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1 BACKGROUND: THE ROAD SAFETY PROBLEM

“1,750 jumbo jets each carrying 400 persons crash thisyear.” Thiskind of
headline would bring worldwide coverage and attention. Governments
would set up I nternational Commissions and the air travel industry would
become bankrupt overnight because no one would ever fly again.

Yet thisisthe same order of deaths, (700,000) which occur worldwide each
year through road accidents but because they happen one or two at a time,
society hardly registersinterest. Over 700,000 deaths and over 10 million
crippled or injured per year. Six million deaths and 60 million persons
crippled or injured in road accidents during the next 10 years. I sthis
acceptabl e to society as we move into the new Millennium?”

Dr. Alan Ross (1999)

Throughout the world there is an acknowledgement that road safety is a mgor socia problem, yet
literature on this subject suggedts that in most parts of the world, road safety has not gained its
rightful place on the priority list of government expenditure. Ross (1999: 44) makes the observation
that whilst road accident desths and injuries are declining in the developed countries, such desths
only amount to around 25 per cent of the globd tota of road accident deaths and do not “begin to
compensate for the growing problem in the developing world” (Ross, 1999: 44).

It is notable that even though the developing countries have only 32 per cent of the tota motor
vehicle fleet, “they contribute around 75 per cent of the tota globa road accident deaths. Thus the
fact that OECD' countries have done well in recent decades does not mean that the war is over.
(But) ...that the beattle ground has moved over to the developing world” (Ross, 1999: 44). Apart
from the observation that road safety is a worldwide problem, policy analyds, road safety experts
and other interested paties agree that the road safety dtuation in South African is equally

unacceptable.

1.1 Definingthe Problem

If road safety is a “bettle’ that has been won dsawhere in the world, then the critical question is
how has it been won? In other words, what are the “battle tactics’ or strategies that have been used
in those countries, and what are the lessons that the developing world can draw from these
approaches. Whilst acknowledging the importance of this question, it is dso necessary to gppreciate
the fact that some of the dynamics that militate againgt potential successes thet could be achieved in
terms of reducing road deeths are unique to the South African environment. Following from this
observation, it should be dtated that even though road ‘unsafety’ is a problem in its own right, the

! Organisation For Economic Cooperation And Development — member countries of this organisation are generally the
wealthy countries of this world. Thus the acronym OECD, is generally used to refer to the “developed” or the “highly
motorised” countries of the world.
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problem under observation in this paper is not the road ‘unsafety’ problem per se, but the challenge
of developing an effective gpproach for tackling this problem.

An approach that seeks to anadyse a methodology or an approach to a problem is referred to as the
meta-analyss, or the ‘andyss of an andyss’ Introducing this gpproach to problem anayss,
Parsons (1995: 1) says “when we engage in meta andyss we are consdering the methods and
gpproaches usad in the study of public policy and the discourse and language which it employs” It
should therefore be understood that the research problem addressed in this paper is an observed
problem with the gpproaches through which the road safety problem has hitherto being tackled. The
idea is to highlight some of the flaws of these gpproaches as chalenges that will have to be bridged
If the sirategy proposed in Strategy 2000-2004: An End to Carnage on South Africa’s Roads is to
stand any chance of impacting on the carnage on our roads in a meaningful way.

2 RESPONDING TO THE CARNAGE ON SOUTH AFRICA’SROADS

We shall not cease from exploration
And theend of all our exploring
Will beto arrive where we started
And know the place for thefirst time.

T.S. Eliot, Four Quartets

2.1 What isastrategy?

Processes that produce lofty documents commonly known as srategic plans and the whole notion of
drategic planning are often accorded a datus they do not deserve. The truth is that a Strategy is
nothing more than a statement of intentions and organisational priorities; it is a plan with no
inherent vadue in itsdf. The essence of drategic planning is therefore not the production of a
blueprint document, but the development of an organisation or a nexus of organisdions that are
managed with a keen sense of drategic priorities. What does this mean in the context of the
discusson document issued by the Minigtry of Trangport - Strategy 2000-2004: An End to Carnage
on South Africa’ s Roads?

The Minigtry of Transport has produced a discusson document that condtitutes a draft plan of what
is intended. In other words, Strategy 2000-2004: And End to Carnage on South Africa’s Roads is
not yet the intended comprehensve road safety drategy, but a basdine out of which this drategy is
meant to emerge. With this underganding, this paper intends to highlight some of the gpecific
chdlenges that need to be bridged in order to redise the draegic intents contained in this
discusson document. The thinking here is that creating an awareness of the factors that may be
detrimental to the redisation of these draegic intents, will not only result in a draegy that is
cgpable of achieving substance, but that which will dso produce a cadre of managers who
understand the notion of managing by strategic objectives or a god- directed approach.

The view hdd in this paper is hat the red vaue of a strategy can only be redised when its intended
results are achieved. We therefore subscribe to the view that, “the most chalenging aspect of
drategic planning for organisationd change and development is not developing a viable plan
(athough that is a chalenge) but getting the whole mass of senior and middie managers to manage
drategicdly, i.e. in the spirit and intentions of the plan” (Bunning, 1992:58), In other words, the
red test of the success or the fallure of Strategy 2000-2004 will only be evident when we reflect
back to check if the objectives for which the strategic plan was devel oped were realised or not.



2.2 The Contextual Background to Strategy 2000-2004

The combination of the complex dynamic that characterises intergovernmental reations, the extent
and the nature of operations required for the actuaisation of the spirit of the proposed plan al point
to the fact that it would be naive to assume tha the comprehension of its drategic intents is going to
be unproblematic.

Apat from the chalenges that may militate agang the redisaion of the intended drategic
objectives of this plan, it is dso necessary to reflect on the fact that this discusson document
atempts to respond to a very complex dtuation, where the problems are large and the solutions
uncertain. It is with this understanding that this paper proposes that the approach adopted in respect
to the whole process should be wdl informed, and sufficiently grounded on a proper andyss of
both the internd and the externd environmental factors, which congtitute the context within which
the objectives of Strategy 2000-2004 are to be pursued. In an effort to characterise the background
that provides the context for the emergence of this plan, it is necessary to reflect on the following
observations on the approaches that adversdly affect srategic planning in the public sector:

¢ In the firg place, it is important to understand that a process like the one that led to
the formulation of the discusson document for Strategy 2000-2004 does not
normaly emerge out of internal processes in most government departments, but that
itisoften introduced by mandate.

s Secondly, it is necessary to appreciate the fact that the type of lateral thinking
required by strategic planning is often lacking in government departments.

< Thirdly, it is often daed that draegic planning, by definition, chdlenges many
traditional beliefs and basic assumptions embedded in the organisationd culture of
most public sector indtitutions.

< Fndly, the sysems and dructures that govern the functioning of most public sector
organisations are not geared for the entrepreneurial spirit that is necessary to induce
the debates that can result in improved organisational performance. It is therefore
important to redise that organisationd peformance is the function of people
performance, and where performance is not sufficiently recognised or rewarded,
there is usudly no incentive to perform.

2.2.1 Prominent Approaches to Strateqic Planning in the Public Sector

The four observations noted above should assst us in understanding and appreciaing the principd
dynamics that underpin the following approaches introduced in Bunning (1992) as the three
prominent gpproaches to drategic planning in the public sector. Mogt of the paticipants in this
conference should have no difficulty in recognisng the manifedtation of these agpproaches in our
own road traffic environment:

1. A ritual — this is where draegic planning is peformed not with a view to achieving a
gpecific objective, but “essentially to meet the expectation or demands of others —
particularly central government policy or funding bodies” In this gpproach, the focus and
atention is “on the production of a plan on paper, so as to be digible to aquire the
desired resource inputs’ (1992:55 — author's itdics). Experience with the Arrive Alive
provincid business plans suggedts that as soon as decisons on resources are made, the
energy and atention given to producing the plans disspates thus suggedting that in some
quarters, drategic planning is viewed as a ritud or the means of obtaining Arrive Alive
funds. The problem with this gpproach is that the underlying dynamic to the planning
process is one of conformity and/or cynicism rather than a genuine intention to impact on
the prevalling socio-technical problem of road sefety.



2. A decison-making process — in this goproach to drategic planning, “the focus and
atention are typicadly on the technicd feasbility of various dternatives proposed, rather
than the dtuation as an interactive politicd/socid/technicd sysem. Implementation is
seen as an essantiad operational detail and the underlying dynamic is one of rationd,
impersonal god setting and decison making” (Bunning, 1992:56). Agan, experience with
the previous phases of the Arrive Alive campaign suggeds that very little attention was
given to community-driven approaches, involvement of NGO's and the genera public in
the development of the plans and the need to establish the basis for a collective effort to
the redisation of the intended objectives. This observation suggests that the underlying
dynamic to the Arrive Alive processes has been that of an impersond goa setting and
technicd decison-making. Smilar to the previous one, this approach dso fals to
gopreciate the role of people as the necessary catdydts for transplanting words from paper
into tangible and actionable behaviours. As such, planning is viewed as a paper exercise
where neither those that are respongble for the implementation (i.e. the officids) and
those that are to be impacted upon by the proposed plans (i.e. the general public) are
consulted on the proposed drategy. It is therefore not surprisng that in both cases the
gods are either not met, or in the case of the Arrive Alive campaign, the gods that are met
are not saisfactory to externa observers and the generd public. Given the underlying
dynamic that informs this gpproach, those that are involved with the planning processes
ae convinced that they are condstently achieving their targets (i.e. the reduction of
fatdities by 5 per cent year on year). This remains the case, regardiess of the perceptions
of the outsiders and the generd public (who are viewed as the uninformed).

3. A consensus-seeking process — the purpose here is to develop a plan that is “not
objectionable to any of the major power holders who would be affected... In the process,
the needs of the clients (i.e. the road-users) and the public tend to be subordinated to the
expressed needs or sengtivities of the power holders” It follows that the underlying
dynamic of this approach is “politicdl bargaining and contracting, on the assumption that
there are disparae interests which are irreconcilable’ (Bunning, 1992:56). Given the
provisons of our conditutiond regime and its specification on concurrent powers
amongd the three levels of government, it is clear that this dynamic is very prominent in
amog every process that involves some form of collaboration between the three tiers of
government. However, the question that begs for an answer, in this scenario, is whether
there are disparate interests and irreconcilable objectives between the three tiers of
government, and if so, why would a stuation like that be adlowed? It therefore remains
unclear that it possble for the policy objectives of the three tiers of one government to be
irreconcilable when the conditution that governs each of these layers makes specific
provisons on questions such as the overdl policy framework for transport, and on how
such aframework should be developed.

The obsarveion pertaning to the manifestation and ther underlying dynamics tha inform the
approaches discussed above suggests that there are typicd problems associated with these
gpproaches. It is aso not difficult to appreciate that, to the extent that each of these approaches have
manifeted themsdves in the management of the road safety environment in South Africa, they
have militated againg the true potentia of the Road Traffic Management Strategy (RTMS) of 1996
and the previous four phases of the Arrive Alive campaign. In the firs gpproach, where the god is
basicdly to acquire the funds or comply with externd requirements, “the subsequent pressure of
everyday events tends to overwhem the rather fragile commitment to the particular course of
action” (Bunning, 1992:56). In the second approach, where the planning process is founded on the
basis of a fdse assumption that complex socio-technicd questions can be resolved by means of a
reductionist, science- or technology-driven answers, mgor socid and human factors emerge and
disupt the origind plan because little condderation was given to “dl the important vectors of



influence in the firgd placg’ (Bunning, 1992:56). Findly, in the comsensus-seeking approach, the
potentia of the RTMS and the Arrive Alive campaign to have any red impact on the safety problem
were undermined by the “compromises which were made in order to get agreement of the various
parties’ (Bunning, 1992:56).

2.3 A Conceptual Approach to Strategic Planning

The preceding discusson suggests that to increase chances of success for the unfolding process of
developing a comprehensve road safety management drategy, a different gpproach is needed. The
approach proposed here is amed a devdoping a mechanism for developing and managing the
proposed drategy for ending the carnage on our roads. Equally important is to redise that the
defining characteristic of the gpproach proposed here is that it is underpinned by the dynamic of
openness, synergistic interactions and collaborative learning®. In the collaborative approach,
drategic planning is viewed as “a method for transforming experience into knowledge as a bass for
future action” (Bunning, 1992:57). The fact that such an approach relies on the shared experiences
of all the participants as the basis of its content, means tha the outcome sought in this approach is
not a blueprint for success, but the establishment of a commonly shared basis for effectivey
responding to the environmenta context.

The ensuing discusson should therefore be seen as an attempt amed at capturing some of the
fundamentd tenets of this gpproach, which will require the attention of key decison-makers and the
policy makers in an effort to increase the prospects of success for Strategy 2000-2004: An End to
Carnage on South Africa’s Roads. For purposes of this discusson, we will only focus on the
following three criticd dements of developing such an gpproach: the need for a shared vision of the
desired future scenario, the need for convergence of viewpoints and the need for developing an
enabling environment.

2.3.1 Developing a Shared Vision

Clearly one of the missing dements in each of the gpproaches identified by Bunning as the ones
that dominate srategic planning in the public sector, is a shared vision of what is intended. It is dso
«df-evident that developing a shared vison of drategic intents requires a different approach from
the type of approaches discussed above. Experience obtained from similar processes suggests that
the meeting of minds that results in the development of a shared vison aso produces the
commitment necessary to work towards the redlisation of such avison.

Secondly, when the dedred date of affars is developed as a collective effort, the need for
compromises is undermined because al the participants become co-owners of the vison. And
findly, as a collective they develop an appreciation of the socid and human factors that are likely to
be detrimentd to the achievement of their vison.

Dr. Abdulah Omar has dso recognised the fact that one of the missng ingredients in existing efforts
amed a ending the carnage on our roads is the absence of a shared vision of what is intended. In
trying to address this gdtuation, he says “What | am specificdly inviting you to do is to join the
debate around the new dtrategic perspectives that are reorganising this thinking. Let's put dl of our
collective energy into reaching consensus on these perspectives and agreeing on the action
priorities that follow from them — and then let the ddivery agenda start to roll” (Omar, 2000:3 —
author’ sitaics).

2 Different strategists use different names for the type of approach that is proposed here. Some scholars, refer to this
approach as ‘organisational learning’, others call it ‘a collaborative approach’ and yet others will refer to it as
‘explorative convergence’. The view held here is that it really should not matter what label is attached to such an
approach, aslong as we recognise its defining characteristics.



2.3.2 Convergence Through a Partnership for Road Safety

As evidenced by the words quoted above, it is heartening to note that the approach that is advocated
for in the discusson document produced by the Ministry of Trangport is the type of gpproach that is
proposed in this paper. Of criticd importance, however, is the need to confront the redity that
without the edablishment of a proper context for communicating the drategic intent of this
discusson document, there is a danger that its essence and its digtinguishing feetures may not be
discernable to dl the parties concerned, which is one of the primarily motivations for which the
present paper has been written. The view held here is that the approach called for in the discusson
document for Strategy 2000-2004: An End to Carnage on South Africa’s Roads, is o fundamental
to the success prospects of this strategy that unless ts essence is fully grasped, the foundation for
the intended action will be severdy compromised.

However, before we proceed with the discusson of the distinguishing features of the gpproach that
we clam is advocated for in Strategy 2000-2004, it is necessay to explain the assumption that we
make in this regard. In seeking to clarify this question, it is necessary to quote directly from the
opening paragraph of the foreword to Strategy 2000-2004: “We have reached a crossroads in road
safety in South Africa. Three consecutive years of the Arrive Alive campagn have taught us dl
some important lessons, which must now be generdised across the whole range of road traffic
safety and management disciplines, and interndised by dl South Africans who are committed to
ending the carnage on our roads’ (Omar, 2000:1 — author’ sitdics).

It is primarily because of this statement and sSmilar viewpoints expressed in the speeches by the
Minister of Transport that the concluson arived at in this peper, is that Strategy 2000-2004 is
amed a trandforming higoricad experiences into knowledge that will establish a bass for future
action. It should aso be noted that the spirit captured in these words, is understood to be the firgt
diginguishing festure of a collaborative approach. On the bads of this evidence, one can lay the
clam that the collaborative gpproach proposed in this paper is not different from the approach that
Is advocated for in the discussion document for Strategy 2000-2004.

The second diginguishing characteristic of the collaborative approach advocated for in Strategy
2000-2004 is that it views draegic planning as a process that crestes opportunities for the
representatives of the involved parties to interact in a synergistic way. According to Bunning, the
very am of this gpproach is to present a platform through which “everyone's underganding of the
dynamics of the current dtuation and the nature of a more desrable Stuation grows and becomes
more convergent” (1992:57). Agan, it is necessary to daify this fact as one of the founding
drategic intents of Strategy 2000-2004, hence the reference to the following words “Just as
importantly, we need to build much gtronger and more active partnerships between government,
road transport associations, trade unions, business sponsors, schools, churches and the many other
grass-roots organisations that can help society as a whole to take ownership of the many projects
which make up an active culture of road safety” (Omar, 2000:1 — author’ sitdics).

Assuming that it is dill not sdf-evident, let’s recgp the Miniger's invitation to his colleagues in
government, the public servants entrusted with the respongbility for safety and the South African
public as contained in this discusson document that is meant to provide a foundation for Strategy
2000-2004: He is inviting you and | to collaborate with the government departments (at dl levels of
government) and other important decison-makers, to work together in a spirit of no compromise on
the critical principles that are fundamenta to success. He is dso inviting dl of us to develop a
common perspective of the desired future, to agree on the priorities that follow from such a shared
vison, and more importantly, to commit to a process that is genuinedly amed a changing the current
date of affars Given the drength and the darity of this invitation it is evident that al those who
have any concern for the prevailing dae of afars in the road traffic environment, have been
empowered to intervene in a meaningful way to the deveopment of a comprehensve road safety
srategy for South Africa



It is dso notable that in the spirit of the collaborative gpproach caled for here, Dr. Abdulah Omar
does not devate himsdf to the status of a school principd by prescribing the process that is to
emerge out of his invitation. The chalenge of developing a genuindy collaboretive approach amed
a resolving the carnage on South African roads by developing, and working a the implementation
of a comprehensve road safety drategy is left to you and me. Following from these assumptions,
the view expressed in this paper is that only a well-founded and informed approach can produce the
process that is necessary to produce the type of inputs that will truly reflect that al of our collective
energy is working synergidticaly with a view to reaching consensus on a South African road safety
perspective, i.e. our shared vison of the desirable future Sate of affairs.

2.3.3 Creating an enabling environment

Unfortunately it is going to require more than an gppreciation of the need for operating on the basis
of a shared vison to produce the type of process that is required for the evolution of such a vison.
As pointed out in the previous section, the development of a collectively shared vison requires an
approach whose underlying dynamic is genuine collaboration and openness, which can only result
from the commitment of the leadership of the planning processes to create a plaform for such a
process.

It is aso essentid to redise that the development of such an approach lies in the recognition of the
following fundamentds “There are no quick fixes or one-off solutions. While we are currently
putting a grest dedl of energy into shaking things up, we are a the same tme fully aware that road
safety is a long term, complex end-product which has to be tackled in a systematic, incremental
way” (Omar, 2000:3 — author’s itaics). Redisng that the systematic approach that is cdled for here
may be seen as undermining the need for urgent action, it is important to point out that urgency
without substance is congruent to a theory that cannot be vdidated in practice; or to bring it closer
to home, it is like introducing a speed limit without the means for enforcing it. In dort, it is a

travesty.

On the other hand, being conscious of the fact that there are no short cuts to addressing the endemic
road ‘unsafety’ problem points to the need for the crestion of an enabling environment as an
essentid  ingredient for developing a methodical gpproach for tackling this problem. Equdly
important is the need to take note of the criticd dements that define a systematic approach to
tackling this problem, the following ae some of the dements tha have been identified in this
regard: “It is about planning, getting good data to support decison-making, cooperation at all
levels, and the ability to design systems which can respond fast and flexibility to immediate crises
without destabilisng the integrity of tested programmes and structures that are dready in place”
(Omar, 2000:3 — author’ s itdics).

In tandem with highlighting the dements of a systematic approach, it is dso necessxy to explan
the need for cresting of an enabling environment as one of the critical aspects of a collaborative and
yet sysematic gpproach to the management of this drategic agenda for change and development.
Following from this redisation it is important to condder the following four compdling reasons for
the crestion of an enabling environment for the management of a strategic development agenda:

s In the fird place, the operationd environment within which the mgority of public
sector managers were groomed required of them to be ‘nuts and bolts thinkers where
prescriptions of what is to be done were developed and handed from above; a typical
school principa scenario. It is therefore a daunting task for the public sector manager
to find himsdf/hersdf being expected to think imaginaively about dternatives to
wha is beng done. As dealy expressed in Bunning (1992:55), “it is wdlnigh
impossible to get a genuine srategic plan out of a group of managers, who do not, by
nature, think drategicaly.” The driver of the drategic development agenda should
therefore be cognisant of this redity, and also recognise as one of hisher chdlenges



the need to develop amongst members of higher team the notion of what is drategic
and what is not. As many government departments have learned the hard way, failing
to gppreciate this redity is likdy to frudrate the development agenda in the sense
that the actions of the managers will dways lapse into the familiar and thus wobble
the strategic thrust of what is new and different.

s Secondly, it is important to grasp the fact that the road ‘unsafety’ problem manfests
itsdf in a complex environment of multiple agencies with varying levels of expertise,
experience and technicad know-how. This point dso highlights the importance of
adopting an gpproach underpinned by openness, and which is tuned to empower not
only the stakeholders, but the key role-players as wdll. It is therefore necessary to
appreciae the fact that public sector managers are managing in an environment that
is characterised by complexity and where “the problems are large and the solutions
undear and perhaps unattainable in any 100 per cent sense” (Bunning, 1992:57).

¢+ The third and perhgps the mogt tdling of the chalenges to introducing a collaborative
approach that is characterised by a genuine concern for people, relates to the
appreciation of the dynamic of “personal and organistiona learning, rather than the
defence of individud bdiefs and interests’ (Bunning, 1992:57). The difficulty with
this paticular aspect sems from the fact that it is not only a chdlenge for the
traditiona public sector manager, but dso for the driver of the process of change, i.e.
the person or group of persons entrusted with the responshility of transforming the
way things have adways been done. The difficulty with this aspect gems from our
inherent need for control and predictability. One cannot approach a planning
Stuation with a genuinely open mind, unless he/she is adle to let go of the need for
control and for ensuring a particular type of results or outcomes.

¢+ The fourth reason that explains the need for the creation of an enabling environment,
relates to need for the appreciation of the fact that it is not easy for a person entrusted
with the leadership of a process to be open about higher own limitations and to
acknowledge (in the manner that he/she conducts him/hersdf) that not dl the
answers are known to him/her or to any of the participants involved with the
devdlopment of a drategic process. lronicdly, it is this very fact that lies a the
foundation of an gpproach whose underlying dynamic is one of openness, where dl
views are accorded an equa satus and importance. In the find anayds, “genuine
collaborative exploration requires a willingness to leave behind vested interests for
the sake of finding answers which are in accord with the real needs of the actual
situation” (Bunning, 1992:57 — author's emphass) and not necessarily those of that
the leader would have liked to see or had hoped for.

Contrary to how the preceding discusson may sound, the intention is not to disempower or to
discourage the energetic and enthusiagtic politicians, government officids and experts dike. The
intention here is smply to develop a deep sense of gppreciaion of the task a hand, and thus
cregting an environment that fadilitates rather than hindering the process of delivery. In essence, the
enabling environment is about the creation of a set of norms that encourage diagnosis and learning,
and used in the collaborative gpproach, it presents “a very powerful sdf-correcting mechanism and
guidance system for any (development) programme.” In other words, this gpproach is not only to be
employed a the planning stage, but as “a regular cycle repeated throughout the programme’
(Bunning, 1992:57). However, unless there is commitment for the creation of such an environment,
which needs to be demondrated in a tangible way through proper resourcing, the whole exercise
will remain a pipe dream.



3 STRATEGY 2000-2004: ESSENTIAL PLANNING INGREDIENTS

In the first place, if it is true that the Arrive Alive Campaign has consistently reduced road desths
by a margin of 5 per cent or more, then there is no need for another strategy that intends to achieve
no more than what is being achieved currently. Accordingly, Bunning (1992:59) makes the
following important observation, “if the organisaion is dready performing up to your vison, then
what you have is not a vison, but a sense of satisfaction with how things are” In other words, for
Strategy 2000-2004 to have any sgnificant meaning to the South African road user, it shoud am to
achieve something thet will pogtively impact on the exising redity and thus have a red meaning
for the generd public and not only for the officids, ther technica advisors and experts and the
politicians,

Secondly, for the scope of required changes to be consdered drategic, they should be sufficiently
robus and of such a profound nature that they could not be achieved as pat of the norma
operations achievable within a given financid year. Clearly a plan that can be achieved in the
norma course of events is an operational plan rather than a strategic one. It is therefore important
to diginguish between the set of drategic intentions contained in Strategy 2000-2004 (whose
lifespan is five years) from the Arrive Alive 2000-2001: Business Plan, an operationa plan to be
redised within a period of one financid year. This didinction is important for purposes of
differentiating between the short-term imperatives of the operationa plan and the medium to long-
term objectives of the strategy.

Thirdly, for a drategy to be worth its name, it should am to repostion the operations of an
organisation (or in the case of Strategy 2000-2004, a nexus of organisations across the three tiers of
government) in some sgnificant way. This means that the success of the proposed strategy will not
lie in an attempt to address every little detall, but should seek to focus the attention of participating
departments on a few drategic change priorities. Each of the four to five sdected priorities will
need to be managed as projects on the bass of project management techniques in order to accord
them the Strategic importance that they deserve.

In the fourth place, it should be stated that no drategy is worth the paper that it is written on,
unless the means for the redisation of its objectives are dso made avalable. To avoid a Stuation
where grategic planning is reduced to a tak shop, the drivers of the process should ensure that
resources for funding action plans that arise out of the intended objectives of the Strategy are also
planned for in a budget and made available for this purpose. On the other hand, it is aso important
to develop rigorous procedures for monitoring and evaluaing whether the resources made available
for the purpose of pursuing the objectives of the strategy are actualy utilised for this purpose, rather
than subsidisng other operationa activities. It should dso be noted that, to the extent that proper
busness plans of intended actions can be demonsrated, resources may aso be accessed from
external sources such as the European Union, as part of the cooperation deds struck between our
Presdent and the heads of date of the governments represented by this organisation. It is dso
important for government to appreciate the fact that a rigorous, structured and a systematic pursuit
of these objectives requires the involvement of externa role-players as wdl. For ingance, by
involving private sector concerns in these planning processes, one can draw on ther expertise,
obtain ther buy-in and thus make them co-owners of the shared vison being developed. More
importantly, in so far as the budness plans can demondrate their operationd viability, government
can dso make use the private sector as additiona channels of funding or as agents for sourcing
other funding channdls.

And finally, viewing a drategy as a Satement of intended changes means that there should be an
annua review of progress atained. Edtablishing such a review mechanian endbles the decison
makers to develop a barometer through which both the successes and falures of the drategic
objectives are assessed on a continuous basis. Another objective that can be achieved through
regular review processes is the dimulation of continuous organisationd learning opportunities and



to check if the current Strategic projects are sufficient for the development of the desired future State
of affars.

4 CONCLUDING REMARKS

One of the assumptions that condtitute the foundation of this paper is that road safety contributes to
improvement of the wefare of society. In the first place, if road crashes can be prevented and ther
consequences reduced, the loss of resources (R 13.6 hillion in 1998) that they cause would be
avoided. Secondly, through improved levels of safety, resources can be saved which otherwise
would be devoted to the rdief of the consequences of road crashes. In other words, where the first
category is concerned with direct costs that result from road crashes, such as production losses (due
to the incapacitation of crash victims) and damage to capitd goods, the second is concerned with
indirect costs that are a consequence of road crashes — medicd trestment, hospital codts for the
rehabilitation of accident victims, production and wefare codts, repar of property damage, police
investigation costs, legal and court procedures and insurance administration costs.

Wha does dl this have to do with the development of a process for managing the drategic intents
of Strategy 2000-2004? The view held here is that this Strategy is proposed within the context of the
developmental framework whose very foundation is the improvement of the welfare of society and
the optima use of the limited resources avalable to public sector inditutions. It is therefore
appropriate to draw on the following observation pargphrased from Heymans (1996:28). the
chdlenge of red trandormation lies in the government's ability to develop inditutions which can
deliver on its development policies.

This observation is pertinent here because this paper has atempted to confront the question of
delivery on road safety policy objectives. As dready indicated, the assumption behind this paper is
that through a collaborative approach to the management of the policy processes, (1) a dramatic
reduction of road desths and injuries can be achieved; and (2) a sgnificant economic saving
(resulting from the reduction of the costs of road accidents) can be redised. By achieving these
objectives, Strategy 2000-2004 would have made a dgnificant contribution to the country’s
development agenda because it would free the resources that are consumed by road deaths and
injuriesto be utilised in other worthy causes.

Findly, it is believed that the conceptua approach proposed here stands a better chance of
impacting on the problem in a meaningful way because it will result in a Stuation where road safety
is managed in a god-directed manner, with clear lines of accountability and unambiguous roles and
responghilities. On the other hand, adopting such an approach will asss with the skilling of the
public sector manager and thus enable him/her to respond to the mandate of higher department in a
less cynicd way; it will darify objectives and thus begin to chalenge some the deeply hdd views
but more importantly, it will create an enabling environment for the ddivery agendato begin to rall.
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