categories of municipalities

There are various ways in which municipalities can be organised to perform their
tasks. Section 155(1) of the Constitution of the Republic of South Africa, 1996 (Act
108 of 1996) cf. also Chapter 1 of the Local Government: Municipal Structures Act,
1998 (Act 117 of 1998) identifies three categories of municipality, they are:

¢ Category A
Category A municipality refers to a municipality that has exclusive and

legislative authority in its designated area. In other words, there is only one
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municipal council in a municipal area. Category A municipalities have been

established in areas, for example, the Tshwane Metropolitan Municipality.

¢ Category B
Category B municipality refers to municipalities that share municipal
executive and legislative authority in its area with a Category C

municipality within whose area it falls.

¢ Category C
Category C municipality refers to municipalities that have municipal
legislative and executive authority in an area but has more than one

municipality i.e. a district municipality.

(a) Metropolitan municipalities

The term Metropolitan refers to large urban settlements/areas with high
population densities and diversified economies and a high degree of functional
integration across a larger geographic area...economic and social activities
transcend municipal boundaries and metropolitan residents may live in one locality,
work in another and use recreational facilities across the metropolitan area’(White
Paper on Local Government, 1998:2.1). These are Category A municipalities that
have exclusive and executive authority in their areas, and often referred to as uni-
cities or mega-cities. An explanation of metropolitan councils is necessary as the unit
of analysis; the Tshwane Metropolitan Municipality is a metropolitan municipality.
There are a number of factors that contribute to the establishment of metropolitan
councils as opposed to other forms of municipalities. The White Paper on Local
Government (WPLG) (1998:2.1) identifies the following reasons for the establishment

of a metropolitan government;
Firstly, a metropolitan municipality creates a basis for equitable and socially just

metropolitan governance - thus avoiding situations where the poor are not well

serviced with economic, recreational and social amenities, which was the case under
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the apartheid system. According to the White Paper on Local Government,
(1998:22a),
Urban apartheid provided a legal framework for White municipalities to
effectively exclude the large Black majority of the urban poor and ensure that
high, commercial development fell within their jurisdiction. Although the
consumer and labour power of township residents contributed to the tax base
of the White municipalities services in the townships were not funded from this
tax base.
Metropolitan municipalities provide a means of addressing such problems and
ensure a more equitable and just form of redistribution of resources that benefits all.
Secondly, a metropolitan council promotes strategic land use planning and
coordinates public investment in physical and social infrastructure. Metropolitan
areas are large settlements, which are highly functionally integrated such that
(investment) physical and social infrastructure may be enjoyed by all, for example the
use of infrastructure cannot be exclusive. Services such as, for example, roads may
be financed by one municipal tax base but consumed by residents of other
municipalities. Thus, all residents across the metropolis should share such cost
through inclusive tax collection and a collective budgeting process. Metropolitan
governments thus enable such integrated planning to take place. Thirdly, a
metropolitan council is able to develop a citywide framework for economic and social
development and enhance the economic competitiveness and well-being of a city.
This is done through what is currently known as an Integrated Development Plan
(IDP).

(b) Roles and responsibilities of a metropolitan council

The provision of affordable and efficient services remains the major responsibility and
role of metropolitan councils. Other key responsibilities of metropolitan councils are
to provide city wide spatial integration and socially inclusive development.
Metropolitan councils should also promote equity, social justice and economic
prosperity. Metropolitan councils are key players in ensuring and promoting local
democracy through ensuring citizen participation in decision-making to be able to
respond to their needs. This can however be a challenge given how large
metropolitan areas are and the fact that they often are made up of diverse
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communities (on racial, income basis) with different needs and priorities.
Metropolitan councils need to be responsive to these different needs. The
establishment of municipal forums and ward committees is necessary to ensure
citizen participation. Six metropolitan municipalities have been established in South
Africa namely, Pretoria, Johannesburg, Ekhuruleni, Port Elizabeth, Ethekwini and
Cape Town (NBI, 2000:13).

(c) Types of metropolitan government

Every municipal council has municipal executive powers and duties assigned to it by
the Constitution of the Republic of South Africa, 1996 (Act 108 of 1996) and other
legislation. The executive system of a municipality refers to the structures through
which the municipal council exercises its executive powers and performs its
executive duties. Section 8 of the Local Government: Municipal Structures Act, 1998
(Act 117 of 1998) identifies the following types of Category A or metropolitan
government;
a. a municipality with a collective executive system;
b. a municipality with a collective executive system combined with a
subcouncil system;
c. a municipality with a collective executive system combined with a
ward participatory system;
d. a municipality with a collective executive system combined with a
subcouncil and ward participatory system;
e. a municipality with a mayoral executive system;
f. a municipality with a mayoral executive system combined with a
subcouncil participatory
g. a municipality with a mayoral executive system combined with a
ward participatory sytem and;
h. a municipality with a mayoral executive system combined with a

subcouncil and a ward participatory system.
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2.5 THE GENERAL ENVIRONMENTAL FRAMEWORK FOR LOCAL
GOVERNMENT SERVICE DELIVERY

Much like the human body or even automobiles function as a system, municipalities
by comparison also function as systems. A system can be defined as, “...a set of
interrelated and interdependent parts arranged in a manner that produces a unified
whole” (Robbins, 1987: 10 in Roux et al, 1997:28). Societies in which the
municipalities operate are also systems made up of various parts/components that
are connected to form a whole. Input from one component can be used by another
component within the system to produce desired results. For example, the human
body is made up of various parts such as eyes, the heart, hands, ears, legs and the
brain, all of which work in harmony with one another and enable the body system to
function. The nose and veins enable a person to breathe and have life. In turn every
breath enables the blood to flow, the brain to think and to control all the other parts of
the body. Malfunctioning of either one depending on that part’s level of its importance
can lead to discomfort or death of the human being. The body also makes use of
other components from outside such as the air that is breathed or food from plants
and animals (input), which the body processes to sustain itself and meet its basic

needs (output).

There are two types of systems that can be distinguished, namely, the open and
closed systems. A closed system is one that is self-sustaining and receives no input
from the outside environment; neither does it release output into the bigger
environment (Robbins, 1987:12 as in Roux et al, 1997:30). As can be deduced from
the above that a closed system is a fallacy in the case of living organisms as any

organism is dependant on something else for its survival.

An open system is the opposite of the closed systems and accepts the dynamic inter-
relatedness of all components that make up the environmental system that all living
organisms are a part of. The different components therefore contribute to make the
whole. Scott (1992: 76) argues, “ ...a system is open means, not simply that it
interchanges with the environment but that this interchange is an essential factor
underlying the system’s viability”. The system’s viability is made possible through the

open systems ability to process resources from the environment and also releasing
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its outputs which will serve as input for other components in the larger environment
(Scott, 1992:83).

Municipalities do not operate in isolation. They are open systems or structures, which
rely on the environment around them for resources and are influenced by events and
factors in the environment. Municipalities are not secluded; self-regulating, enclosed
units but form part of a greater whole and should integrate themselves with the
greater environment (Jonathan Boston in Savoie et al, 1998:295). The term
environment refers to the “...the sum total of the existing social, economic and
political circumstances which cause problems (provide opportunities) for policy
makers” (Sharkansky, 1978:9 as in Du Toit 1997:113).

The environment in which municipalities function can be divided into two groups
namely the micro and the macro-environment. The micro-environment is also known
as the internal environment and refers to all factors within the institution or municipal
structure itself that assist or restrict the municipality in achieving its goals. These
internal factors include the organisational structure, human resources component,
culture, policies and procedures. The macro environment is also referred to as the
general environment. The macro-environment is made up of factors outside the
municipality that impact directly and indirectly on the functioning of the given
municipality. Managers in municipalities must monitor, diagnose and proactively
respond to these external events as they indirectly and directly impact on any

organisation.

Kast and Rosenzwerg (1994) (in Schwella et al, 1996:19) define the general/macro
environment as everything existing beyond the municipality’s borders. The trends
emanating from the environment consistently exert their influences on the
municipality and its resources either positively or negatively. Municipalities should
devise methods that enable them to identify trends and how they can influence
municipal activities. One such tool is the popular, SWOT analysis, a synonym for
Strengths, Weaknesses, Opportunities and Threats (SWOT). If properly done, a
SWOT analysis will detect, timely, factors that could be harmful to the municipality so

they can be dealt with before they actually do any harm. Similarly a SWOT analysis
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can also reveal opportunities that can be explored by the municipality for its own

good.

These environmental factors do impact and influence the functioning of any
municipality and need to be managed (as far as is possible) proactively so that they
do not adversely impact on the performance of the municipality. The macro

environment will be described in the following paragraphs.

2.5.1 The macro-environment

The components under the macro environment include:
¢ the political component
¢ the economic component
¢ the social component and cultural component
¢ the technological component
+ the statutory/legislative component

These are described as follows.

(a) The political environment

Politics can be defined as the art and science of government, involving all the
activities and processes that take place in pursuit of that authority or power to govern
a given people or society (Oxford University Press; 1998:489). Politics and local
government are intertwined as politics play a crucial role in local/municipal
government. Craythorne (1997:14) agrees and writes, “...to talk about municipal as

being outside politics or as being non-political is nonsensical”.

The political component of the environment refers to the way in which a society is
governed. Aspects that are important to note when analysing the political
environment include political ideas, philosophies and ideology of the time and of the
current government. Political parties undoubtedly influence the local political
environment and so do civic groups, national power structures and institutions.

Examples of national political structures are political parties, Parliament,
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municipalities, interest groups that influence policy and lawmaking. International
institutions such as, the United Nations (UN) and the African Union (AU) cut across
borders and influence member countries (Schwela et al, 1996:11). Economic
sanctions or trade restrictions imposed by the UN will undoubtedly impact on the
economic development of the country on which those sanctions are imposed.

Local party politics have the most direct influence on the functioning of a municipality.
A seat on the municipal council depends on the performance of party during the
municipal elections. A homogeneous municipal council, that is, a council consists of
members of the same party will most likely be more efficient in decision-making in
comparison with a heterogeneous municipal council made of people with divergent
views on policy and ideology as all those different views will have to be considered.
However, different approaches to a problem in the case of a heterogeneous
municipal council might lead to better decision-making because of diverse
viewpoints. The competition of different parties vying for power naturally brings in
checks and balances that would avoid corruption and abuse of power. Trends in the
political component should be taken into account as these political structures have

significant influence on and municipal management.

(b) The economic environment

The concept of economics refers to the study of how people earn their livelihood.
Economics refers to the science of dealing with the production and distribution of
material wealth (Oxford University Press, 1998:201).

Economic systems are created to enable the creation and distribution of wealth or
resources. Three distinct systems can be identified namely;

¢ the free market system.

¢ collectivism

¢ acombination of the above.
Conditions or factors in the economic environment that are worth noting because of

their impact on municipal functioning are; Gross National Product trends, interest
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rates, money supply, unemployment trends, inflation rates, wage or price controls,

economic growth (Higgins et al 1986:147).

The above-mentioned factors such as interest rates, employment trends and inflation
ultimately determine income levels and the individual citizen’s capacity to pay for
services. If interests, inflation and unemployment rates are high it will negatively
impact on the municipality’s revenue base and its capacity to deliver services and

achieve set goals.

Section A (2.6) of the White Paper on Local Government (1998) similarly notes that
no municipality can disregard economic changes in both its locality, the country as a
whole and globally as these can have an impact on the local income, employment
and tax revenue. All municipalities should therefore seek to attract investment and
economic development into their jurisdictions. Local economic development remains
one of any municipality’s focus areas. Municipal objectives cannot be achieved
without the necessary economic resources to provide the fiscal base to meet
community needs and expectations. Therefore the economic environment has
considerable implications for municipal management. Resources particularly financial
are often scarce. However, municipalities need to equitably distribute available
resources between competing needs. The lack of financial resources remains the

single most deterring factor to service delivery.

(c) The social and cultural environment

Municipalities exist to serve and meet the needs of the society or of the community in
the specific geographical jurisdiction. Thus, local government is influenced by the
social and societal environmental factors, trends and changes that take place in the
given jurisdiction. Social factors such as demographics, population growth, age
distribution, life expectancies, birth rate, gender composition, regional shifts in
population, employment and unemployment rates, education levels, service provision
levels and lifestyle changes are important (Higgins et al, 1986:147). These factors
combined will help point out priority areas and priority services to be provided for the

given community. It stands to reason that municipalities must adapt and change as
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its community’s needs and values change otherwise they lose their legitimacy or

reason to exist.

Concerning the social dimension, Craythorne (1997:15) observing the demographics
of South Africa, reveals that it's in some ways a third world and in some ways a first
world particularly in light of the great contrasts of wealth and poverty. The poor being
mainly people of colour namely the Black, Coloured and Indian people. Local
government is community government that is “government closest to the people”, as
the provision of the most basic services such as water; electricity and roads are the
responsibility of municipalities. Communities rely on their respective municipal
councils for the provision of such services. This places municipalities in the
opportune position to be involved with and improve the specific communities that fall
within the jurisdiction of the municipality. Municipalities should thus:

e be aware of the nature and needs of the population of its area

e be open and responsive to those needs

e adopt balanced policies of fairness and justice in all interest

e avoid being prejudicial or Sectional in exercising (Craythorne, 1997:15)

Culture is a critical and inseparable concept particularly when describing the social
environment. Schaefer et al (1992:67) define culture as socially learnt behaviour and
includes a society’s beliefs, values and attitudes. Culture encompasses aspects such
as role definitions between men and women, behavioural norms and patterns
acceptable to that community. Robbins (1991:72) provides a similar definition of
culture and argues that culture implies®... a system of shared meaning which
involves aspects such as shared values and beliefs. These shape goals, needs and

way of life”.

Elements of culture include firstly, language, which is often referred to as the
foundation of culture as it is the medium used to communicate and transfer meaning
in society. Language can be in the form of the spoken word, written words, as well
symbols/signs. Secondly norms, defined as “...established standards of behaviour
maintained by society” (Schaefer et al, 1992:67). It is generally accepted behaviour.

For example, it is generally accepted across many societies that stealing
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unacceptable and also reflected in the laws of society, and should it occur should be
followed by some or other punishment. Such laws are enshrined in the constitution of
a country as well as other acts of law promulgated by the government of the day on
behalf of the society. A third element of culture is values, which are society’s
conceptions/ belief of good and bad, desirable and undesirable, important and
unimportant or essential or non-essential. The term value is often used when

referring to something considered worthy and desirable.

From a municipal management perspective it can be deduced that it is essential that
a municipal council understand the culture of the community it was created to serve
as it shapes that community’s needs and priorities. It can also be deduced that from
a local political point of view, to secure votes and success during municipal elections
parties who will form part of the municipal council need to understand the
communities they seek to serve and that includes community’s values, needs and
priorities, i.e. culture. Considering how heterogeneous the South African society is in
terms of the races, gender, culture, development, it can further be deduced that
determining public interest and needs amidst these differences can be a highly

complex task.

(d) The technological environment

Technology can be defined, as the information, equipment, techniques and
processes required to transform inputs, such as finance, human effort in the context
of a municipality into outputs such as actual service delivery which would include the
provision of water and electricity services (Robbins, 1990:176). The technological
environment is made up of variables, which include advances in products, processes
and materials. Major developments have been taking place in the information and
communication technology (ICT) sector and it is an undisputed fact that these
developments are changing the way business is done, governments govern and
consequently local government as well as how societies live. Keeping up with the
technological advancements taking place has become critical for businesses and
government to survive in the current information economy as well as to deliver

services faster (Steiner and Steiner, 2000:28).
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The invention of the computer being one of the most notable technological inventions
followed by the Internet and the World Wide Web (WWW) have indeed impacted and
changed business processes. Traditional rules of communication such as being in
the same time and place, to be able to communicate and share information are no
longer necessary. It is now possible to communicate with people across the globe
using the connectivity of the Internet and other earlier invention such as fax and
telephone. The breakthroughs in information and telecommunication technology are
stepping up the pace of change and affecting all aspects of life. No sphere of society
IS immune, and no compromises are sustainable. Municipalities will thus have to
conform and make use of the technologies as society will expect and demand them
to. A case in point is with electronic payments, which are so rampant in the private
sector. As people become used to such quick and efficient services they will also
expect it from government and consequently municipalities for similar quality services
for payments such as the payment of rates. New technology can transform service
delivery and improve the management of municipalities, thereby enhancing service
delivery by making operations more efficient as evidenced by the above-mentioned

example.

Governments all over the world have followed developments in the private sector and
established websites that enable citizens to have access to government information.
South African government's website is www.gov.za. This website serves as an
information portal that disseminates any kind of government related information from
national, provincial and local. It also contains links to other government and related
websites (South African Government Online, 2003). Many municipalities have also
established websites that enable information dissemination with their client base. The
concept of e-government — and Electronic Service Delivery (ESD) and the

opportunities presented by the Internet will be described in a later chapter.
Public managers on the local sphere should monitor technological developments and

assess their possible impacts on processes of local government, particularly in the

context of how they can harness and benefit from technological developments.

37



University of Pretoria etd — Nyamukachi, P M (2005)

(e) The statutory legislative environment

As also indicated in an earlier paragraph, the Constitution of the Republic of South
Africa, 1996 (Act 108 of 1996) identifies local government as one of the spheres of
government. Chapter 7 of the Constitution, 1996 supra sets out a foundation and
framework of local government with regards to; status of municipalities, objects of
municipalities, developmental duties of municipalities, municipalities in co-operative
government, establishment of municipalities, powers and functions of municipalities,
composition and electing municipal councils, membership of municipal councils,
terms of municipal councils, publication of municipal by-laws and organised local
government. South Africa is a democratic sovereign state that recognises the
supremacy of the Constitution, 1996 therefore the provisions of the Constitution
should be upheld. Apart from the constitutional framework there are also other white
papers and acts of of parliament, which are pertinent to municipal management such
as;
0 Local Government: Municipal Systems Act, 2000 (Act 32
of 2000)
0 Local Government: Municipal Structures Act, 1998 (Act
117 of 1998)
0 Local Government: Municipal Demarcation Act, 1998 (Act
27 of 1998)
o White Paper on Local Government Service Partnerships,
2000(No. 21126 of 2000)
0 The Promotion of Administrative Justice Act, 2000 (Act 3
of 2000)
o The Promotion of Access to Information Act, 2000 (Act 2
of 2000)
0 The Remuneration of Public Office bearers Act, 1998 (Act.
20 of 1 White Paper on Local Government, 1998

0 Municipal Financial Management Bill 1998.

The above Acts and White Papers serve as frameworks and policies that govern

various aspects of a municipality. For example, the Local Government. Municipal
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Demarcation Act, 1998, (Act 27 of 1998, will govern all issues regarding jurisdictions

or boundaries between municipalities.

In order for a municipality to meet its obligations, it employs people and undoubtedly
employees are a critical resource of any institution. Various legislation developed
recently which has an impact on human resources management in the local
government sphere. These include:

» The Labour Relations Act, 1995 (Act 66 of 1995)

» The Basic Conditions of Employment Act, 1997 ( Act 75 of

1997)

» The Employment Equity Act,1998 (Act 55 of 1998)
The Skills Development Act, 1998 (Act 97 of 1998)
» The Promotion of Equality and Prevention of Unfair

Discrimination Act, 2000(Act 4 of 2000).

A\

As employers, municipalities have to act within the confines of the law with regards to

all employee aspects.

2.6 OBJECTIVES OF MUNICIPALITIES

Local government and the municipalities that comprise this sphere of government
exists essentially to bring government closer to the people and provide services to
the communities for which they are created, through democratic and accountable
government. One critical responsibility for municipalities is ensuring proficient
delivery of services to communities in a sustainable manner. The following
inseparable functions identified by the Constitution of the Republic of South Africa,
1996 (Act 108 of 1996:153:1) are;

(a) promoting social and economic development.

(b) promoting a safe and healthy environment

(a) encouraging the involvement of communities and community organisations

in the matters of municipality.

From the above it is clear that municipalities play a crucial developmental role and

should, through their administration and management activities give priority to the
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basic needs of a community. Municipalities should also promote social and economic
development in order to empower the communities they serve thereby creating

liveable cities, towns and rural areas.

2.6.1 Municipalities and service provision

As has been mentioned in the above paragraph the core function of municipalities is
service provision. The Constitution of the Republic of South Africa, 1996, (Act 108 of
1996) Part B of Schedule (5) identifies the following services that fall within the ambit
of local government and its consequent municipalities. They are; water, electricity,
town and city planning, road and storm wate