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Welcome to the PUB3701 module in the third-year course in public administration. 
As you will have noticed when enrolling for this module, it deals with public 
management skills.

Much of the literature on management claims that people’s greatest achievements 
can be linked directly to improved knowledge of management. Management 
is increasingly being recognised as the most crucial element in both public 
and private sectors and is regarded as an essential element in creating wealth, 
peace and prosperity in a country. With inadequate resources at our disposal, 
South Africa can overcome socioeconomic and even political instability only if 
we become aware of and take into account the many management challenges 
of our time and then do something concrete about them. In this regard, it is 
becoming ever more important for public institutions to be equipped with a 
management corps that endeavours to deal purposefully with the issues in our 
society. To succeed, those in management positions – or those aspiring to such 
positions – will increasingly be expected to be skilled managers.

This module aims to increase your knowledge and understanding of those 
management skills that managers – or aspiring managers – in the public sector 
need to possess. The skills that can be classifi ed as management skills are so 
numerous that it would be impossible to deal with them in a single module; 
neither is it humanly possible for all public managers to have all the required 
skills at their disposal. After extensive consideration and discussion, we believe 
that we have identifi ed the most important management skills that students 
can expect to fi nd in an introductory management course. Please refer to the 
table of contents for an overview of the contents of this study guide.

This study guide is intended not only as a source of ideas for achieving greater 
success in performing your management task, but also as a way of providing 
meaningful training in this fi eld. It has been designed to motivate you to read 
and then to help you to learn and understand the material. To make this a 
useful learning aid, we have included the following educational features in 
the study guide:

Aims and learning objectives

To direct your studies, each theme and all study units begin with a list of 
learning objectives to show what you, as students, should be able to do after 
studying the theme or study unit. These learning objectives are intended to 
focus your attention on the main topics of the particular theme or study unit.

Outcomes

Theme 1: Introduction to public management

After completing this theme, you should be able to

FOREWORD
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  explain the concept of management and show what the task of management 
involves

  give an overview of the complex and unique challenges facing public 
managers now and in the future

Theme 2: Management skills

After completing this theme, you should be able to

  apply the various management skills that public managers should possess 
in the work situation

  give an overview of the role of public managers and the management skills 
that they are expected to possess

Main headings in the form of questions

Students often remark that they have read the study material, but still cannot 
do well in the examination. From experience, we feel that the reason for this 
is that students mistake reading for understanding. Therefore, to help you 
to improve your understanding, we have designed the main headings in the 
study guide in the form of questions. This should enable you to identify the 
important knowledge to be gained from the particular section or to know where, 
specifi cally, to look for answers when something is not quite clear.

Questions for self-evaluation

The self-evaluation section at the end of each study unit gives you an idea of the 
knowledge that you should have gained in the particular study unit. Once you 
have worked through the study unit and understand its contents, you should 
be able to answer the self-evaluation questions.

Definitions

The defi nitions that have been included in the various study units have been 
highlighted in italics and bold print.

Learning activities

In working through the study units, you will come across activities to 
be completed. These activities are intended to facilitate your learning process 
and preparation for assignments and the examination. They focus on the 
learning objectives and will also help you to determine whether you understand 
the content of the particular study unit so that you will be able to apply that 
knowledge in the practice of public management. (Please note that the two 
dotted lines in some of the activities indicate that you need to give an answer. 
However, this does not mean that your answer should be only two lines in 
length. The length of answers will vary. Also note that some of the activities 
refer to “your institution”, which means the institution where you work. If you 
are not employed, it does not mean that you need not do the particular activity; 
in such a case, you are required to refer to an imaginary institution when doing 
the activity. You should therefore answer the question in terms of the situation 
that might exist at the imaginary institution.)
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Feedback on some activities and self-evaluation questions

Recommended answers to some of the activities and self-evaluation questions 
are provided. These answers will allow you to check whether you understand 
the material and whether your answers are correct. Please note that it is 
not the aim of this section to provide detailed answers to all the questions. 
Remember that some of the activities may require you to fi nd out things for 
yourself. This signifi es that the activities require an active and adult learning 
style and strategies.

Recommended reading

At the end of each study unit, there is a list of recommended reading. You can 
use some of these sources if you want to read more about a specifi c topic. You 
can also use some of them to do your assignments.

Summary of study units

In the same way that learning objectives show the way ahead, the summaries 
show you where you are at present. Each study unit concludes with a summary 
based on the learning objectives. Note that the summaries contain only the 
essence of what was discussed in detail in the text. When you prepare for the 
examination, you must focus on this detail in the text, and not on the summaries.

COURSE MAP

STUDY UNIT 1: MANAGEMENT AND MANAGERS

1.1 Introduction
1.2 Who are managers in an institution?
1.2.1 How do managers differ from operational offi cials?
1.2.2 How can managers be classifi ed?
1.3 What is management and what do managers do?
1.3.1 What is the defi nition of management?
1.3.2 Is the task of managers generic?
1.3.3 What are the functions of management?
1.4 Summary

STUDY UNIT 2:  WHAT ARE THE CHALLENGES FACING 
MANAGEMENT?

2.1 Introduction
2.2 Challenges in the political environment
2.3 Social issues
2.4 Economic environment
2.5 Challenges in the technological environment
2.6 Administrative and management challenges
2.7 Intellectual challenges
2.8 Legitimacy among the public and personnel
2.9 Summary
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STUDY UNIT 3:  LEADERS FOR OPTIMUM REALISATION OF 
GOVERNMENT OBJECTIVES

3.1 Introduction
3.2 What is leadership?
3.3 What are the requirements for leadership?
3.3.1 Physical requirements
3.3.2 Personality requirements
3.3.3 Skills requirements
3.4 How can public managers lead by example?
3.4.1 Challenge the work situation
3.4.2 Share vision with subordinates
3.4.3 Allow subordinates to contribute
3.4.4 Prepare the way for goal realisation
3.4.5 Encourage subordinates
3.5 What is the leadership role of public managers in administrative 

activities?
3.5.1 Leadership role in policy-making
3.5.2 Leadership in organisational actions
3.5.3 Leadership in fi nancial planning and programming
3.5.4 Leadership for providing and utilising personnel
3.5.5 Leadership in designing work methods and procedures
3.5.6 Leadership role in control and accountability
3.6 Summary

STUDY UNIT 4: PRIORITISING

4.1 Introduction
4.2 What is prioritising?
4.3 Setting priorities
4.3.1 Considering confl icting community interests
4.3.2 Upholding values
4.3.3 Capacity of public institutions
4.4 Skills required to improve the quality of prioritising
4.4.1 Adaption to changing circumstances
4.4.2 Constructive thinking
4.4.3 Mediation
4.4.4 Proactive formulation of policies
4.4.5 Introduction of enterprising reform
4.4.6 Consultation
4.4.7 Effective communication
4.5 Summary

STUDY UNIT 5:  PLANNING AND PROGRAMMING FOR 
EFFECTIVE EXECUTION OF GOVERNMENT 
POLICIES

5.1 Introduction
5.2 What are planning and programmed planning?
5.3 What are the requirements for an effective programme?
5.4 What is the value of programmed planning?
5.5 What are the steps in the planning process?
5.5.1 Making policy on the matter being planned
5.5.2 Determining the needs in the environment
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5.5.3 Setting objectives
5.5.4 Making predictions and evaluating existing resources for executing 

plans
5.5.5 Identifying alternative plans of action
5.5.6 Deciding on a plan
5.5.7 Implementing the plan
5.5.8 Evaluating the plan
5.6 Summary

STUDY UNIT 6: THE PURSUIT OF RATIONAL DECISION-MAKING

6.1 Introduction
6.2 What is decision-making?
6.3 How can managers pursue rational decision-making?
6.3.1 Identifi cation and analysis of the issue and/or objective
6.3.2 Identifi cation and analysis of alternative solutions
6.3.3 Assessing alternative solutions
6.3.4 Selection
6.3.5 Implementing the solution and exercising control to identify departures 

and make adjustments
6.4 Summary

STUDY UNIT 7: PROMOTING EFFECTIVE COMMUNICATION

7.1 Introduction
7.2 What is communication?
7.3 Why is communication essential?
7.4 What are the requirements for effective communication?
7.5 Summary

STUDY UNIT 8: DELEGATION AND COORDINATION

8.1 Introduction
8.2 What is delegation?
8.3 Why is delegation essential?
8.4 Excuses managers use for not delegating
8.5 What are the requirements for effective delegation?
8.6 What is coordination?
8.7 Which factors may hamper coordination?
8.8 What measures may be introduced for effective coordination?
8.9 Summary

STUDY UNIT 9:  EXERCISING CONTROL TO ENSURE 
ACCOUNTABILITY FOR PUBLIC WORKING 
PROGRAMMES

9.1 Introduction
9.2 What is control?
9.3 What types of control can be distinguished?
9.4 Why should public managers be skilled in exercising control?
9.4.1 Control to promote responsibility
9.4.2 Control to promote regularity
9.4.3 Control to promote effectiveness
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9.4.4 Control to promote effi ciency
9.4.5 Control to promote economy
9.5 What are the steps in the control process?
9.5.1 Developing performance standards
9.5.2 Observation, measurement and reporting of performance
9.5.3 Performance assessment
9.5.4 Remedial action
9.6 Summary

STUDY UNIT 10: MOTIVATING PUBLIC PERSONNEL

10.1 Introduction
10.2 What does it mean to motivate personnel?
10.3 How can public managers motivate subordinates to increase 

performance?
10.3.1 Inspiring the behaviour of subordinates
10.3.2 Developing an effort/performance and performance/reward probability
10.3.3 Creating a balance between reward and effort
10.3.4 Setting guidelines for recognisingand/or rewarding achievement
10.3.5 Setting objectives aimed at increasing performance
10.3.6 Knowing which variables may affect performance
10.3.7 Finding the real causes of poor performance
10.3.8 Rewarding subordinates according to their relative contributions
10.3.9 Performing self-scrutiny
10.3.10 Improving the self-image of subordinates
10.4 Summary

STUDY UNIT 11: A POSITIVE DISPOSITION

11.1 Introduction
11.2 What is a disposition?
11.3 What kind of disposition is expected of public managers?
11.3.1 Showing sincere interest
11.3.2 Remaining humble
11.3.3 Showing appreciation
11.3.4 Adopting a sympathetic attitude
11.3.5 Recognising differences
11.3.6 Refraining from criticising excessively and expressing disapproval
11.3.7 Avoiding embarrassing others
11.3.8 Ignoring fi rst impressions
11.3.9 Being generous
11.3.10 Behaving predictably
11.4 Summary

STUDY UNIT 12: SENSITIVITY TO COMMUNITY VALUES

12.1 Introduction
12.2 What are community values?
12.3 To which types of community values should public managers be 

sensitive?
12.3.1 Christian and other religious values
12.3.2 Legislative compliance/recognition of democratic principles
12.3.3 Equal rights
12.3.4 Integrity and honesty
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12.3.5 Restraint and fairness
12.3.6 Responsibility
12.3.7 Cultural awareness
12.4 Summary

STUDY UNIT 13:  EXPERTISE TO REVISE AND DEVELOP 
GOVERNMENT ACTIVITIES THROUGH 
INNOVATION

13.1 Introduction
13.2 What does innovation mean?
13.3 What are the demands that require innovation?
13.3.1 New responsibilities and work programmes
13.3.2 New institutions, organisational arrangements and structural 

adjustments
13.3.3 New aids and techniques
13.3.4 New standards and approaches
13.4 Summary

STUDY UNIT 14: MANAGING CHANGE

14.1 Introduction
14.2 What does change mean?
14.3 What causes resistance to change?
14.3.1 Individual resistance to change
14.3.2 Organisational obstacles that may inhibit change
14.4 What can managers do to prevent resistance to change?
14.4.1 Communicate
14.4.2 Encourage worker participation
14.4.3 Offer support
14.4.4 Negotiate
14.4.5 Use coercion
14.5 How can change be managed?
14.5.1 Become aware of change
14.5.2 Recognise the need for change
14.5.3 Identify problems
14.5.4 Overcome resistance to change
14.5.5 Plan for change
14.5.6 Select an approach to change
14.5.7 Choose between alternatives
14.5.8 Implement the programme for change
14.5.9 Do follow-up and evaluation
14.6 Summary

STUDY UNIT 15: MANAGING CONFLICT

15.1 Introduction
15.2 What is confl ict?
15.3 What types of confl ict exist?
15.3.1 Confl ict in individuals (intrapersonal)
15.3.2 Confl ict between individuals (interpersonal)
15.3.3 Confl ict between individuals and groups
15.3.4 Confl ict between groups in the same institution



XVI

 

15.3.5 Confl ict between institutions
15.3.6 Confl ict between different categories of operations
15.4 How can confl ict be managed?
15.4.1 Identify conditions with the potential for confl ict
15.4.2 Be aware of confl ict
15.4.3 Assess the results of confl ict
15.5 Identify the parties’ options for dealing with the confl ict
15.6 Summary

STUDY UNIT 16: MANAGING DIVERSITY

16.1 Introduction
16.2 What is diversity?
16.3 What skills do managers need to manage diversity?
16.4 What principles can managers apply in managing diversity?
16.5 Summary

STUDY UNIT 17:  SKILLS TO IDENTIFY AND UTILISE THE 
POSSIBLE APPLICATIONS OF COMPUTER 
TECHNOLOGY AND SYSTEMS ANALYSIS

17.1 Introduction
17.2 How do computers facilitate effective decision-making?
17.2.1 Electronic data processing, storage and retrieval
17.2.2 Faster decision-making
17.2.3 Thorough analysis of alternative solutions
17.2.4 Greater availability of time
17.2.5 Provision of appropriate information
17.2.6 Reliability
17.2.7 Versatility
17.3 Which administrative issues should public managers take into account 

in using computers?
17.4 What are the possible applications of systems analysis?
17.5 Summary

We trust that this study guide will make a signifi cant contribution to your 
career, and we wish you every success in your studies!



PUB3701/1 1

 

T H E M E

1INTRODUCTION TO PUBLIC 
MANAGEMENT

After completing this theme, you should be able to

  explain the concept of management and show what the task of management 
involves

  give an overview of the complex and unique challenges facing public 
managers now and in the future
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  distinguish between managers and operational offi cials
  classify managers
  defi ne management
  explain whether the task of managers is generic
  identify the duties of managers

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  management
  manager
  leadership
  decision-making
  planning
  organising
  control

1.1 Introduction

According to historians, management – as a phenomenon – originated in the 
last two decades of the 19th century when the fi rst scientifi c investigations 
into the development of basic management principles were conducted. This 
interest in the development of management principles can essentially be 
linked to the economic growth and industrial development during that time 
in Western Europe and the United States of America (USA). The forces of both 
technological and trade expansion, together with developments in the fi elds of 
transport and communications, contributed to a dramatic increase in the scope 
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and complexity of institutions. For the fi rst time, ineffectiveness and ineffi ciency 
appeared as new factors on the scene, as a result of unprecedented growth in 
the size of factories and commercial enterprises. These changes called for the 
development of new concepts relating to the scientifi c management of work.

The above changes also affected the public sector. The sustained increase in 
populations and increased demands from communities and societies, together 
with changes in the fi elds of technology and communications, meant that 
greater effectiveness and effi ciency became a real issue in public sectors as 
well. Consequently, the public sectors in Western Europe and the USA found 
themselves in the midst of a trend towards job specialisation, training and 
development in the fi eld of management. When mass production and the 
manufacturing industry became established during the 19th and early 20th 
centuries, management gained recognition and developed as an independent 
discipline, emphasising optimum utilisation of human and material resources.

Development of the subject fi eld and practice of management has moved 
through various phases to date. We can distinguish three main phases, namely 
the scientifi c management phase, the behavioural and people-oriented phase, 
and the phase of situational and contingency theory.

These three phases may be distinguished on the basis of the focus of each 
phase. The scientifi c management phase stressed increased productivity in 
terms of measurements of time and motion in the workplace. In this phase, 
people – as employees – were regarded merely as an extension of the production 
machinery. Then certain studies conducted in the 1930s and 1940s showed that 
people could also be motivated by other factors to increase production. This 
resulted in the development of the second main phase, namely the people-
centred approach. During this phase, the emphasis was on motivational and 
behavioural theories of people in the workplace.

The development and refi nement of production processes and services, 
accompanied by growing job specialisation and organisational scope, resulted 
in increased diversity and complexity of all facets of management. This gave 
rise to the third phase in the development of management theory and practice, 
namely the situational and contingency phase in management theory. This phase 
was characterised by the realisation that the environment and circumstances 
of the manager, both within and outside the institution, have a decisive effect 
on optimum management and output.

1.1

  What is your opinion of the various phases of management? Give brief 
reasons in support of your views.
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Against the background of the above discussion, we now look at who the 
managers in an institution really are, what management involves and what it 
is that managers do.

1.2 Who are managers in an institution?

To answer this question, we start by considering the differences between 
managers and operational offi cials, and then turn our attention to the 
classifi cation of managers in an institution.

1.2.1 How do managers differ from operational officials?

People who work in an institution can be divided into two main categories, 
namely managers and operational offi cials. Not everyone who works in 
an institution is a manager.

The basic difference between operational offi cials and managers is 
that operational offi cials are those people who are directly involved in 
performing a task and do not have the responsibility to supervise the 
work of others, for example employees who process applications for car 
licence renewals. In contrast, the management of an institution refers to 
the individuals or groups of individuals who guide the tasks performed 
by others; in other words, managers are people who have subordinates 
and are responsible for ensuring that the activities of subordinates are 
aimed at realising the objectives of the institution.

The above explanation has shown us that a person who has the necessary 
authority to guide and direct the tasks performed by others belongs to the 
management of the institution and is therefore in a position of authority. It 
is the attachment of authority to certain positions within an institution that 
makes it possible to distinguish between managers and operational offi cials.

1.2

  Study the following characteristics of effective managers. Then measure 
yourself against them with a view to self-development.

Characteristics of effective 
managers

(a) Do I display these 
characteristics?
(b) What can I do to improve?

They are leaders with vision and 
judgement to identify and do the 
right things. They participate actively 
and communicate their vision to their 
subordinates.

(a)

(b)
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Characteristics of effective 
managers

(a) Do I display these 
characteristics?
(b) What can I do to improve?

They create a pleasant work 
environment and place their 
subordinates in positions that make 
it possible for them to succeed. 
They also give direction and 
support.

(a)

(b)

They work with and through other 
people. They utilise the skills and 
abilities of subordinates by getting 
them to perform the tasks necessary 
to realise the stated objectives.

(a)

(b)

They provide the opportunities and 
encouragement for subordinates to 
achieve improved performance.

(a)

(b)

They use limited resources optimally. 
They prioritise objectives or projects 
and allocate resources in a balanced 
manner so as to achieve the best 
results with the limited resources.

(a)

(b)

1.2.2 How can managers be classified?

Although it is not diffi cult to identify who the managers are in an institution, 
we should bear in mind that management positions are not restricted to one 
level in an institution. Depending on the type and size of the institution, there 
may be several levels of management, as indicated below:

  The lowest level of management is fi lled by the junior managers, who are 
usually referred to as supervisors. Junior management includes positions 
such as assistant directors and other senior offi cials. Incumbents of these 
posts are responsible for directing the daily tasks of operational offi cials.
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  Middle management covers positions such as directors and deputy directors. 
Middle managers are responsible for setting out in detail the objectives of 
top- level managers.

  Top-level managers or senior managers such as directors-general, deputy 
directors-general and chief directors are responsible for directing the pursuit 
of the objectives of political representatives such as ministers.

Diagram 1.1 sets out the three levels of management that are usually found in 
a public institution, such as a state department. The diagram refl ects the total 
spectrum of workers in order to show where public managers fi t in.

DIAGRAM 1.1:
Hierarchical classification of employees in a state department

1.3 What is management and what do managers do?

By now you should have some idea of what management involves and what it 
is that managers do. In this section we aim to answer these questions in more 
detail.

1.3.1 What is the definition of management?

For the purposes of this course, management is seen as a continuous and 
integrated process whereby certain individuals with authority ensure 
institutional goal-setting and optimum realisation of objectives. The 
fundamental concept is that certain individuals, as the management of 
an institution, are responsible for management. Moreover, management 
takes place in a purposeful, institutional and organisational environment. 
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For optimum realisation of institutional objectives, management has to 
possess certain skills.

The above defi nition represents a broad and wide-ranging explanation of the 
concept of management. When taking a closer look at the defi nition, the concept 
of management should become clearer, because it integrates and highlights 
the fi ve main facets of management, in theory as well as in practice. These fi ve 
facets briefl y entail the following:

  Management is a particular group of individuals in an institution.
  Management is an ongoing and integrated process.
  Management entails responsibility.
  Management takes place within an organisational context.
  Management is a skill.

To clearly understand this view of management, we need to take note that each 
facet is an integral interdependent component of the concept of management. 
We will now analyse each of these facets in more detail.

(a) Management as a particular group of individuals in an institution

In any work situation where two or more people purposefully work together 
in pursuit of particular objectives, someone will have the necessary authority 
to defi ne the objectives and to ensure that the work is carried out effectively 
and effi ciently in order to ensure optimum realisation of such objectives. As 
we have seen, it is this very allocation of authority and responsibility that 
makes it possible to distinguish between managers and operational offi cials 
in an institution.

It should be clear that we regard management as those individuals or groups 
of individuals who are individually and collectively responsible and who 
have been granted the necessary authority to ensure that work takes place 
constructively. It also implies that this group of individuals is expected to ensure, 
in some way or another, that the human and material resources, as well as time, 
are used as effectively and effi ciently as possible to ensure optimum realisation 
of the objectives. This brings us to management as a process.

(b) Management as an ongoing and integrated process

For the purposes of this course, “integrated process” covers all those integral 
and directional activities that fall within the scope of responsibility of the 
management of an institution. These activities include the performance 
of certain management functions (leadership, planning, decision-making, 
organisation and control) and the utilisation of management aids, such as 
systems analyses and network programming aimed at pursuing and bringing 
about optimum resource utilisation, goal realisation and time utilisation in 
an ongoing manner. (The management functions and management aids are 
aimed at giving direction in the institution.)

In looking at management as a process, it is important to note that management 
should be viewed in a broader perspective, where the emphasis is not only 
on the management functions or the management aids or optimum utilisation 
of resources and time and goal-setting and goal realisation. Management 
should be seen as an integrated and continuous process that includes all 
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these aspects and which falls within the scope of the responsibility of certain 
individuals in an institution.

(c) Management as a responsibility

It now seems to be clear that certain individuals are responsible for management 
in an institution. It is important to note that not everybody in an institution 
is charged with this responsibility. We should also bear in mind that the 
continuous and integral nature of such responsibility relates not only to the 
management functions and management aids, but reaches far wider because 
management, as a process, also encompasses goal-setting and the pursuit 
and realisation of objectives. In simple terms, management – as a group of 
individuals – has the authority and responsibility for ensuring that all the 
activities of the particular institution, therefore both line and staff functions, 
take place in an integrated and purposeful manner. They are also responsible 
for setting objectives and for adapting these according to circumstances and 
to ensure, individually as well as collectively, that the objectives are constantly 
pursued and realised in an optimum manner.

(d) Management in an organisational context

The reference to a particular group of individuals in an institution who 
have been given the authority and the responsibility to ensure optimum 
performance and goal-setting and realisation of objectives shows explicitly that 
management does not take place in a vacuum, but rather in an institutional 
and organisational environment. Any institution that has been established and 
involves people working together in an organised manner to realise institutional 
objectives has an organisation. Such organisation is a product of the organising 
function and essentially consists of a network or structure of relationships 
characterised by a particular hierarchy of authority, division of functions, posts 
structure and communication network. For the purposes of management in 
an organisational context, the hierarchy of authority is especially important. 
Such a hierarchy usually divides those who make decisions from those who 
carry out decisions. As soon as decision-making is linked to authority over 
one or more subordinates, it means, for our purposes, that such a person 
belongs to the management of the institution. We can therefore see that 
management in an organisational context centres on decision-making powers 
as well as control over other people.

Responsibility, as a dimension of management, is also important. Because the 
organisational hierarchy of an institution involves the distribution and division 
of authority among various positions, as well as levels of positions, we can 
identify certain positions and levels of authority (also referred to as management 
levels) in any institution. Section 1.2.2 has shown that we can distinguish three 
levels of management, namely top management, middle management and 
junior management. Refer to section 1.2.2 to refresh your memory.

As we have seen in section 1.2.1, not everyone who is employed in an institution 
is a manager. It is important to stress that a manager is not only individually 
responsible for his/her own activities, as well as the activities of his/her 
subordinates, but at the same time carries a collective responsibility as a member 
of the greater management team for the institution as a whole. This means that 
if a manager does not carry out his/her individual management responsibilities 
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properly, it will affect the operations of the institution as a whole. Individual 
and collective management responsibilities also increase proportionally as the 
level of the manager’s position in the hierarchy of authority rises, as illustrated 
in diagram 1.2 below:

Diagram 1.2:
Proportional management responsibility

(e) Management as a skill

In order to perform the task of management successfully, managers need to 
possess various skills. Although the skills required vary from one level of 
management to the next, all managers, irrespective of the level of management 
at which they function, require people skills and technical skills, among others, 
for optimum goal realisation. People skills refer to the ability to work with 
people, to understand their behaviour and to motivate them. Technical skills 
refer to the ability to utilise resources or techniques in a specialised fi eld. The 
skills required of a manager are discussed in theme 2. These skills also relate 
to the integrated management process referred to earlier. For example, skills 
such as innovation, programming and control relate to the planning function of 
management. Rational decision-making may be linked to the decision-making 
function. Similarly, staff motivation, communication, confl ict management and 
the ability to adapt to change may be regarded as leadership skills.

1.3

Your superior at the institution where you work has involved you in a debate 
on the meaning of the concept of management.

  How will you explain your view of this concept?
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1.3.2 Is the task of managers generic?

Our discussion so far has focused on management in general. Now you may 
well ask what constitutes public management, and whether public management 
differs from management in private enterprises.

1.4

Before you proceed, write down your thoughts on whether management in the 
public sector is the same as or different from management in the private sector.

  Write down reasons for your views.

  Now read the discussion and compare it with your answer provided above.

The current trend to regard management as generic to all institutions is not 
valid. There is no doubt that certain aspects of management, either conceptual 
or functional, do occur in both the public and private sectors, and we do accept 
that both sectors can benefi t by learning from each other.

An example in this regard is the study of macro-theories of management, which 
is being developed jointly in business science and political science. In addition, 
management aids can be useful in both sectors.

However, we accept specifi c similarities between the two sectors, subject to the 
following reservations, which should be taken into account when comparing 
public management and management in the private sector:

  The fi rst is that we always need to be aware that the environments of the 
public and private sectors differ radically in both their nature and scope.

  Secondly, we should take into account that the considerations that are valid 
for a manager in the public sector in respect of performing his or her tasks 
and responsibilities are, in essence, totally different from those of a manager 
in the private sector. This can be attributed mainly to the fundamental 
differences in terms of the norms and principles, the resource base and the 
objectives of the public sector, compared with those of the private sector.

 – As far as the norms and principles of the public sector are con-
cerned, we need only point out that the actions of public managers 
are at all times guided by certain normative factors, such as up-
holding the supreme authority of the Constitution and legislative 
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authority of the legislature, public responsibility, the requirements 
of democracy, reason and fairness and effi ciency.

 – In terms of the difference in the resource base, we need to take 
into account that when it comes to fi nancing public activities and 
services, the public sector does not generate its own income or have 
a limitless source of income.

 – This brings us to the third and most important difference between 
the public and private sectors, namely the difference in objectives. 
Whereas management in a private enterprise will direct its activities 
primarily at maximising profi ts, the activities of a public manager are 
aimed at promoting the general wellbeing of a community or society.

1.3.3 What are the functions of management?

In attempting to utilise human and material resources as effi ciently as possible 
so as to realise the institution’s objectives as effectively as possible, public 
managers make use of certain functions. In this regard, we can divide the 
management task into fi ve basic functions, namely leadership, planning, 
decision-making, organising and control. The opinions of authors and other 
groups vary when it comes to the content of the management task and the 
functions that it should include.

For the purposes of this course, the management task comprises the functions 
mentioned above. You should bear in mind that the basic management functions 
are not separate elements, but form an integrated whole.

Each function infl uences the others and they are interdependent. Briefl y, each 
of these functions involves the following:

  Leadership
 – Leadership comprises those activities that give direction and guidance 

and are aimed at infl uencing and utilising the staff of an institution to 
the best of their physical and mental abilities. It includes activities such 
as staff motivation, communication with and between staff members, 
stimulating and implementing change and resolving confl ict.

  Planning
 – In planning, the manager directs the course of the public institution 

and sets objectives in this regard. Planning includes identifi cation and 
evaluation of and selection between alternative possibilities for goal 
realisation in the future.

  Decision-making
 – Decision-making may be defi ned as a rational process whereby the most 

suitable action is selected in order to solve a particular problem or to meet 
a need after carefully considering the various possibilities.

  Organising
 – Organising refers to the classifi cation, grouping and allocation of func-

tions to institutions and workers in an orderly manner so that employees 
will know who has to report to whom and where decisions will be made. 
Important manifestations of organising are, for example, division of work, 
delegation, coordination, centralisation and decentralisation.
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  Control

 – Exercising control is aimed at ensuring that the stated objectives will 
be pursued and realised. It essentially means that public managers will 
identify departures by comparing results or outcomes with predeter-
mined standards and, where necessary, introducing remedial measures 
by means of directives to ensure that the intended results are achieved.
By means of control, management can determine whether objectives have 
been realised by establishing whether the available resources have been 
used optimally, whether continuing certain programmes in pursuit of 
objectives remains justifi ed, whether offi cials have identifi ed alternative 
solutions, and whether these solutions have been considered in order to 
bring about effective performance of operations.

1.4 Summary

  Operational offi cials do not form part of the management of an institution. 
Their work is directly involved with performing particular tasks and they 
do not have any responsibility to supervise the work of others. Managers, 
on the other hand, are those people who are responsible for ensuring that 
the tasks of others are aimed at realising the objectives.

  Managers may be classifi ed into three levels of management, namely top 
management, middle management and junior management.

  Management is an ongoing and integrated process whereby certain authorised 
individuals are responsible for optimum realisation of institutional objectives 
in an organisational context. Optimum realisation of objectives requires 
that managers possess certain skills.

  Although some aspects of management are present in both the public and the 
private sectors, the manager’s task is not generic because these two sectors 
operate in different environments in which different considerations apply.

  The management task may be divided into fi ve basic functions, which are 
integrated and interdependent, namely leadership, planning, decision-
making, organising and control.

1.5 Questions for self-evaluation

(1) Explain how managers differ from operational offi cials.
(2) Explain the classifi cation of managers. Include a diagram and examples.
(3) Defi ne management according to the explanation in this study guide 

and discuss in detail the various facets highlighted in the concept of 
management.

(4) The task of the manager is not generic. Discuss this statement by referring 
to the similarities and differences between management in the public 
sector and management in the private sector.

(5) Briefl y discuss the functions of management.
(6) Discuss in detail what you understand the concept of management to 

mean, and explain what the functions of managers entail.
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FEEDBACK ON SOME ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 1.2 Study the listed characteristics and measure yourself against 
them with a view to self-development.

Activity 1.3 In explaining the concept, you should elaborate on the 
following facets of management:

  management as

 – a particular group of individuals in an institution
 – an ongoing and integrated process
 – a responsibility
 – a skill

Also elaborate on management in an organisational context.

SELF-EVALUATION QUESTIONS

Question 2 When answering this question, refer to diagram 1.1.

Question 3 Discuss the following fi ve facets:

  management is a particular group of individuals in an 
institution.

  management is an ongoing and integrated process.
  management entails responsibility.
  management takes place within an organisational context.
  management is a skill.

Question 5 Discuss the following functions:

  leadership
  planning
  decision-making
  organising
  control
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LEARNING OBJECTIVES

After completing this study unit, you should be able to identify

  challenges in the political environment
  social issues as challenges
  economic issues as challenges
  challenges in the technological environment
  administrative and management challenges
  intellectual challenges
  the challenge of legitimacy (acceptance) among the public and personnel

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  challenges
  social issues
  economic issues
  technological environment
  administrative challenges
  legitimacy

2.1 Introduction

Public managers are in a position where they are responsible for, among other 
things, maintaining order in society. Modern society brings with it many 
variables, which continually infl uence the activities of public managers and 
pose a threat to the social order. These variables are not restricted to one area, 

S T U D Y  U N I T 

2WHAT ARE THE CHALLENGES 
FACING MANAGEMENT?
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but pose complex and unique challenges in many fi elds – and public managers 
need to be aware of them all. We now examine some of these challenges.

2.1

  What do you consider to be the most important challenges that public 
managers face in a changing environment?

  List these challenges in order of importance.

  Also explain why you regard each as a challenge.

2.2 Challenges in the political environment

The political establishment of a state determines the prescriptions whereby 
structures and processes are arranged. Because public administration takes 
place in a political milieu, public managers are required to direct their activities 
in accordance with the requirements of the political authority.

Today, the pursuit and realisation of the objectives of change, such as individual 
freedom, protection of human rights, democratisation and social and economic 
equality, are a reality. These objectives may be realised by eliminating any form 
of discrimination or differentiation, through equality of power and changes 
in the traditional power relationships. In this regard, the Constitution of 
the Republic of South Africa, 1996 introduced dramatic changes for public 
administration, as a number of variables such as ethnicity, federalism and 
affi rmative action have had a real effect on public management. In an unstable 
political environment, it is vitally important to take account of aspects relating 
to morality, equality, fairness and the rights and freedoms of individuals when 
making policy decisions. To avoid confl ict and serve the community, it is essential 
for public managers to be aware of what the public considers to be fair.

2.2

  What challenges do the above considerations, as well as other political 
issues, hold for you as a manager – or future manager – in your institution?
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2.3 Social issues

South Africa’s ethnic and cultural diversity means that needs and wants will 
vary from one community to the next, complicating government actions. For 
example, a particular community may regard certain legislation as fair and just, 
while another population group fi nds it totally unacceptable.

In a country with a heterogeneous population composition such as we have 
in South Africa, there are many cultures, each of which responds differently 
to government initiatives and policy. Public managers need to familiarise 
themselves with the culture, needs, preferences, beliefs, language and traditions 
of a community so that government actions will not be prejudicial to the interests 
and values of certain communities.

Population growth is a social issue that is making increasing demands on 
public institutions. The increased demand for goods and services resulting 
from growing population numbers has brought an increase in the number of 
industries and public institutions being established in urban areas. This creates 
more employment opportunities, which results in accelerated urbanisation. 
Apart from the resultant demand for extending residential areas, developing new 
residential areas and for more housing, increased urbanisation also demands 
better traffi c control, more health services and increased supplies of water and 
electricity. So you can see that there are numerous management challenges 
in this context.

2.3

Think about the main effect of the above developments and other social issues 
in your institution.

  What are the challenges that this brings for you as a manager or a future 
manager?

  What do you do in your institution to make a contribution in this regard?
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2.4 Economic environment

The availability of resources and the extent to which government spending takes 
place to deliver goods and services to society are determined to a large degree 
by economic factors. A high rate of economic development usually coincides 
with a high level of spending on public goods and services. An increase in 
people’s living standards leads to a greater demand for sophisticated goods and 
services. Managers will thus be under increased pressure to meet those needs.

On the other hand, a low economic development rate often places serious 
limitations on the extent to which needs can be met. In such circumstances, 
it is important that public managers be aware that increases in income will be 
affected negatively and that an increase in government spending needs to be 
strictly controlled. A change in emphasis from establishing new resources to 
the optimal utilisation of existing resources should, in these circumstances, 
makes particular demands upon the abilities of public managers. A population 
growth rate that exceeds the economic growth rate, a high unemployment 
rate, an unacceptably high infl ation rate, insuffi cient foreign investment in a 
country and an exceptionally low tendency among a country’s citizens to save 
money are additional economic trends that could pose major challenges to 
public managers.

2.4

  Evaluate the possible implications of the above, as well as other economic 
trends, for your institution.

2.5 Challenges in the technological environment

The use of technological aids is probably the greatest challenge facing public 
managers. Technological aids include equipment such as computers and fax 
machines. Although using technological aids can result in cost and time 
savings in supplying goods and services to communities, introducing and 
maintaining such technology usually represent a considerable fi nancial expense 
for public institutions. Equipment is often expensive, requires expensive training 
programmes to familiarise offi cials with their operations and necessitates 
adjustments to the existing organisational and procedural structures. To avoid 
wasting public money, public managers will have to consider the decision to 
use such technological aids very carefully.

Another variable that should be taken into account when it comes to using 
technological aids is that staff may resist change. Public managers will be 
expected to identify such resistance in good time and to minimise it, as far as 
possible, by exerting a positive infl uence on attitudes towards the introduction 
of such aids.



PUB3701/1 19

What are the challenges facing management?

2.5

  What is the situation in your institution when it comes to these and other 
technological issues?

  What are the main challenges that this holds for you as a manager or future 
manager?

2.6 Administrative and management challenges

The following are some aspects confronting public managers in South Africa 
today that will increasingly have to be managed and administered:

  rationalised state departments
  new or modifi ed directives and prescriptions
  new legislation by the government of the day
  new organisational units and structures
  new political leaders with diverse political points of view and beliefs
  appointment of new colleagues and other offi cials

The challenges are especially signifi cant when we take into account that they 
are accompanied by great uncertainty. New administrative and management 
systems have to be subjected to a process of evaluation before they are 
incorporated into a new organisational unit and structure. Moreover, existing 
systems continually have to be adjusted to meet the needs of a nonracist, 
nonsexist and democratic South African society. In this respect, managers 
will also face signifi cant challenges in determining and managing the rate of 
change, as well as in taking the initiative, as leaders, to bring about change in 
institutions.

2.7 Intellectual challenges

Intellectual challenges refer to educational and academic qualifi cations of 
managers, their personal characteristics and skills, as well as their experience 
and creative abilities, among others. According to McCurdy (Thornhill & 
Hanekom 1995:259), public managers are required to play the following roles 
in order to face these intellectual challenges:

  Organisers: They need to incorporate the knowledge and principles of 
public administration into an organisational structure.
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  Leaders: They must understand and be able to apply the principles of 
management and administration.

  Pathologists: They must be able to diagnose and cure “illness” in an 
institution.

  Politicians: They have to secure support for public programmes.
  Policy analysts: They need to determine the results and shortcomings of 

a policy.
  Experts: This relates to their using authority for the benefi t of a community.
  Scientists: They must be able to make rationally justifi able decisions and 

manage change.
  Agents for change: They need to use organisational development to gain 

maximum benefi t from resources for the institution.
  Experts of the total environment: They must be able to determine the 

effect of the environment on the institution.
  Reformists: They have to be able to predict future threats for order and 

stability and to prepare the institution for such threats.

These roles refl ect the intellectual challenges that public managers face and 
the comprehensive nature of the training that they should receive.

2.8 Legitimacy among the public and personnel

The scope of public activities and their interaction with the political milieu 
have become more public today than ever before. Think of the extensive 
media coverage that such activities receive. Public institutions do not always 
get favourable press. The public often refers to bureaucratic red tape when 
having to queue endlessly for various services. In addition, criticism is often 
levelled at public departments because of the degree of secrecy concerning 
some government activities, supposedly because such information is classifi ed 
and sensitive. To establish legitimacy with the public, public managers should 
ensure the delivery of prompt and accurate services, quick answers to enquiries 
and user-friendly operational methods and procedures.

Sometimes public managers have to face criticism not only from outside the 
institution; they may also be criticised within their own ranks or by colleagues 
and other offi cials, for example when implementing affi rmative action. For 
example, legitimacy becomes an issue if appointments are not made on merit, 
but then criticism results if new appointments and promotions do not take 
place at an accelerated rate. Moreover, if managers neglect to apply democratic 
principles or refuse to involve staff in decision-making, additional issues of 
legitimacy may arise.

2.9 Summary

  In the political environment, variables such as individual freedom, 
protection of human rights, democratisation, social and economic equality, 
ethnicity, federalism and affi rmative action are the present reality. Such 
variables are embodied in the elimination of any form of discrimination 
or differentiation, equality of power and changes in the traditional power 
relationships.

  In the social environment, public managers need to be familiar with the 
differences in culture, needs, preferences, beliefs, language and traditions 
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of communities. Growing population numbers have brought increased 
demands for goods and services, such as housing, water and electricity 
supply and the delivery of health services.

  Prominent trends in the economic environment that public managers need 
to take into account include a low economic growth rate, high unemployment, 
high population growth, a high infl ation rate and poor foreign investment 
in a country.

  Using technological aids such as computers can make it possible to deliver 
goods and services to communities in a cost-effective and time-saving 
manner. These aids are nevertheless expensive to introduce and maintain. 
Public managers can also expect resistance from personnel to the use and 
development of technological aids.

  Administrative and management challenges faced by management 
include rationalisation of state departments, new or amended legislation, 
directives and prescriptions, new organisational units and structures, new 
political leaders with varying political points of view and the evaluation of 
new and existing administrative and management systems.

  The roles that public managers need to play, such as being organisers, 
leaders, politicians, pathologists, policy analysts, experts on authority, 
scientists, agents for change, experts on the total environment and reformists, 
refl ect the intellectual challenges confronting them.

  The challenge of gaining legitimacy among the public and personnel 
involves the public’s need for prompt and accurate services and user-friendly 
methods and procedures, while personnel may demand a democratic and 
participative management style.

2.10 Questions for self-evaluation

(1) Read the following scenario:

You and your management team have just concluded an investigation into the 
following issues confronting your institution:

• challenges in the political environment
• social challenges
• economic challenges
• challenges in the technological environment
• administrative and management challenges
• intellectual challenges
• legitimacy among the public and staff

(2) You are now asked to report on these fi ndings by referring to the nature 
of these issues and the challenges that you, as managers, face.

2.11 Recommended reading

Frederickson, HG & Ghere, RK. 2013. Ethics in public management. New York: 
Armonk.

Lawton, A, Rayner, J & Lasthuizen, K. 2013. Ethics and management in the public 
sector. New York: Abingdon, Oxon.

Thornhill, C & Hanekom, SX. 1995. The public sector manager. Durban: 
Butterworth.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 2.1 Here you need to describe what you consider to be the most 
important challenges facing public managers in a changing 
environment.

Ac t iv it ies 
2.2 to 2.5

In these activities, refer to challenges and political issues in 
your institution/workplace.

Apply the content of this unit to yourself, as a manager at 
your workplace.

SELF-EVALUATION QUESTIONS

Questions 1 
and 2

Apply the content of this entire unit to your workplace by 
focusing on the following issues confronting your institution:

  challenges in the political environment
  social challenges
  economic challenges
  challenges in the technological environment
  administrative and management challenges
  intellectual challenges
  legitimacy among the public and staff
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After completing this theme, you should be able to

  apply the various management skills that public managers should possess 
in the work situation

  give an overview of the role of public managers and the management skills 
that they are expected to possess

T H E M E

2MANAGEMENT
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  explain what leadership involves
  identify the requirements for leadership
  explain how public managers can lead by example
  explain the leadership role of public managers in administrative activities

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  leading
  leadership
  leadership role
  objectives

3.1 Introduction

People usually support the government’s objectives. Nevertheless, cooperation 
is not something that can be taken for granted. It requires purposeful and 
deliberate action by one or more members of a group, namely the public manager 
or members of public management, who need to motivate other members of 

S T U D Y  U N I T 

3LEADERS FOR OPTIMUM REALISATION 
OF GOVERNMENT OBJECTIVES
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the group to take action. The particular public manager or members of public 
management need to take the lead in some way or for some reason and direct 
the activities of the other group members. In this study unit we look at the 
nature of leadership and the leadership role of public managers.

3.2 What is leadership?

Some people regard leadership as synonymous with popularity, while others 
identify it with aggressive and dynamic actions. The essential characteristics of 
leadership, however, are to guide people to cooperate effi ciently and effectively 
as a team, to inspire their loyalty and to empower them to make a meaningful 
contribution to the realisation of objectives.

There is a special relationship between a leader (manager) and his or her 
followers (subordinates). In this relationship, subordinates voluntarily pursue 
the goals of the manager and the manager infl uences and motivates his or her 
subordinates to improve their levels of performance. Subordinates are thus 
encouraged to perform at a level that they never thought possible themselves.

Leadership includes those activities that largely provide direction and are 
aimed at infl uencing and utilising the staff of the institution to perform 
to the best of their physical and mental abilities. It therefore points to the 
actions of public managers, who have to motivate their subordinates by 
setting an example. Public managers can succeed by taking an interest in 
each individual staff member and encouraging him or her to pursue the 
government’s objectives purposefully and effectively. This means that 
public managers need to have suffi cient insight into the personalities of their 
subordinates to be able to identify their needs, values and shortcomings.

Leadership therefore also implies that public managers are expected to 
satisfy and direct the expectations, needs, prospects and demands of 
their subordinates in such a way that subordinates will see themselves 
as useful employees. This will have a positive effect on their pursuit of 
self-realisation.

The above discussion shows that optimum realisation of government objectives 
depends not only on the knowledge and skills required of public managers, 
but also on favourable conditions in which to perform their tasks. This implies 
that public managers need to use leadership to create favourable conditions for 
effective work performance.

In practice, such leadership entails the following:

 – encouraging loyalty between members of the group and towards the public 
manager and the institution

 – emphasising the necessity of realising group and personal objectives, as 
well as the objectives of the institution

 – creating a situation in which the personal value preferences of the public 
manager, those of his or her subordinates and, naturally, also those of 
the community are recognised

 – inspiring initiative, creativity and prompt and appropriate decision-making 
in order to ensure job satisfaction and to foster a spirit of cooperation among 
subordinates
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 – promoting harmonious interpersonal relationships between subordinates 
and the public manager so that staff members feel that they have a share 
in the pursuit of government objectives, relate personally to the objectives 
of the institution and thus enjoy self-realisation

 – motivating subordinates so that they will perform to the best of their abilities

3.3 What are the requirements for leadership?

For public managers to succeed in providing leadership, they need to meet 
certain requirements. Bear in mind that qualities that will ensure money and 
success in one instance will not necessarily ensure success in another, since no 
single characteristic, quality or ability – or even a single set of requirements – 
can guarantee successful leadership. Nevertheless, the absence of a particular 
quality can undoubtedly have a detrimental effect on the leadership abilities 
of a public manager. To succeed in leadership, public managers have to meet 
certain physical, personality and skills requirements.

3.3.1 Physical requirements

Public managers need to have physical and mental health, stamina and vitality. 
In addition, a public manager – or anyone who aspires to provide leadership as 
a public manager – needs to have an acceptable appearance (neatness).

3.3.2 Personality requirements

The personality requirements for public managers include the following:

  emotional maturity and awareness of own shortcomings
  irreproachable integrity and behaviour that never puts self-interest above 

the interests of the institution or the public at large
  dedication and loyalty to the institution and the public courage and persistence 

in the achievement of objectives
  enthusiasm and drive for the task to be performed, thus persuading 

subordinates of its signifi cance
  self-assurance, which will instil confi dence in subordinates (Nevertheless, 

public managers should not see themselves as being superior to others; 
they need to remain humble and not be in the position for personal gain.)

  eloquence, which will enable them to state their case clearly, deliberately 
and effectively

  willpower or determination to persist when having to work alone
  acceptance that long working hours and sleepless nights are the price of 

leadership

3.3.3 Skills requirements

The skills required of public managers in a leadership role include the following:

  insight gained from wide experience and not based only on knowledge 
(A public manager who has insight should be able to take the initiative by 
identifying community problems through a process of creative thinking and 
by introducing preventive or remedial measures in good time.)
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  technological and scientifi c knowledge to identify the possible applications 
of available aids for the purpose of rational decision-making

  ability to delegate authority or responsibility (not accountability) so as to 
ensure optimum development of own initiatives and those of subordinates

  communication skills so as to listen with understanding and to communicate 
meaningfully with subordinates

  ability to educate subordinates on certain aspects relating to their work
  ability to unite a group of individuals into one team and to work with the 

team and convey his or her own knowledge and experience to members 
of the team

  ability to pursue clearly defi ned and realistic objectives
  insight to recognise the relationship between complex community life and 

wide-ranging government activities
  motivational skills to create a favourable climate and environment, which 

will inspire subordinates to a high level of performance

3.1

  What is your view of leadership?

  Your immediate boss has asked you for a proposal on how to improve 
leadership in your institution.
What will you propose?

3.4 How can public managers lead by example?

We now look at fi ve aspects that public managers should bear in mind to ensure 
that they set an example for subordinates through leadership.

3.4.1 Challenge the work situation

Public managers should:

  Seek out challenges
  Keep abreast of events that affect the work situation
  Challenge the status quo
  Identify ways to be innovative
  Ask what they can learn from a particular situation
  Experiment and take risks
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3.4.2 Share vision with subordinates

Public managers should:

  Discuss the future with subordinates
  Share their dreams for the future
  Convey a positive outlook
  Pursue a common vision
  Predict the future
  Be excited and positive about the future so that subordinates will come to 

show a similar attitude

3.4.3 Allow subordinates to contribute

Public managers should:

  Involve subordinates in planning
  Treat subordinates with respect
  Allow subordinates to make their own decisions as far as possible
  Develop a relationship of cooperation
  Create an atmosphere of mutual trust
  Develop a sense of ‘‘ownership’’ of the work situation among subordinates

3.4.4 Prepare the way for goal realisation

The following can serve as guidelines for public managers:

  Express a clear leadership philosophy.
  Divide projects into steps.
  Uphold the values in which they believe.
  Convey these values to subordinates.
  Apply these values.
  Set clear objectives and goals.

3.4.5 Encourage subordinates

Public managers can do the following to encourage subordinates:

  Celebrate goal achievements.
  Recognise contributions made.
  Praise exceptional performance.
  Give support where necessary.
  Think of ways to celebrate when objectives have been realised.
  Tell other people in the institution about the achievements of subordinates.

3.2

Evaluate yourself on a points scale for each item (statement) listed under 3.4.1 
to 3.4.5. This should give you an indication of the calibre of your leadership as 
a public manager. Use the following scores:
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  Score 1 point if you seldom do what is described in the statement.
  Score 2 points if you occasionally do what is described in the statement.
  Score 3 points if you sometimes do what is described in the statement.
  Score 4 points if you often do what is described in the statement.
  Score 5 points if you always do what is described in the statement.

The maximum points for the exercise is 150.
Add the scores that you have allocated and calculate the percentage score 
by dividing your score by 150 and multiplying the result by 100.
See where you rate on the following scale:

PERCENTAGE DESCRIPTION
90%–100% Your leadership is excellent.
70%–89,9% Your leadership is good.
50%–69,9% Your leadership is satisfactory.
0%–49,9% Your leadership needs attention.

3.5 What is the leadership role of public managers in administrative 
activities?

In view of the prominent positions that managers hold, they can be expected 
to give leadership in the following fi elds of public administration:

  the administrative fi eld, characterised by the performance of administrative 
functions, including policy-making, organising, fi nancing, providing and 
utilising personnel, establishing work methods and procedures and exercising 
control

  the functional fi eld, in which duties are performed in accordance with their 
particular offi ces, for example nursing, law and education

  those fi elds in which ancillary activities are performed, such as electronic 
data processing and systems analysis

These fi elds are far more comprehensive than they appear because management, 
as a group of individuals, is responsible for ensuring that all the activities of a 
public institution take place in an integrated and purposeful manner. The scope 
of these activities makes it impossible to summarise them in one paragraph. In 
addition, it is not always appropriate to demarcate the numerous activities of 
public managers into separate compartments. For the purposes of this study 
guide, we will discuss the leadership role of public managers in performing 
administrative activities in public administration and the skills that they need 
to possess in that regard.

3.5.1 Leadership role in policy-making

In view of the special skills that they have, public managers are expected to 
supply information to a higher authority and to provide alternatives for setting 
objectives and formulating such objectives as policy. This will enable the higher 
authority to choose between the various possibilities. In this context, higher 
authority refers to the legislature, including the political functionaries. Bear 
in mind, however, that higher authority does not necessarily always refer to 
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the legislature, because public managers at middle-management level, for 
example, also provide information to a higher authority, which – in such a case 
– would be the public managers at top- management level. As a rule, public 
managers will not get involved in the political processes of policy-making, but 
will merely give advice on the content of policies. To advise the legislature on 
policy matters requires knowledge of the relevant fi eld for which the particular 
policy has to be formulated, as well as of the implications that implementation 
and enforcement of such policy may have. It is therefore necessary for public 
managers to convey all the information relevant to the formulation of policy 
to the legislature in a coherent manner. In addition, the various possibilities 
should be assessed so that priorities can be set once costs and other factors 
have been taken into account. In the policy-making phase, the task of public 
managers is therefore aimed mainly at giving advice, supported by facts and/
or expert knowledge, as well as practical experience.

The above shows that the skills required for policy-making relate mainly to 
assessing factual matters and advising the legislature of the outcome. The 
leadership role of public managers in this regard is vitally important, especially 
when taking into account that, in view of their expert knowledge, they can 
undoubtedly infl uence policy-making.

Apart from policy-making, public managers also contribute leadership to 
the implementation and execution of the stated policy (pursuing the stated 
objectives). As a rule, policy is set out in broad terms only and public managers 
are expected – in view of their knowledge and experience – to lend substance 
to the provisions by setting them out in detail so that they can be implemented. 
Because government policy is aimed at bringing order or direction to community 
life, we can expect that it will have some infl uence on the community as a 
whole or on parts of the community. Consequently, public managers have to be 
meticulous in ensuring that the regulations made to enforce the stated policy will 
not be contrary to the policy. They also have to take care that the community, 
or parts thereof, will not be worse off after the policy has been implemented. 
In this regard, public managers are expected to take the lead in ensuring that 
the results achieved by implementing the policy, as well as any preliminary 
steps taken to eliminate the shortcomings of the policy, are brought to the 
attention of the legislature without delay. Public managers therefore need to 
have the skills to interpret policy in a way that will promote the objectives of 
the legislature, without bringing hardship to the community.

3.5.2 Leadership in organisational actions

In view of the scope of their institutional activities, liaison and coordination 
with other government institutions and close involvement in organisational 
arrangements that apply institutionally to the particular manager’s department, 
division or section, public managers can be expected to be familiar with the 
relevant theories of organisation. Such knowledge can be especially useful 
when public managers have to undertake the huge task of organising.

The nature and scope of organising will usually determine the skills that 
public managers will need. Knowledge of vertical and horizontal division of 
labour aimed at specialisation is also necessary. Public managers should know 
instinctively when division of labour is required, especially in cases where 
people are required to perform multiple tasks. Specialisation does not make 
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the job of public managers any easier, for not only do they have to keep up to 
date in the various specialist fi elds in their institutions, but they also have to 
make organisational arrangements to ensure optimum utilisation of specialists.

Coordination is one of the main functions for which public managers are 
responsible. Firstly, they need to ensure that the respective departments, 
divisions or sections of an institution are internally coordinated. Secondly, 
they perform an important leadership function in ensuring that the activities 
of similar or related institutions are coordinated externally. By virtue of their 
activities and their positions in the hierarchy of an institution, public managers 
can make a decisive contribution to the coordination of government activities. 
This task is made diffi cult by the scope and variety of government functions.

Public managers should also have particular skills in delegating responsibilities. 
If, for example, they delegate too few of their responsibilities to subordinates, 
they will remain saddled with petty tasks and their subordinates, who aspire 
to greater responsibilities, may become resentful. However, in cases where 
public managers delegate excessively, it may have the opposite effect, because 
their subordinates may have to face important decisions that should, in fact, 
be the responsibility of managers. There is no clear golden rule when it comes 
to delegation. It is advisable, however, to bear in mind that a public manager 
delegates those activities that his or her subordinates can perform equally well, 
while the manager performs those activities that require decisions that may 
have far-reaching consequences for the community.

3.5.3 Leadership in financial planning and programming

Public managers are responsible for formulating budget proposals for approval 
by the legislature. Thereafter, they have to provide leadership so that the 
programmes that have been approved in the budget will be carried out effectively. 
Because of their positions in the hierarchy and their wide knowledge of the 
operations of the institution, public managers are in a good position to inform 
the legislature on the progress of existing programmes, changes, extensions or 
even cessation of some programmes, and on new programmes that have been 
proposed. Preparing the budget has become a very comprehensive and complex 
task, and it is not possible for members of the legislature to be familiar with 
the whole process. Consequently, they have to rely heavily on the knowledge 
and skills of public managers.

In preparing draft programmes, public managers are expected not only to 
have the necessary knowledge of and insight into prevailing conditions, but 
also to anticipate future conditions. This enables them to plan programmes 
that will run for several years and meet the demands that will arise in future. 
Financial planning makes high demands on the abilities of public managers: 
on the one hand, they have to abide by the will and wishes of the legislature, 
and on the other, they have to be realistic about the feasibility of such plans in 
practice. Public managers should strive to utilise fi nancial resources in a way 
that will ensure favourable outcomes, even if there are signifi cant changes in 
conditions in future. As we have said, fi nancial decisions need to be guided by 
knowledge of prevailing conditions and projections of future conditions. If this 
does not happen, wrong information may be made available to the legislature, 
and this may mean that the programmes that are approved will not meet the 
demands of the time.
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3.5.4 Leadership for providing and utilising personnel

Public managers need to ensure that a policy for providing and utilising personnel 
is in place. Personnel provision, or staffi ng, refers mainly to establishing a job 
structure and formulating prescriptions and regulations for appointments, 
placement, training, merit assessments, promotions, disciplinary measures 
and retirement.

In addition to having to ensure the proper performance of staffi ng functions, 
public managers also have to provide leadership in the utilisation of personnel. 
One of their duties is to endeavour to inspire their subordinates to perform 
optimally. Public managers’ own level of enthusiasm and productivity should 
set an example for their subordinates. Public managers also need to create 
opportunities for subordinates to express their creativity and to show what 
they are capable of achieving. As management, they should provide the kind 
of leadership that will make each subordinate feel that he or she is a valuable 
member of a group and can make a meaningful contribution to the successful 
functioning of the group.

3.5.5 Leadership in designing and implementing work methods 
and procedures

Government operations cannot be conducted effi ciently without specifi c work 
methods and manuals for procedures. The reality is that public institutions have 
to pursue ever more numerous and comprehensive objectives. Technological 
developments enable public managers to use improved and labour-saving 
techniques, which necessitate adjustments to existing work methods and 
procedures. Public managers are expected to take the lead in this regard. This 
does not imply that subordinate offi cials should stagnate and should show no 
initiative or make no contribution. On the contrary, public management should 
expect their subordinates to provide them with expert opinions in this respect.

3.5.6 Leadership role in control and accountability

Public institutions should make internal arrangements to ensure accountability 
for the activities of the institution. At central government level, the directors-
general of state departments are the heads of top management and, at the same 
time, the accounting offi cers. As accounting offi cers, they are held accountable 
not only for collecting, safeguarding and spending public money, but also for 
the performance of other administrative functions. Consequently, accounting 
offi cers should take the lead in establishing and enforcing legal and other 
prescriptions, as well as control measures relating to the executive operations of 
their respective institutions, so that they can give an account of such activities. 
Accounting offi cers cannot personally exercise control in all circumstances. 
They will therefore delegate some responsibility to subordinate offi cials, who 
will then be responsible to the accounting offi cers.

3.3

  Write down the six administrative activities in which public managers play 
a leadership role.
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  Explain the leadership role of public managers in respect of each of the 
above administrative activities in your institution.

  Compare your answer with sections 3.5.1 to 3.5.6. Which other leadership 
skill(s) that public managers should possess in performing particular 
administrative duties, which were not mentioned in sections 3.5.1 to 3.5.6, 
can you identify? Write these down.

3.6 Summary

  Leadership involves those activities that give direction and are aimed at 
infl uencing and utilising the personnel of an institution to perform to the 
best of their physical and mental abilities.

  There are three distinct types of requirements that public managers should 
meet to be successful leaders, namely physical requirements, such as health 
and vitality, personality requirements, such as dedication and loyalty, and 
skills requirements, such as communication and motivational skills.

  Public managers can set an example for subordinates by doing the following:

 – challenging the job situation
 – sharing their vision with subordinates
 – enabling subordinates to contribute
 – preparing the way for realising objectives
 – encouraging subordinates

  Public managers have to play a leadership role in certain administrative 
activities, including policy-making, organisational operations, fi nancial 
planning and programming, personnel provision and utilisation, work 
methods and procedures, and control and accountability.

3.7 Questions for self-evaluation

(1) Explain in detail what leadership involves.
(2) What are the requirements for leadership? Discuss in detail.
(3) Explain how public managers can lead their subordinates by setting an 

example.
(4) Describe and explain the nature of the leadership role of public managers 

in administrative activities.
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3.8 Recommended reading

Schermerhorn, JR. 2005. Management. New York: Wiley.
Teelken, C, Ferlie, E & Dent, M. 2012. Leadership in the public sector: promises 

and pitfalls. New York: Routledge.
Van der Waldt, G. 1999. Managing for excellence in the public sector. Kenwyn: 

Juta & Co.

FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 3.1 Use sections 3.3.1 to 3.3.3 as a guideline for preparing your 
proposal.

Activity 3.2 The maximum points for the exercise is 150.

Add the scores that you have allocated and calculate 
the percentage score by dividing your score by 150 and 
multiplying the result by 100.

See where you rate on the following scale:

PERCENTAGE DESCRIPTION
90%–100% Your leadership is excellent.
70%–89,9% Your leadership is good.
50%–69,9% Your leadership is satisfactory.
0%–49,9% Your leadership needs attention.

Activity 3.3 In view of the prominent positions that managers hold, they 
can be expected to give leadership in the following fi elds of 
public administration:

  the administrative fi eld, characterised by the performance 
of administrative functions, including policy-making, 
organising, fi nancing, providing and utilising personnel, 
establishing work methods and procedures and exercising 
control

  the functional fi eld, in which duties are performed in 
accordance with their particular offi ces, for example 
nursing, law and education

  those fi elds in which ancillary activities are performed, 
such as electronic data processing and systems analysis
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SELF-EVALUATION QUESTIONS

Question 2 The personality requirements for public managers include 
the following:

  emotional maturity and awareness of own shortcomings
  irreproachable integrity and behaviour that never puts 

self-interest above the interests of the institution or the 
public at large

  dedication and loyalty to the institution and the public 
– public managers should show courage and persistence 
in the achievement of objectives

  enthusiasm and drive for the task to be performed so as 
to persuade subordinates of its signifi cance

  self-assurance, which will instil confi dence in subordinates
  eloquence that will enable them to state their case clearly, 

deliberately and effectively
  willpower or determination to persist when having to 

work alone

Question 4 The skills required of public managers in a leadership role are:

  insight arising from wide experience and not based only 
on knowledge

  technological and scientifi c knowledge to identify the 
possible applications of available aids for the purpose of 
rational decision- making

  communication skills so as to listen with understanding 
and to communicate meaningfully with subordinates

  ability to educate subordinates on certain aspects relating 
to their work

  ability to unite a group of individuals into one team and 
to work with the team and convey their (the managers’) 
own knowledge and experience to members of the team

  ability to pursue clearly defi ned and realistic objectives
  insight to recognise the relationship 

between complex community life and wide-ranging 
government activities

  motivational skills to create a favourable climate and 
environment that will inspire subordinates to a high level 
of performance



PUB3701/1 37

Leaders for optimum realisation of government objectives

NOTES



38

 



PUB3701/1 39

LEARNING OBJECTIVES

After completing this study unit, you should be able to

  describe prioritising
  name the considerations that public managers need to take into account 

when setting priorities
  list the skills required of a public manager to improve the quality of prioritising

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  constructive thinking
  mediation
  prioritising
  values

4.1 Introduction

A characteristic of societies, including South Africa, is that communities have 
unlimited needs, while the resources – such as money, equipment and personnel 
necessary to meet these needs – are limited. It is therefore impossible for public 
institutions to supply all the goods and services that their communities need 
simultaneously.

As a result, public managers are expected to prioritise the many activities that 
are required. In the public sector, prioritising is a complex issue that demands 
certain skills from public managers. In this study unit we look at some of the 
issues that public managers need to consider when setting priorities.

S T U D Y  U N I T 

4PRIORITISING
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4.2 What is prioritising?

Prioritising refers to the order of precedence in which goods and services 
are to be delivered to a community. This means that goods and services 
to be delivered to a community are arranged in order of priority and 
then delivered according to such sequence, subject to the availability of 
resources. For example, when a municipal council decides to give highest priority 
to measures aimed at uplifting a community, they may do so at the expense 
of other services. Such prioritisation may mean that issues such as housing, 
cultural activities and combating unemployment in a particular community 
will enjoy precedence over other activities.

4.3 Setting priorities

Public managers play an important role in setting priorities. The value of their 
contributions is based on their specialised knowledge, which allows them to 
advise political functionaries on the possible implications of such priorities for 
an institution. The advice offered by public managers in this regard includes 
setting out the advantages and disadvantages of the ranking of priorities, 
preparing the schedule for implementing a certain priority, and calculating 
the costs attached to each priority.

The annual budget is one of the main frames of reference that public institutions 
use in deciding their priorities. Managers play a special role in preparing the 
budget proposal by advising political functionaries on which of the many goods 
and services should be singled out for delivery and which should be abandoned 
in view of limited funding.

As we have said, prioritising is complex and it is not always obvious which 
issues deserve preferential treatment. For example, a municipal council may 
be of the opinion that establishing industries should enjoy priority during a 
particular fi nancial year, while many of the residents may feel that the council 
should rather address the water shortage. Residents may feel that money 
spent on advertising to attract industries would be better spent on developing 
alternative water sources.

Because public managers are often confronted with confl icting opinions of this 
nature, they need to be highly skilled when advising political functionaries 
on the considerations that are relevant in setting priorities. We now look at 
some of the considerations that will require the attention of public managers 
in this context.

4.3.1 Considering conflicting community interests

As you have seen, members of a community have numerous and sometimes 
divergent needs to be satisfi ed. As the fi nancial capacity of public institutions 
is limited, they can meet only some of the needs. Public managers have no 
choice but to select some of these confl icting interests or needs, and to decide 
which needs should enjoy priority treatment. For example, an interest group 
in a particular residential area of a city may be making a concerted effort to 
persuade the municipal council to build a business centre in the area. There 
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may also be another interest group in the same residential area attempting to 
persuade the council that sports facilities should be developed on the same site.

In assessing the merits of each request, it may be that sports facilities are the 
most pressing need for the particular community. The political implications, 
however, of refusing to develop the business centre at that stage may be such 
that the manager(s) will advise the municipal council to comply with the request 
for developing a business centre. In such cases, public managers will have to 
advise the council to base its decision either on the desirability of goods and 
services or on political expediency.

As you have seen from the above example, confl icting community interests create 
the possibility of political confl ict. Although public managers avoid becoming 
involved in politics, it is their job to be aware of the political repercussions 
of certain priorities and to make sure that such information is passed on to 
political functionaries. They cannot withhold information simply because they 
want to avoid politics.

4.3.2 Upholding values

Prioritising in the public sector cannot be based purely on factual information 
and rational arguments. It is also important to uphold the prevailing values.

Values may be regarded as the beliefs of people about a particular state 
of affairs and such beliefs may be selectively used as criteria for deciding 
priorities, to choose between alternatives and as justifi cation for proposed 
or actual actions. Values show people what is right or wrong, what is fair 
or unjust, and what is good or bad, in other words, they point out how 
things “ought to be”.

Prioritising is often complicated because people have different values when 
it comes to a particular issue, and these may lead to differences of opinion. 
Since public managers advise political functionaries on the values that prevail 
in a community at a particular point in time, we can expect that the task of 
public managers will not be without confl ict in this regard. In an attempt to 
reach consensus on the values that should apply in prioritising, the following 
guidelines for public managers are recommended:

  The premise should be that differences of opinion between people and 
groups will arise as a result of different values.

  Personal values are usually acquired subjectively and vary from one individual 
to the next.

  People are not necessarily aware of one another’s values.
  Individuals tend to argue that their own values are ‘’normal’’ and that other 

individuals need to adopt these values.
  An informed person is generally aware that individuals have different values 

and that these values can sometimes give rise to confl ict.

Public managers need to use special skills when setting priorities in order to 
avoid or limit confl ict situations. It may be advisable to identify those values 
that can affect priorities early on. In setting priorities, managers should take 
care not to let their own personal values be decisive, but to base their decisions 
on the values of the community at all times.
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4.1

A community made up mostly of needy pensioners has requested the particu-
lar municipal council to develop a water-borne sewage system. At the same 
time, the council has launched an investigation into the supply of water to 
the community, and this has shown that the existing water source needs to 
be supplemented from an alternative source at a cost of about R500 000. The 
council does not have suffi cient funds and will have to borrow money for both 
these projects.

As public manager for the particular municipal authority, you are requested to 
make a recommendation to the council on the priority of each of the proposed 
schemes. What will you recommend?

4.3.3 Capacity of public institutions

One of the main considerations for public managers in setting priorities is 
whether the institution and, by implication, the community can afford the 
goods and services. Although this is an important consideration, it is not 
always possible for public institutions to use their ability to deliver as the 
decisive measure in prioritising. One example is where a municipal council 
provides transport services in an urban area. Such services are generally not 
fully utilised, but for the sake of those members of the community who do not 
have their own transport, municipal councils in urban areas have to provide 
such services, even if it is sometimes diffi cult to afford them.

4.2

  Write down the various considerations that public managers have to take 
into account when setting priorities.

  Can you think of any other considerations that may be relevant in setting 
priorities?

  Explain why you have selected these additional considerations.
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  Explain what each of the considerations listed in the fi rst question involves 
and then compare your answer with the study material.

4.4 Skills required to Improve the quality of prioritising

Public managers need certain skills to ensure that they manage prioritising 
effi ciently. These skills include the following:

4.4.1 Ability to adapt to changing circumstances

Changing conditions in the public sector present new challenges to public 
managers to meet the demands of our time. Managers should be sensitive to 
any sign of change that may infl uence the conditions of their work. They should 
realise that the new policies and structures do not necessarily bring about more 
extensive and complex administrative procedures. These policies and structures 
do, however, bring about changes to administration and management in line 
with the requirements of changing circumstances. Changing circumstances 
require the following of public managers when priorities are determined:

  They should be able to identify and analyse new issues to ensure that they 
can take well-considered decisions.

  They should be able to recognise when new solutions, instead of trusted 
existing solutions, are required to execute work programmes.

  They should be able to formulate issues in simple terms that will enable 
them to prioritise initiatives for resolving the issues easily.

  They should use crises that result from changing circumstances as 
opportunities to learn.

  They should know how to deal with uncertainty and instability, and they 
should be able to accommodate change.

  They should be able to keep confl ict under control.
  They should be able to use resources when they need to deal with issues.
  They should always strive to be realistic and treat people with respect, 

especially during times of tension.

4.4.2 Constructive thinking

When public managers set priorities, they should not be infl uenced by 
insignifi cant factors. Instead, they should approach their work with the right 
attitude, realising what their responsibilities are. They should know right 
from wrong and give their subordinates clear, rational guidelines on which 
to base their activities. As constructive thinkers, managers should use the 
ultimate goals of work programmes as the points of departure for their work. 
Managers who know exactly which results are being sought should take the 
right steps to ensure that those results are achieved. If managers wish to fi nd a 
successful solution, they should ensure that every team member is committed 
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to achieving the set goals. When team members are committed, cooperation 
(instead of competition) becomes the norm.

4.4.3 Mediation

Public managers should set their priorities and take their decisions in such a 
way that they act as mediators between rival interests to satisfy all the different 
stakeholders involved. Therefore, public managers should be well informed 
about the political, economic, social and other factors that may play a role 
when priorities are determined. They should study the relevant legislation 
very carefully and make sure that they understand the roles played by all the 
stakeholders, because these factors will infl uence the setting of priorities.

As mediators, public managers should keep the community informed about 
the priorities of public institutions, as well as communicate the needs of 
the community to political offi ce bearers to ensure that priorities are based on 
the true needs of the community. Setting priorities is therefore not a unilateral 
process. The community should not only be informed about the priorities set 
for service delivery; the expectations of the community and its reaction to these 
priorities should also be taken into account and communicated to political 
decision-makers.

4.4.4 Proactive formulation of policies

Public managers also need to be proactive formulators of policies and should be 
able to identify strategies for dealing with the unknown. They should be able 
to react to urgent public needs, which might mean that priorities contained in 
policies must be adapted to changing circumstances and existing arrangements, 
rationalised within a very brief period.

4.4.5 Introduction of enterprising reform

Public managers who are also enterprising reformers will not hesitate to be 
innovative when they determine priorities. Managers should keep abreast of 
new ideas. If it becomes clear that the implementation of new ideas will promote 
service delivery, public managers must be willing to embrace these ideas and 
adapt existing work programmes where necessary.

4.4.6 Consultation

As consultants, public managers should be able to advise political offi ce bearers 
on priorities. As such, they should be well informed about specifi c fi elds and 
the implications of implementing policies with certain priorities in those fi elds.

4.4.7 Effective communication

When priorities are set, public managers should communicate continuously with 
different persons and authorities. This also means that they must communicate 
with co-managers to learn about their views on priorities so that meaningful 
recommendations can be made to political offi ce bearers. Public managers 
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should also communicate with concerned members of the public to determine 
what their real needs and most important priorities are. They should, of course, 
also communicate with political offi ce bearers about various other matters, 
such as the funds required to meet certain important needs.

4.5 Summary

  Prioritising means that those in positions of authority decide the order of 
precedence in which goods and services should be delivered to a community.

  Public managers need to choose between confl icting interests (needs) in 
a community to decide which of the needs should receive priority treatment. 
They also need to take into consideration that people may have different 
values and opinions on an issue, which can complicate prioritising. In 
addition, they need to consider whether the goods and services are affordable 
in order to determine whether the institution has the capacity to deliver 
the particular goods or services.

  A public manager needs the following skills to improve the quality of 
prioritising:

 – adaption to changing circumstances
 – constructive thinking
 – mediation
 – proactive formulation of policies
 – introduction of enterprising reform
 – consultation
 – effective communication

4.6 Questions for self-evaluation

(1) Explain what you understand by the term “prioritising”.
(2) Describe the considerations that public managers need to take into account 

when setting priorities.
(3) Describe the skills that public managers should have to improve the 

quality of prioritising.

4.7 Recommended reading

Monk, P. 2011. Prioritising customer service. Government News 31( 4):22-23.
Olynk, N. 2012. Prioritizing HR management time. AgriMarketing 50(1):44.
Pani, PK. 2012. Time management and task trap. Anusandhanika 4(2):14-17.
Stoessel, AA. 2012. Time management: prioritizing to-do list can help limit 

stress. Crain’s Cleveland Business 33(11):15.
Valentine, S. 2012. Public management and administration. London: Taylor & 

Francis.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 4.1 Taking into account the considerations that are relevant to 
setting priorities in this instance, namely the capacity or 
ability of public institutions, you will probably recommend 
the following:

  although the sewage scheme may be of special importance 
to the town’s residents because it will enhance their quality 
of life, it will be desirable for the municipal council to give 
priority to the water supply scheme. The water supply is 
not only essential, but supplementing the water source 
will have to be fi nanced by taking out a loan, which will 
already burden the community with interest and capital 
repayments.

  the fact that the community does not have the fi nancial 
ability to fi nance both schemes means that the council 
will be advised against the sewage scheme requested by 
the community.

Activity 4.2 Incorporate the following aspects in your answer:

  considering confl icting community interests
  upholding values
  capacity of public institutions

SELF-EVALUATION QUESTIONS

Question 1 Prioritising refers to the order of precedence in which goods 
and services are to be delivered to a community. This means 
that goods and services to be delivered to a community are 
arranged in order of priority and then delivered according 
to such sequence, subject to the availability of resources. 

Question 3 A public manager needs the following skills to improve the 
quality of prioritising:

  adaption to changing circumstances
  constructive thinking
  mediation
  proactive formulation of policies
  introduction of enterprising reform
  consultation
  effective communication
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  briefl y explain what planning and programmed planning (programming) 
involve

  name the requirements for an effective programme
  describe the value of programmed planning
  identify the steps in the planning process

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  planning
  programming

5.1 Introduction

In view of the scope of government activities for which public managers are 
responsible, we can expect that the solutions to problems will not always be 

S T U D Y  U N I T 

5PLANNING AND PROGRAMMING 
FOR EFFECTIVE EXECUTION 
OF GOVERNMENT POLICIES



48

 

simple. To satisfy the greater part of the community, public managers have to 
prioritise the sequence in which programmes will be implemented, investigate 
possible alternatives to meet the diverse needs of the community, and choose 
between alternative plans of action. To ensure rational choices that will benefi t 
the majority of people in the community, very careful planning is needed.

5.2 What are planning and programmed planning?

Planning means that the public manager directs the course of the institution 
and sets objectives in this regard. It includes identifi cation and evaluation 
of – and choosing between – possible alternatives to realise objectives in 
the future.

Planning makes it possible to determine how the needs of a community will 
be satisfi ed within the overall policy of the legislature. When formulating 
alternatives for implementing government policy and simultaneously meeting 
the needs of the community, it is vitally important that all public managers of 
the department, divisions or sections preparing the plans be involved so that 
each one can make a contribution to the total plan. This makes it possible to 
utilise the expertise of the various public managers. By submitting planning 
proposals, they can show how government objectives can be realised both in the 
short- and long- term. It offers them the opportunity to transform the political 
policies of the legislature into executive programmes and to plan how these 
programmes will be carried out over a particular period of time, as resources 
become available.

Public managers should note that planning is not a once-off event. Planning 
should be ongoing to ensure that no resources are wasted in realising either 
short- or long-term objectives. Planning is a recurrent function, which relates 
to future actions. Careful planning makes it possible to determine who will be 
responsible for particular decisions, how, by whom and where such decisions 
will be carried out, and how the goals will be achieved. Planning is therefore 
always linked to decisions made in the present in respect of actions that will 
take place in the future.

Public managers should distinguish between strategic planning and tactical 
or operational planning. Strategic planning covers the entire institution (it 
enables managers to see the institution as a whole system) and it includes the 
establishment of the overall objectives of the institution. Tactical or operational 
planning, on the other hand, provides specifi c detail on how the overall 
objectives are to be achieved. In other words, strategic planning focuses on 
the bigger picture, while tactical planning focuses on the specifi cs (details) 
within that bigger picture.

If decisions (for instance strategic plans) are converted into executive 
programmes (tactical plans), we refer to this process as programmed 
planning or programming. The pursuit of objectives is thus expressed in the 
form of programmes. During programming, the actions or activities to be 
performed in pursuit of certain objectives are logically and systematically 
set out, with a clear indication of the expected costs of each programme, 
the number of personnel required and the time it will take to perform the 
various activities to realise the goal.
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In other words, the strategic plans are expressed in further detail, fi rstly 
to facilitate their execution and, secondly, to ensure that the plan is being 
executed effectively. To realise a particular objective, it may be necessary 
to develop an entire series of related work programmes. Some of these 
programmes may begin only after another programme has been concluded, 
while some programmes will run concurrently. In this way, a network of 
programmes may be necessary to achieve a particular objective.

5.3 What are the requirements for an effective programme?

An effective programme should meet the following requirements:

  The objective of the programme should be identifi ed.
  The means and activities whereby the programme will be carried out should 

be set out in the programme.
  Alternative means and methods of realising the stated objectives in the most 

effective way possible should be identifi ed.
  The expected cost of the project, the number of personnel necessary and 

the time it will take to perform the various activities should be calculated.
  The links between the various activities in the programme should be 

identifi ed.

5.4 What is the value of programmed planning?

Programmed planning makes it possible for public managers to fi nd answers 
to the following questions, among others:

  Which short- and long-term objectives will be pursued?
  Which short- and long-term programmes are essential to achieve the 

particular goals?
  In which fi nancial year will certain programmes be carried out and/

or completed?
  How can the various executive programmes contribute, in a coordinated 

manner, to realise objectives most effectively?
  How can alternative solutions, if necessary, be adapted on an ongoing basis 

in order to use resources, such as funds and personnel, most effectively?
  Will the current control measures be adequate for establishing the 

accountability that legislators need in order to determine how effectively 
policy objectives are being pursued and/or realised by means of the respective 
programmes?

  How should work methods and procedures be assessed to promote 
effectiveness and to keep abreast of changing conditions?

  What are the short- and long-term implications of the programmes that may 
result in existing programmes being reviewed and/or abandoned?

The above information shows that the activities of public managers should not 
be undertaken in an ad hoc manner, but should show evidence of programmed 
planning. To ensure that their activities will be seen as professional and carefully 
considered, public managers will have to use programmed planning as a matter 
of priority.
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5.1

  What is your view of planning and programmed planning (programming)?

  What can your institution do to ensure that activities are programmed 
effectively?

  Why would you say programmed planning is essential in your institution?

5.5 What are the steps in the planning process?

Public managers need to be aware that planning is facilitated and improved 
if it is approached as a process consisting of various steps. A considerable 
number of decisions have to be made during the planning process, and because 
decision- making is one of the management functions of public managers, 
the steps in the planning process will be similar to the steps in the decision-
making process. The steps in the planning process form an integrated whole 
and cannot really be separated. For purposes of analysis, however, we divide 
the planning process into separate steps in the discussion below.

5.5.1 Making policy on the matter being planned

Public managers perform their management functions in a political environment, 
so the planning function is also linked to the political system of a particular 
country. For this reason, public managers who are involved in planning need 
to realise that this function may be integrated into the political process in that 
fi nal plans need to be submitted to political functionaries for approval, in view 
of legal implications. Certain actions that are being planned may be contrary to 
current policies and political views; therefore, it is essential to obtain the opinions 
of as many of the role-players in the policy-making process as possible (at both 
administrative and political levels) before commencing with a plan of action.

5.5.2 Determining the needs in the environment

Planning actually begins when public managers consider the needs of society. 
It is the task of public managers to determine the needs in the environment and 
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to use these needs as opportunities for the public institution and as guidelines 
for further action.

5.5.3 Setting objectives

The next step in the planning process is to set objectives for the various functional 
organisational components of a public institution. The mission and goals of 
the public institution infl uence the objectives that are formulated and should 
be taken into account by public managers who are setting objectives for the 
various functional components of their organisations. The following example 
illustrates the process of setting objectives in the public sector. The mission of 
a state department that deals with agricultural issues may be to deliver effi cient 
and effective services to promote optimum utilisation of agricultural resources 
and product marketing for the benefi t of society as a whole. A typical goal for 
such a mission would be to deliver economic, marketing and regulatory services 
in the fi eld of agriculture. For a particular goal such as delivering marketing 
services, a specifi c objective may be formulated, for example to direct the 
marketing of agricultural products and to coordinate policy in respect of local 
trade in agricultural products.

5.5.4 Making predictions and evaluating existing resources for 
executing plans

Predictions are based on changes taking place in the environment and 
are intended to identify critical factors that may affect government 
activities. Public managers can therefore make assumptions on what 
the future may hold and make provision for these events in the plans 
that are to be carried out. If public managers predict, for example, that 
tension in the social environment may increase the number of psychiatric 
patients, they need to plan to make health services available according to 
the anticipated need. Planning of government services should be focused 
largely on administrative implications because the availability of human 
resources (personnel provision and utilisation) and money (fi nancing) 
always seems to be a problem. Having made predictions, public managers 
should plan to have people and money available in the future.

5.5.5 Identifying alternative plans of action

Once predictions have been made and the availability of resources has been 
evaluated, public managers need to consider alternative plans of action to meet 
the needs that have been identifi ed. It is important to consider the costs that 
will be incurred and the benefi ts to be achieved for all alternatives. In preparing 
alternatives, each manager who is involved in the plan will have to play a role in 
setting out the contribution to be made by his or her division. Generally, this step 
makes public managers responsible for submitting proposals to political offi ce 
bearers on how to carry out political policy by way of executive programmes 
over a period of one year or more (programmed planning).
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5.5.6 Deciding on a plan

In the public sector, deciding on a specifi c plan is the responsibility of the 
political authorities (i.e. the Cabinet, parliament or municipal council) and 
management (top management, middle management and junior management) 
because these role- players are charged with the effective management and 
administration of government institutions. This implies that before a plan can 
be selected, junior and middle managers need to submit their alternative plans 
to top management so that they can consider the relevant implications (political 
as well as administrative), after which the plans are submitted for approval 
(i.e. selection) by the political authorities. Once the political authorities have 
ratifi ed the selected plan, public managers can proceed with implementation. 
Not all plans need to be submitted to the political authorities for approval. 
Legal provisions and prescriptions usually indicate which plans require such 
approval and which do not. For example, Cabinet’s present approach is to allow 
public managers greater management autonomy, which implies that approval 
of plans will increasingly be left in the hands of public managers.

5.5.7 Implementing the plan

As soon as a plan has been approved, the political authorities instruct the public 
managers to implement the plan. In preparing work programmes, the functions 
of those involved in carrying out the plan are set out in detail. Implementation 
of the plan is unavoidably linked to the budget, because expenses are incurred 
in each public action. This means that public managers have to implement the 
plans and work programmes in accordance with the substantial provisions of 
the budget.

5.5.8 Evaluating the plan

The planning phase does not end once the plan has been implemented. It is 
the responsibility of public managers to assess the success of the plan. For 
this reason, specifi c standards for executing the plan need to be set and public 
managers need to assess whether such standards have been met.

5.2

  How does the planning process take place in your institution? Explain your 
answer.

5.6 Summary

  Planning means that the public manager directs the activities of the institution 
and sets objectives in this regard. It includes identifi cation, evaluation and 
selection of alternatives for realising objectives in the future.



PUB3701/1 53

Planning and programming for effective execution of government policies

  Programmed planning (programming) means that plans are converted into 
executive programmes. The realisation of objectives is therefore expressed in 
the form of programmes. During programming, the actions or activities to 
be performed in pursuit of certain objectives are logically and systematically 
set out, with a clear indication of the expected cost of each programme, 
the number of personnel required and the time it will take to perform the 
various activities to realise the goal.

  For a programme to be effective, it must be possible to identify the following 
in the programme:

 – objective
 – means and actions for carrying out the programme
 – alternative solutions
 – expected costs of the project, number of personnel needed and time frame
 – links between the various activities

  The value of programmed planning is that it sets out the following:

 – short- and long-term objectives
 – short- and long-term programmes
 – the fi nancial year in which particular programmes are to be carried out 

and/or completed
 – how the various executive programmes contribute in a coordinated 

manner to the realisation of objectives
 – the way in which alternative solutions and means should be identifi ed 

and modifi ed
 – whether control measures will be adequate to assess the effectiveness of 

pursuing policy objectives by means of the various programmes
 – the way in which work methods and procedures are to be assessed
 – short- and long-term implications of programmes

  The planning process consists of the following steps:

 – making a policy on the particular matter being planned
 – assessing needs in the environment
 – formulating an objective
 – making predictions and evaluating existing resources for carrying out 

plans
 – identifying alternative plans of action
 – deciding on a plan
 – implementing the plan
 – evaluating the plan

5.7 Questions for self-evaluation

(1) Explain what you understand by the concepts of planning and programmed 
planning (programming).

(2) What are the requirements for an effective programme?
(3) Why can programmed planning be of value to an institution?
(4) Describe and explain the planning process.
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5.8 Recommended reading
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Van der Waldt, G & Du Toit, DFP. 1997. Managing for excellence in the public 
sector. Kenwyn: Juta.

FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 5.1 The following requirements are necessary for a programme 
to be effective:

  the objective of the programme should be identifi ed.
  the means and activities whereby the programme will be 

carried out should be set out in the programme.
  alternative means and methods of realising the stated 

objectives in the most effective way possible should be 
identifi ed.

  the expected cost of the project, the number of personnel 
necessary and the time it will take to perform the various 
activities should be calculated.

  the links between the various activities in the programme 
should be identifi ed.

Activity 5.2 The planning process consists of the following steps:

  making a policy on the particular matter being planned
  assessing needs in the environment
  formulating an objective
  making predictions and evaluating existing resources for 

carrying out plans
  identifying alternative plans of action
  deciding on a plan
  implementing the plan
  evaluating the plan

SELF-EVALUATION QUESTIONS

Question 1 In planning, the manager directs the course of the public 
institution and sets objectives in this regard. Planning 
includes identifi cation and evaluation of – and selection 
between – alternative possibilities for goal realisation in 
the future.

  programmed planning (programming) means that 
plans are converted into executive programmes. The 
realisation of objectives is therefore expressed in the form 
of programmes. During programming, the actions or 
activities to be performed in pursuit of certain objectives 
are logically and systematically set out, with a clear 
indication of the expected cost of each programme, the 
number of personnel required and the time it will take to 
perform the various activities to realise the goal.
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Question 2 For a programme to be effective, it must be possible to identify 
the following in the programme:

  objective
  means and actions for carrying out the programme
  alternative solutions
  expected costs of the project, number of personnel needed 

and time frame
  links between the various activities
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  explain what decision-making involves
  explain how managers can strive for rational decision-making

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  decision-making
  rational decision-making

S T U D Y  U N I T 

6THE PURSUIT OF RATIONAL 
DECISION-MAKING
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6.1 Introduction

The implications of decision-making often become clear only after decisions 
have been made. When making decisions, public managers – in collaboration 
with political authorities – should always take into account who will be affected 
by their decisions, and to what extent. Because decision-making can have a 
real effect on the community’s quality of life, public managers have a special 
responsibility to ensure that decisions are made most judiciously.

Rational decision-making in the public sector is a complex and diffi cult task 
because the environment from which the needs of society emanate contains 
many variables. Planning and decision-making for the future are affected 
by these variables, and the particular action decided on may not necessarily 
produce the best results.

In making decisions, public managers usually get to deal with certain factual 
situations, but they also have to deal with values. For example, the fact may 
be that a person has arrived late for work. According to this person’s values, 
however, being late was justifi ed because he fi rst visited his sick grandmother in 
hospital. Therefore, it is the responsibility of the public manager to continually 
weigh facts and values before making a decision.

6.2 What is decision-making?

Decision-making is often referred to as exercising a choice. Decision-makers 
choose between alternative solutions that have been identifi ed to contribute to 
realising some objective or another. As a rule, the alternative that is selected 
should be the most suitable of the possible solutions to achieve the most 
benefi cial results in particular circumstances.

According to Anderson (1979:7) decision-making involves “the choice of 
an alternative from among a series of competing alternatives”. Cornell 
(1980:9) argues that decision-making ‘‘is an act, but an act requiring 
judgement. A judgement requires a choice to become a decision. Therefore, 
if there is no choice, the decision already has been made. It is where 
alternatives exist that the act of decision-making becomes meaningful”. 
Hanekom and Thornhill (1993:58) state that decision-making is an instant 
in a process in motion at which factual and value premises apply and where 
a deliberate choice is made between alternative solutions. Snyders, Bruck 
and Sapin (1962:90) are of the opinion that decision-making “is a process 
which results in the selection from a socially defi ned, limited number of 
problematical alternative projects, of one project intended to bring about 
the particular future state of affairs envisaged by the decision-makers”.

The above defi nitions show that decision-making is merely a choice between 
alternative solutions. Decision-making refers to a process of activities of which 
selection is only one part. So we have two meanings attached to decision-
making. Decision-making, in general, refers to a complex process that starts 
with becoming aware of a need for change and concludes with approval and 
implementation of a plan of action.

Both these meanings of decision-making are relevant because the one cannot 
be separated from the other. Although we may regard decision-making as an 
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instant in a process in motion at which a deliberate choice is made between 
alternative solutions, it is nevertheless essential to conduct certain steps before 
such choice can be made. Issues such as identifying and defi ning an objective 
and analysing and considering identifi ed alternative solutions will generally 
take place before a choice can be made. Similarly, the process will be incomplete 
unless a choice is made once these actions have been carried out.

We can therefore conclude that decision-making may be defi ned as the 
deliberate choice of the most suitable alternative from those identifi ed, 
but that such choice is dependent on and is the result of a process of 
activities aimed at making a choice. (The process of activities referred to 
are the steps to be followed in order to promote rational decision-making. 
These steps in the decision-making process are discussed in more detail 
at a later stage.)

Now that you know what decision-making involves, you may well wonder what 
rational decision-making is, as this is the topic of this study unit. Since “rational 
decision-making” is a term that is fairly commonly used in the public sector 
without any real understanding of what it means, it is important to explain it 
for the purposes of our discussion.

Rationality in decision-making means that decisions are made on the 
basis of reason so that they can be explained logically in all circumstances. 
The word “rational” suggests a decision-making process dominated by 
logical reasoning; conclusions are deduced from evidence and inferences 
made with a minimum of emotion. Rational decision-making is a cold, 
calculated process excluding intuition, emotions and sentiments, in which 
only the ‘hard’ facts are taken into account when a choice is to be made 
from among alternatives.

Rational decision-making is therefore based on logical thinking and facts 
aimed at ensuring that the reasons and evidence for actions (decisions) 
can be furnished at all times. The view that there is no room for intuition, 
emotion and sentiment in rational decision-making emphasises the fact 
that personal preferences, such as self-interest, should carry no weight 
in the process. It does not mean, however, that value judgements are 
irrelevant in rational decision-making, because facts and values are so 
intermingled that it is impossible to separate them. Bear in mind that the 
approach in the public sector is, in fact, to attach the highest priority to 
respect for the values of the community.

We can therefore expect that the factual information at the disposal of 
public decision-makers will generally be coloured by their value judgements 
when making decisions on a particular issue. The close relationship between 
values and factual information means that rational decision-making is 
based on weighing both factual information and value judgements, and that 
it should be possible to give reasons for, or to justify, actions (decisions) 
in all circumstances.

6.1

The question is whether rational action and, therefore, also rational decision- 
making are possible.
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  Write down your opinion before reading on.

Purely rational action and decision-making implies that an all-inclusive approach 
is being followed. Such an all-inclusive approach is, in fact, emphasised by the 
rational-comprehensive model of decision-making. The inclusiveness of the 
approach is refl ected in certain requirements (conditions) that apply to rational 
decision-making, namely

  identifi cation of a complete set of objectives showing the weight or 
signifi cance of each

  identifi cation of all the value preferences of the community as a whole, as 
well as all available resources and the weight or importance of each

  identifi cation of all possible alternative methods or solutions for resolving 
the issue

  calculation of the total expectations (pros and cons) of each solution
  comparison of all the advantages and disadvantages of each solution with 

those of all other solutions
  selection of the solution that holds the greatest benefi t for the community 

in realising the objective

The requirements or conditions that apply to rational decision-making in terms 
of the rational-comprehensive decision-making model show, for example, that all 
value judgements of a community as a whole need to be known and are required 
in order to make a rational decision; in other words, it is not suffi cient for only 
a few value judgements of only some groups in the community to be known. 
However, this all-inclusiveness of the rational-comprehensive decision-making 
model highlights certain shortcomings of the model. For example, owing to 
the diversity of human interests, there is no absolute consensus on community 
values. Moreover, the limited capacity of the human brain, the time constraints 
under which activities have to be carried out, shortcomings in communication 
systems, and other related reasons mean that it is physically impossible for any 
individual to comply with the above conditions for rationality. Realities of this 
nature show that pure rational decision-making is diffi cult, if not impossible.

To be completely rational (listing all alternatives) is to be ‘un-rational’, since the 
cost of acquiring an additional alternative may outweigh the cost savings that 
are generated by a potentially more favourable alternative. To make a purely 
rational decision, the alternatives to be decided on also have to be realistic 
and feasible.

Setting the standards with which alternative solutions should comply forms an 
integral part of decision-making. However, setting such standards may be a 
subjective exercise. Decision-making can thus, at best, be ‘subjectively’ rational 
and cannot be ‘objectively’ rational. Objective rational decision-making is 
impossible, as rationality implies a complete and unattainable knowledge of the 
exact consequences of each choice. In reality, human beings never have more 
than a fragmentary knowledge of the conditions surrounding their action, nor 
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more than minimal insight into the regularities and laws that would permit 
them to deduce future consequences from a knowledge of present circumstances.

Nevertheless, the fact that rational decision-making is not possible in practice 
does not mean that public managers should use this as an excuse not to strive 
for such rationality. Public decision-makers should always regard rational 
decision-making as a phenomenon worth pursuing. When rational decisions 
are called for, it actually means that rational decision-making should be pursued; 
in other words, a decision should be made that comes as close as possible to 
being rational.

6.2

  Having read the above arguments on the feasibility of rational decision-
making, write down your opinion on the matter.

6.3 How can managers pursue rational decision-making?

To strive for rational decision-making, public managers will need to work 
scientifi cally and perform certain actions in sequence. Managers who follow a 
rational and logical systematic approach are expected to make better decisions 
than those who rely purely on intuition and sound judgement. The actions to 
be performed involve certain steps in the decision-making process, which we 
discuss below.

6.3.1 Identification and analysis of the issue and/or objective

As a rule, the decision-making process starts with identifying or becoming 
aware of some problem or issue. The nature and extent of the problem should 
give some indication of the need to bring about certain changes in government 
activities in order to overcome the problem. We should also mention that the 
existence of a problem does not always necessitate decisions. Although decision-
making can be the result of a problem or shortcoming in a particular situation, 
it may equally be the result of a desire to improve a particular situation. This 
means that a desired state of affairs that does not qualify as a problem may 
exist, and that a need for innovation may lead to decisions on new policies. 
On the one hand, this fi rst step in the decision-making process thus relates to 
identifi cation and analysis of problems that may necessitate decision-making 
in order to bring about a desired or acceptable state of affairs in a community. 
On the other hand, it relates to the identifi cation and analysis of objectives that 
require decision-making for amending current policies in order to bring about 
improved conditions in the community.

Mere identifi cation of a problem does not usually serve as an adequate or 
useful point of departure for public decision-makers to identify solutions to the 
problem. Identifi cation of alternatives that are based only on identifi cation or 
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awareness of a problem may lead to a search for solutions that are completely 
unrelated to the actual problem or its causes. It is extremely important to 
analyse and fully describe the identifi ed problem, in other words, to identify 
and explain the specifi c nature and circumstances, as well as the cause(s) of 
the problem. In cases where the problem is less complicated, its analysis should 
give an indication of the nature of remedial measures that may be introduced to 
remedy the situation. In cases where the problem to be analysed is more complex, 
however, it will not be as easy to fi nd a solution, because the problem may have 
many causes. Dealing with the direct symptoms of the problem may offer a 
temporary solution only. Such cases are very demanding and require public 
managers to be resourceful and to use the remaining steps in the process to 
identify alternatives that may offer a satisfactory solution to the problem.

Analysis of a problem may be partial or comprehensive, depending on its 
urgency and the personal preferences of public managers. In urgent cases, for 
example, they may decide to start by partially analysing a problem because a 
protracted investigation might have serious implications for the community and 
the institution. Partial investigation and analysis should generally also be the 
preferred option where the cost of a complete analysis of the problem would 
outweigh the benefi ts that a complete analysis could achieve. Identifi cation 
and analysis of issues for decision-making should therefore be supported by 
suffi cient, relevant and reliable information. Collecting information as part 
of the fi rst step in the decision-making process contributes to a clear and 
precise formulation and description of a problem. Having a greater quantity 
of relevant information available makes it possible to describe the problem 
more comprehensively and precisely, which, in turn, makes it possible to identify 
solutions that will satisfy the particular need.

Another important component of this fi rst step is to identify and defi ne decision-
making objectives. The aim is to determine which part of the problem must 
be resolved and which part should be resolved. Realising only some of the 
objectives, for example, may be more benefi cial for one community than it 
would be for another. It is important to prioritise the importance of objectives. 
Prioritising objectives, as we have seen, is also important when taking into 
account that resources (e.g. funds needed to realise objectives) are limited and 
that not all objectives can be pursued with the limited resources.

6.3.2 Identification and analysis of alternative solutions

During this step in decision-making, attempts are made to identify as many 
practicable and feasible solutions as possible. This does not mean, however, that 
offi cials have to submit all the solutions that have been identifi ed to the public 
manager for consideration. When too many possible solutions are available, the 
public manager may not have the time to consider all the solutions carefully 
and may therefore make an arbitrary decision. Too many available solutions 
may also cause indecision. So it is important not only to identify solutions, but 
also to analyse each possible solution during this step to establish whether it 
will be feasible or not. In this way, the less suitable solutions can be eliminated 
early on so that only those solutions with the greatest chance of succeeding 
are submitted to public managers.

The number of alternative solutions is often affected by factors such as inadequate 
or unstructured information, expectations of the particular community, fi nancial 
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restrictions, lack of time and the creative and innovative ability of public 
managers and their offi cials. Creative thinking plays an important role in 
decision-making in that fi nding alternative solutions may be regarded as the 
creative phase of decision-making. If public managers and their offi cials lack 
this skill, they may assume that the fi rst acceptable solution is the only solution. 
In view of this, they should pay special attention to developing more than one 
solution in order to create the opportunity for rational decision-making.

Developing solutions should include calculations of the expected cost of 
each alternative, the number of offi cials that will be needed to carry out each 
alternative, as well as the time that this will take. Attention should also be paid 
to the possible benefi ts of each solution for the community and the extent to 
which such solution will affect the interests of the community. Analysis and 
calculation of costs and benefi ts for each solution in quantitative terms are 
often complicated because solutions also involve social, political and welfare 
considerations, which cannot easily be expressed in monetary terms. This means 
that it is not always possible to determine the relative value of a solution. In 
the political milieu in which public decision-making takes place, the eventual 
choice will be based not only on factual data, but also on value judgements, 
which are often infl uenced by political considerations. Alternative solutions 
should therefore not be based purely on factual data, but should also be sensitive 
to the values of the community in order to avoid possible resistance among 
members of the community.

6.3.3 Assessing alternative solutions

Once alternative solutions have been identifi ed and analysed, it is essential for 
the public manager to assess each suitable alternative to determine which one 
will be of optimum benefi t to the majority of the community. Assessing the 
alternatives also creates the opportunity for comparing the various solutions. 
The process of assessment, in fact, comprises two steps.

The fi rst step is to determine the extent to which each solution will contribute 
to the realisation of the stated objective(s). In the case of multiple objectives, 
this step implies that the various solutions will be weighed against one another 
and assessed in terms of a hierarchy of objectives.

The second step is to assess the practical application of each solution. The 
practicability of a solution may be assessed by determining what the likelihood 
is of the public manager’s achieving certain anticipated results by implementing 
such solution. Public managers can then compare the results that they hope to 
achieve with the likelihood that such results will be achieved.

6.3.4 Selection

Once the possible solutions have been evaluated, the most suitable alternative 
is selected. If the assessment of solutions has been effective, the fi nal selection 
of the most suitable solution is often a mere formality. Although the assessment 
of alternatives should be approached as objectively as possible, some degree of 
subjectivity in the fi nal selection is also important in the public sector, since 
the fi nal choice is based on values that cannot easily be measured and that 
can affect overall objectivity. Public managers therefore have to use the factual 
data at their disposal as well as intuition and personal judgement in selecting 
an alternative that can produce optimum results. They should guard against 
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personal preferences (self-interest) and should always bear in mind those who 
will be affected by a particular decision, as well as the extent to which such a 
decision will affect the interests of those people.

6.3.5 Implementing the solution and exercising control to identify 
departures and make adjustments

The selection of a solution becomes signifi cant only when arrangements are 
made for implementing such solution in order to realise the stated objective. A 
particular solution can be successfully implemented and executed only if the 
following conditions are met:

  Everyone involved in carrying out the selected solution has to be thoroughly 
familiar with it. Controlling progress should be facilitated by setting 
measurable goals and specifying the objectives of the solution in detail.

  Offi cials responsible for carrying out the solution should be inspired to 
support the decision that has been made. If those who are involved do not 
support or accept the decision, they may be unenthusiastic about carrying 
out the solution.

  The necessary authority has to be delegated to the parties involved so that 
they can make any changes that become necessary, thus preventing delays.

  The results achieved in carrying out the selected solution should be assessed 
on a regular basis and compared with the goals that have been set, thus 
identifying departures and making any necessary adjustments to achieve the 
desired results. Regular monitoring of the executive activities and making 
the necessary adjustments in good time can prevent further departures.

The steps involved in decision-making, as set out above, present a somewhat 
oversimplifi ed picture of the decision-making process because, in practice, these 
steps do not always follow a fi xed order. Sometimes decisions have to be made 
quickly and it is not always possible to take the time to follow a predetermined 
procedure. Nevertheless, it needs to be stressed that the vast majority of decisions 
made in public institutions have far-reaching implications for the community, 
and following a set procedure – as far as possible and practical – allows public 
managers to justify the cost and effort of making decisions.

6.3

Consider the following scenario:

As a public manager at the institution where you work, you have decided to follow 
a rational decision-making process in deciding on a solution for a problem.

  What is the problem and how will you approach your decision-making task?
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6.4 Summary

  Decision-making may be defi ned as the deliberate selection of a suitable 
alternative from possible solutions that have been identifi ed, such choice 
being both dependent on and the result of a process of activities (decision-
making process) that is aimed at selection.

  Rational decision-making is based on logical thinking, factual information 
and value judgements aimed at ensuring that reasons for and evidence in 
support of actions (decisions) can be furnished at all times.

  In striving for rational decision-making, public managers should work 
scientifi cally by carrying our certain actions in a particular sequence. Such 
actions relate to the following steps in the decision-making process:

 – identifi cation and analysis of the issue and/or objective
 – identifi cation and analysis of alternative solutions
 – assessment of alternative solutions
 – selection
 – execution of the selected solution and exercising control to identify de-

partures and make adjustments

6.5 Questions for self-evaluation

(1) Describe the concept of decision-making in detail. Also indicate what 
rational decision-making is and explain whether this is really possible.

(2) Explain how public managers can strive for rational decision-making.

6.6 Recommended reading

Adair, JE. 2007. Decision making and problem solving strategies. London: 
Philadelphia.

Anderson, JE. 1979. Public policy-making. New York: Holt, Rinehart & Winston.
Cornell, AH. 1980. The decision-maker’s handbook. Englewood Cliffs, NJ: 

Prentice- Hall.
Hanekom, SX & Thornhill, C. 1993. Public administration in contemporary society: 

A South African perspective. Johannesburg: MacMillan
Ivancevich, JM. 2014. Organizational behavior and management. New York: 

McGraw-Hill.
Snyder, RC, Bruck, HW & Sapin, B. 1962. Foreign policy decision making. New 

York: Free Press.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION QUESTIONS

SELF-EVALUATION QUESTIONS

Question 1 Rational decision-making is based on logical thinking and 
facts aimed at ensuring that the reasons and evidence for 
actions (decisions) can be furnished at all times. The view 
that there is no room for intuition, emotion and sentiment in 
rational decision-making emphasises the fact that personal 
preferences, such as self-interest, should carry no weight in 
the process. It does not mean, however, that value judgements 
are irrelevant in rational decision-making.

Question 2 In striving for rational decision-making, public managers 
should work scientifi cally by carrying out certain actions in 
a particular sequence. The steps that relate to these actions 
in the decision-making process include

  identifi cation and analysis of the issue and/or objective
  identifi cation and analysis of alternative solutions
  assessment of alternative solutions
  selection
  execution of the selected solution and exercising control 

to identify departures and make adjustments
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  defi ne communication
  explain why communication is essential
  indicate the requirements for effective communication

KEY CONCEPTS

After studying this unit, you should be able to explain the following concept:

  communication

7.1 Introduction

The success of communication between public managers and their subordinates 
concerning matters such as work programmes, incentives and discipline will 
be determined largely by the arrangements made for effective communication 
in the institution. Arrangements to facilitate both top-down and bottom-
up communication demand specifi c abilities on the part of managers.

7.2 What is communication?

The aim of communication is to convey information – in the form of verbal 
statements, written reports, visual images or even gestures – to another 
person with the purpose of eliciting a response. Communication implies 
more than the transfer of information and includes receipt of information, 

S T U D Y  U N I T 

7PROMOTING EFFECTIVE 
COMMUNICATION
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which means that the message elicits a response. Communication is 
therefore a process whereby goals are conveyed accurately in order to 
ensure that feedback on the results will show that the actions taken have 
achieved such goals.

7.3 Why is communication essential?

The following are some of the reasons why it is essential for public managers 
to make arrangements for top-down communication:

  to inform subordinates of the particular objectives that are being pursued
  to explain why pursuing such objectives is essential
  to give an indication of how such objectives can be realised and to issue 

directives in this regard
  to recognise achievement in the pursuit of objectives

Effective arrangements for top-down communication allow public managers to 
guide their subordinates effectively in preparing work programmes to implement 
government policy. Bear in mind, however, that if there are no comprehensive 
arrangements for bottom-up communication, public managers will be unable to 
receive the information they may need for decision-making in good time or in 
suffi cient detail. This may cause frustration for both public managers and their 
subordinates, which, in turn, will lower the quality of administrative services 
and delivery of goods and services to the community.

Ongoing communication between public managers and subordinates is essential 
for effective leadership. Public managers need to keep their subordinates informed 
of matters such as the potential benefi ts of a particular work programme for 
the institution and its staff, as well as for the community. If they are not kept 
informed, subordinates may become uncertain, and this will have a detrimental 
effect on their job satisfaction and performance. Effective communication 
between public managers and their subordinates will foster mutual trust and 
acceptance, which will raise the morale and create a team spirit among offi cials.

7.4 What are the requirements for effective communication?

The following are a few of the requirements for effective communication:

  The accuracy and speed at which government activities are carried out 
are determined largely by the quality of communication in institutions. 
Institutions should make communication arrangements that will allow 
messages and responses to be conveyed without delay. Limiting the number 
of levels between public management and the subordinate personnel can 
contribute signifi cantly to achieving this. To this end, communication 
processes should be kept as concise as possible.

  Messages should be clear, logical, simple and understandable. Brief 
instructions, either verbal or in writing, emphasising the main point are often 
more effective than long drawn-out conversations in which unnecessary 
and confusing information is provided.

  The quality of communication depends largely on the ability of public 
managers and their subordinates to convey information accurately and 
clearly, and their inclination and ability to understand and correctly interpret 
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messages and to act accordingly. Culture and language play an important 
role in a person’s comprehension and perception of a message. A person 
who has a different perception may interpret messages selectively to suit 
their own perception. Managers should be alert to this and should ensure 
that messages are not likely to be misinterpreted by the recipients.

  Public managers should ensure that they have credibility among their staff 
members. Personnel need to have confi dence in the manager before they 
will readily accept his or her messages.

  Managers should encourage feedback so that they can establish whether a 
message has been interpreted accurately.

7.1

A colleague is experiencing diffi culties with communication in his division.

  What do you suggest he do to improve communication?

7.5 Summary

  Communication is aimed at conveying information – either verbally, in 
written reports or by means of visual images or even gestures – to another 
person to elicit a response.

  Effective arrangements for top-down communication are essential to keep 
subordinates informed of the objectives to be pursued, the reasons for such 
pursuit, and how they should be pursued, as well as to give recognition for 
achievements. Effective arrangements for bottom-up communication are 
essential to ensure that information conveyed by subordinates will reach 
managers quickly and accurately.

  The following are some of the requirements for effective communication:

 – Communication arrangements should be such that messages and re-
sponses are conveyed clearly and without delay.

 – Messages should be clear, logical and understandable.
 – Effective communication relies largely on the ability to understand and 

correctly interpret messages.
 – Public managers should ensure that they have credibility among their 

staff.
 – Managers should encourage feedback so that they can ensure that a 

message has been interpreted correctly.
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7.6 Question for self-evaluation

(1) Describe the promotion of effective communication as a management skill.

7.7 Recommended reading

Barnard, A & Ganca, L. 2011. Using communication skills for diffi cult conversations 
in palliative care. CME: Your SA Journal of CPD 29(7):282-284.

Emuze, F & James, M. 2013. Exploring communication challenges due to 
language and cultural diversity on South African construction sites. Acta 
Structilia: Journal for the Physical and Development Sciences 20(1):44-65.

Jones, GR. 2014. Contemporary management. New York: McGraw-Hill.

FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 7.1   communication arrangements should be such that 
messages and responses are conveyed clearly and 
without delay.

  messages should be clear, logical and understandable.
  effective communication relies largely on the ability to 

understand and correctly interpret messages.
  public managers should ensure that they have credibility 

among their staff.
  managers should encourage feedback so that they can 

ensure that a message has been interpreted correctly.

SELF-EVALUATION QUESTIONS

Question 1 The aim of communication is to convey information – by 
way of verbal statements, in written reports or by visual 
images or even gestures – to another person with the 
purpose of eliciting a response. Communication implies 
more than the transfer of information and includes receipt 
of information, which means that the message elicits a 
response.

Communication is therefore a process whereby goals are 
conveyed accurately in order to ensure that feedback on 
the results will show that the actions taken have achieved 
such goals.
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  explain what delegation is
  give reasons why delegation is essential
  list some excuses that managers give for not delegating
  identify the requirements for effective delegation
  explain what coordination is
  identify the factors that may impede coordination
  list the measures that management can introduce for effective coordination

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  delegation
  coordination

8.1 Introduction

In practice, it is impossible for a single person heading a department to personally 
exercise authority over all subordinates. The scope of government operations 
requires public managers to delegate some powers to subordinates.

Another important task of public managers is to maintain unity of administration 
amidst numerous government activities and often divergent interest groups, and 
to prevent each of the many institutions from pursuing government objectives 
according to its own criteria and measures, for its particular specialist fi eld. In 
this respect, coordination of activities plays a prominent role as a management 
skill.

S T U D Y  U N I T 
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8.2 What is delegation?

Delegation means passing on authority to another person to act in the 
name of the person who has passed on the authority, for example where 
the head of a department grants discretion to another person to take the 
initiative in searching for alternatives and confers the responsibility for 
performing the delegated function to that person.

Remember that although responsibility can be delegated, this does not 
imply that accountability is also being delegated. The person who has 
delegated powers remains accountable for the actions of the subordinates.

Delegation therefore refers to actions whereby someone with higher 
authority transfers his or her powers to a subordinate so that the 
subordinate can make his or her own decisions and act to deal with matters 
without constantly having to refer such matters to a higher authority for 
decision-making.

8.3 Why is delegation essential?

We now consider some of the reasons why delegation may be regarded as an 
essential organisational action in an institution.

  Delegation of powers enables public managers to confi ne their executive 
actions to urgent matters such as policy-making, planning and control. 
Managers can therefore delegate and focus on performing fewer tasks well, 
rather than performing too many tasks poorly.

  Delegation ensures that each task is performed at that level of the hierarchy 
where it belongs. This expedites decision-making at each level of the hierarchy 
and contributes to more effective operations.

  Delegation helps develop initiative among subordinates so that they can 
make a greater independent contribution.

  Delegation also contributes to a greater sense of responsibility among 
subordinates.

  Delegation contributes to the development of future managers or prepares 
current managers for higher levels of management. This creates continuity 
in operations in cases where the manager who has delegated powers is 
absent for some reason or another.

  Delegation can contribute to a more pleasant work atmosphere, which will 
eventually improve teamwork.

  Delegation ensures closer liaison between a manager and his or her 
subordinates, because the manager has to
 – assess the competence and abilities of a subordinate before delegating 

powers to such person
 – determine the fi elds of interest of subordinates in order to ensure effec-

tive division of labour, in other words, by placing subordinates in posi-
tions where they will be best utilised and then delegating the necessary 
powers to them

 – keep subordinates informed of the nature and scope of the powers del-
egated so that each can perform his or her task effectively and confi dently

 – ensure that subordinates get enough training opportunities so that they 
can perform their tasks skilfully and with insight
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 – monitor and evaluate the activities that have been delegated in order to 
keep subordinates informed as to their performance

8.4 Excuses managers use for not delegating

The following are some of the excuses that managers sometimes use for not 
delegating:

  Because public managers are held accountable for their activities by a higher 
authority, they sometimes prefer to perform such activities themselves, 
knowing that they have been done well. There is always a possibility that 
subordinates will not perform the task properly.

  Public managers sometimes believe that they are the only ones who can do 
the job properly. Ego therefore plays a defi nite role.

  Some managers believe that delegating will threaten their own positions. 
They feel that their own positions will become less important because their 
subordinates will have the authority to achieve the results.

  Lack of confi dence in subordinates or in their own ability to delegate is 
another important reason why managers are sometimes reluctant to delegate.

  Managers sometimes argue that inadequate control measures in the 
institution make it impossible for them to delegate, because it may allow 
for activities to be carried out ineffi ciently and ineffectively without their 
being aware of it.

  Sometimes managers wrongly believe that delegation will cause overlapping 
of activities and will make coordination more diffi cult.

  They sometimes argue that delegation will fragment objectives (divide them 
into too many sub-objectives).

  Some managers believe that their subordinates lack experience.
  Managers sometimes argue that it takes more time to explain to subordinates 

how to do the tasks that have been delegated than to do the work themselves.
  By virtue of their positions in the hierarchy, managers sometimes believe 

that they can get a quicker response.
  Sometimes managers argue that their subordinates are specialists in their 

respective fi elds and do not have the general knowledge required for some 
decisions.

  Managers sometimes also argue that their subordinates are too busy and 
have no time for additional duties.

8.5 What are the requirements for effective delegation?

The following are some of the main requirements for effective delegation:

  Public managers need to plan delegation of powers very carefully to avoid 
inappropriate division of work, which may mean that the work is being 
done by the wrong people; this implies that powers might be delegated to 
inappropriate people.

  Public managers should guard against keeping the pleasant jobs for 
themselves and delegating to their subordinates the unpleasant, ‘‘diffi cult’’ 
jobs or tasks that require much effort. It is necessary to maintain a balance 
between pleasant and less pleasant duties when delegating.
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  Adequate and appropriate powers need to be delegated to subordinates, 
together with delegating the task, so that they will be able to perform the 
task properly.

  Managers should explain the task delegated to subordinates and should 
pass on all information that they may need to do the job.

  Managers should guard against being too prescriptive about how to do the 
task that has been delegated. They should encourage subordinates to take 
the initiative.

  When delegating, managers should take into account the workload that 
subordinates will be able to handle; they should not overload them.

  Once a task has been delegated to subordinates, managers should continue 
giving support wherever necessary and should not withdraw completely 
from the task.

  Managers should continually monitor and evaluate the progress of a task 
that has been delegated. Where a manager is not sure how often to monitor 
and evaluate a task, he or she should discuss the matter with subordinates 
in order to avoid future misunderstandings.

  Information on mistakes that subordinates have made should not be withheld 
from them for any reason, but should be brought to their attention at the 
earliest opportunity to avoid repetition of mistakes.

  Managers should not neglect giving recognition for a job well done. Even if 
there have been some mistakes in doing the job, managers should at least 
thank their subordinates for their efforts.

8.1

As a top manager in a public institution, you have been invited to address an 
audience on delegation. The conference leader has requested that you address 
the following aspects of delegation in your presentation:

  excuses that managers make for not delegating
  necessity of delegation
  requirements for effective delegation

What would your presentation on delegation contain?

8.6 What is coordination?

Coordination may be described as an organisational action that inevitably follows 
the division of labour; in other words, work that was initially allocated to two 
or more organisational units (individuals or divisions) must later be combined 
into a logical unit (coordinated). The aim of coordination is therefore to combine 
individual and/or group activities in an orderly manner in order to realise an 
objective.
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8.7 Which factors may hamper coordination?

The following factors may hamper coordination in a public institution:

  Low morale among workers and lack of incentives may cause employees to 
regard cooperation with others as being too much trouble or unnecessary.

  Relationships between individuals, divisions or departments may be poor.
  Individuals or divisions may place excessive emphasis on the importance 

of their own tasks and may insist on completing their own tasks, regarding 
the tasks of others as less important.

  The tasks of individuals or divisions may not be properly integrated (unifi ed) 
as a result of poor planning and/or organisation.

  Communication on the importance of cooperation may be inadequate.
  Individuals or divisions may be incapable or unwilling to introduce new 

equipment and/or methods and procedures that may be necessary for 
effective coordination.

8.8 What measures may be introduced for effective coordination?

The following are some of the measures that public managers may introduce 
to bring about effective coordination:

  Establishing a clear line of authority in the institution will reinforce the 
relationships between employees and will facilitate the fl ow of information 
and division of labour between organisational units so that responsibilities 
will be clearly defi ned and coordination improved.

  Rules and regulations may be used effectively as instruments to coordinate 
routine tasks. Uniformity can be established by ensuring that all the offi cials 
concerned perform their tasks within the guidelines of the prescribed rules 
and regulations.

  Keeping individuals and divisions well informed of the institutional objectives 
and of what they are expected to do in this regard will enhance coordination.

  Regular discussions and meetings are an effective means of communication 
that will improve coordination.

  Cultural awareness and sensitivity to the cultures of others can enhance 
loyalty, morale and willingness to cooperate with others.

  Opportunities for training and development can enhance job satisfaction 
and nurture a positive attitude and willingness to cooperate with others, 
and this will contribute to effective coordination.

  Feedback is an important element in communication and should lead to 
effective coordination if it is done properly.

  Increased participation by subordinates in the decision-making process can 
facilitate coordination.

  Using a management aid such as network programming makes it possible 
to programme and schedule activities, which will improve coordination.

8.2

  Which of the above-mentioned measures to bring about effective coordination 
are relevant to your institution? Substantiate your answer.
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  Can you think of any other such measures that have been introduced in 
your institution?

8.9 Summary

  Delegation refers to actions whereby a higher authority passes on some of 
the powers vested in him or her to a subordinate so that such subordinate 
may make decisions and deal with matters without having to repeatedly 
refer such matters to such higher authority for decision-making.

  Coordination is aimed at combining individual and/or group activities into 
an orderly unit in order to realise an objective.

8.3

Three of the reasons why delegation is essential have been listed below. List 
the other reasons that are discussed in this study unit:

  Delegation of powers enables public managers to confi ne their executive 
activity to urgent matters such as policy-making, planning and control.

  Delegation helps develop initiative among subordinates so that they can 
make a greater independent contribution.

  Delegation ensures closer liaison between a manager and his or her 
subordinates.

8.4

Four of the excuses that public managers sometimes use for not delegating are 
listed below. List the others that are discussed in this study unit.

  Public managers sometimes believe that they are the only ones who can 
do the job properly.

  Some managers believe that their subordinates lack experience.
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  Managers sometimes argue that it takes more time to explain to subordinates 
how to do the delegated tasks than to do the work themselves.

  Managers sometimes also argue that their subordinates are too busy and 
have no time for additional duties.

8.5

Three of the requirements for effective delegation have been listed below. List 
the other requirements that are discussed in this study unit.

  Public managers need to plan delegation of powers very carefully.

  Managers should guard against being too prescriptive about how to do a 
task that has been delegated. They should encourage subordinates to take 
the initiative.

  Managers should continually monitor and evaluate the progress of a task 
that has been delegated.

8.6

Three of the factors that may hamper coordination have been listed below. List 
the other factors that are discussed in this study unit.

  Relationships between individuals, divisions or departments may be poor.

  The tasks of individuals or divisions may not be properly identifi ed as a 
result of poor planning and/or organisation.

  Communication on the importance of cooperation may be inadequate.
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8.7

Three of the measures that management may introduce to bring about effective 
coordination have been listed below. List the other measures that are discussed 
in this study unit.

  Rules and regulations may be used effectively as instruments to coordinate 
routine tasks.

  Regular discussions and meetings are an effective means of communication 
that will improve coordination.

  Increased participation by subordinates in the decision-making process can 
facilitate coordination.

8.10 Questions for self-evaluation

(1) Describe the delegation of powers with specifi c reference to the following:
(a) a defi nition of the concept of delegation
(b) the necessity of delegation
(c) excuses that public managers sometimes use for not delegating
(d) requirements for effective delegation

(2) Describe the coordination of public activities with specifi c reference to 
the following:
(a) a defi nition of the concept of coordination
(b) factors that may hamper coordination
(c) measures that management may introduce for effective coordination

8.11 Recommended reading

Braun, D & Gilardi, F. 2006. Delegation in contemporary democracies. New York: 
Oxon.

Gladwin, B & McConnell, CR. 2014. The effective corrections manager: Correctional 
supervision for the future. Burlington: Jones & Bartlett Learning.

Ströh, EC. 2002. Don’t be afraid to delegate. Politeia 21(2):66-79.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

SELF-EVALUATION QUESTIONS

Question 1 (a) Delegation refers to actions whereby someone with higher 
authority transfers his or her powers to a subordinate so 
that the subordinate can make his or her own decisions and 
act to deal with matters without constantly having to refer 
such matters to a higher authority for decision-making.

Question 1 (b) Some of the reasons why delegation may be regarded as 
an essential organisational action in an institution are 
as follows:

  delegation of powers enables public managers to 
confi ne their executive actions to urgent matters such 
as policy-making, planning and control. Managers 
can therefore delegate and so focus on performing 
fewer tasks well, rather than performing too many 
tasks poorly.

  delegation ensures that each task is performed at that 
level of the hierarchy where it belongs. This expedites 
decision-making at each level of the hierarchy and 
contributes to more effective operations.

  delegation helps develop initiative among subordinates 
so that they can make a greater independent 
contribution.

  delegation also contributes to a greater sense of 
responsibility among subordinates.

Question 1 (c) The following are some of the main requirements for 
effective delegation:

  public managers need to plan delegation of powers very 
carefully to avoid inappropriate division of work, which 
may mean that the work is being done by the wrong 
people; this implies that powers might be delegated 
to inappropriate people.

  adequate and appropriate powers need to be delegated 
to subordinates, together with delegating the task, so 
that they will be able to perform the task properly.

  managers should explain the task delegated to 
subordinates and should pass on all information that 
they may need to do the job.

Question 2 (a) Coordination may be described as an organisational action 
that inevitably follows the division of labour; in other 
words, work that was initially allocated to two or more 
organisational units (individuals or divisions) must later 
be combined into a logical unit (coordinated). The aim 
of coordination is therefore to combine individual and/or 
group activities in an orderly manner in order to realise 
an objective.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

SELF-EVALUATION QUESTIONS

Question 2 (b) The following factors may hamper coordination in a public 
institution:

  low morale among workers and lack or absence of 
incentives may cause employees to regard cooperation 
with others as being too much trouble or unnecessary.

  relationships between individuals, divisions or 
departments may be poor.

  individuals or divisions may place excessive emphasis 
on the importance of their own tasks and may insist 
on completing their own tasks, regarding the tasks of 
others as less important.

  the tasks of individuals or divisions may not be properly 
integrated (unifi ed) as a result of poor planning and/
or organisation.

  communication on the importance of cooperation may 
be inadequate.

  individuals or divisions may be incapable or unwilling 
to introduce new equipment and/or methods and 
procedures that may be necessary for effective 
coordination.

Question 2 (c) The following are some of the measures that public 
managers may introduce to bring about effective 
coordination:

  establishing a clear line of authority in the institution 
will reinforce the relationships between employees 
and will facilitate the fl ow of information and division 
of labour between organisational units so that 
responsibilities will be clearly defi ned and coordination 
improved.

  rules and regulations may be used effectively as 
instruments to coordinate routine tasks. Uniformity 
can be established by ensuring that all the offi cials 
concerned perform their tasks within the guidelines 
of the prescribed rules and regulations.

  cultural awareness and sensitivity to the cultures of 
others can enhance loyalty, morale and willingness to 
cooperate with others.

  feedback is an important element in communication 
and should lead to effective coordination if it is done 
properly.

  increased participation by subordinates in the decision-
making process can facilitate coordination.

  using a management aid such as network programming 
makes it possible to programme and schedule activities, 
which will improve coordination.
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  explain what control is

  distinguish between the different types of control

  give reasons why public managers need to be skilled in exercising control

  describe the steps in the process of control

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  control

  accountability

  working programmes

S T U D Y  U N I T 

9EXERCISING CONTROL TO ENSURE 
ACCOUNTABILITY FOR PUBLIC 

WORKING PROGRAMMES
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9.1 Introduction

All activities of the public sector must be directed at realising policy objectives, 
and this necessitates proper and stringent controls over such activities. The aim of 
control in the public sector is to make it possible for members of the community 
to determine what action has been taken to promote and protect their interests. 
Control in the public sector is therefore aimed at ensuring public accountability 
for utilising fi nancial resources. The voting public should be able to establish 
whether the purposes for which the available resources have been used have 
contributed to government objectives. Public managers play an important role 
in control. We examine this role more closely in this study unit.

9.2 What is control?

Control may be explained as the management task that is aimed at ensuring 
that stated objectives are pursued and realised. In essence, this means 
that public managers will identify departures by comparing results with 
predetermined standards and will issue directives for remedial measures 
to ensure that the anticipated results are achieved.

Control may be used to determine whether objectives have been realised 
by checking whether the available resources have been used as prudently 
as possible, whether offi cials have identifi ed alternative solutions and 
whether such solutions were considered in order to perform operations 
effectively.

Public managers should be aware that control may have a positive or a negative 
effect on government activities. Control is positive when it is seen as a means 
for assessing whether anticipated results have been achieved and for taking 
remedial action when departures are identifi ed. In a negative sense, control 
may be regarded as an external means of forcing offi cials into certain actions. 
Control should be used, not as a set of dictatorial devices to manage employees, 
but as an approach that helps those responsible for implementation of a plan 
to stay on the right track. Moreover, control should be regarded as consisting 
not of checking the individual actions of every public employee, but of steps 
through which an account is rendered for actions or inactions to determine 
whether parliament’s directives are adhered to.

9.3 What types of control can be distinguished?

Public managers may perform the function of control at various stages in 
the development of public institution activities. Control may be exercised 
before the activities take place, while they are taking place or after they have 
been completed. Public managers should exercise the control function as far 
as possible during all three stages in order to be as effi cient and effective as 
possible.

  Control prior to execution is future-oriented because it allows for the 
elimination of activities that may create discrepancies. Successful control 
prior to execution is the particular responsibility of top management and 
may be carried out by means of changes in policy, procedures and methods. 
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An example of a control measure prior to execution of activities is where 
top management insists on more stringent criteria for personnel selection.

  Control during execution takes place while the work is being done and is the 
particular responsibility of middle management and junior management. 
Such control monitors the performance of subordinate workers and always 
requires immediate remedies. Public managers may use personal observation, 
for example, to determine whether subordinate workers are following the 
stated policies, procedures and methods and to identify any departures.

  Control after execution takes place once public activities have been completed; 
in some types of work, this may be the only control possible. For instance, 
departures from the budget are often rectifi ed only once such activities are 
subjected to the control of institutions such as parliament, the Treasury, 
the Commission for Administration and the Offi ce of the Auditor-General.

9.4 Why should public managers be skilled in exercising control?

Public managers should guard against arbitrary control. They are expected to 
be skilled so that the control they exercise will ensure that clearly identifi ed 
objectives are realised. We consider each of these objectives of control below.

9.4.1 Control to promote responsibility

Control aimed at promoting responsibility takes place mostly at operational 
level, where offi cials are held responsible for specifi c activities. It is essential that 
public managers ensure that subordinate offi cials fulfi l their responsibilities and 
make those decisions for which they have the authority. Offi cials at operational 
level sometimes tend to avoid responsibility, leaving management to carry 
the burden. Public managers can exercise control to eliminate this practice by 
guiding their subordinates to make decisions independently and to assume 
responsibility. To achieve this, public managers may emphasise participative 
management, delegate tasks with more responsibility to offi cials, and encourage 
offi cials to develop the self-confi dence to assume more responsibility.

9.4.2 Control to promote regularity

To pass the test of accountability, regularity in government activities is essential. 
Regularity in this sense means combating and eliminating irregular expenditure, 
dishonest actions, poor book-keeping practices, unauthorised spending and any 
transactions that are contrary to the will and wishes of the executive political 
functionaries. Control may be used to promote regularity by ensuring that 
fi nancial transactions are accurately recorded and that fi nancial statements 
are a true refl ection of all accounting activities. An effective internal system of 
control will contribute signifi cantly to preventing theft of money and supplies. 
Consistent compliance with directives for collecting, safeguarding and spending 
public moneys will allow public managers to account to a higher authority for 
their management of public funds.

Control aimed solely at promoting regularity may have a negative effect because 
it will focus the attention on irregularities only. Excessive emphasis on abiding by 
the rules and regulations may stifl e any attempts at reform, rationalisation and 
improvement of work methods and procedures. Merely abiding by the rules and 
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regulations is not enough to ensure effective public administration. Although 
it is necessary to check that expenditure has been recorded accurately, that the 
necessary authorisation for such expenditure was obtained, and that there is 
adequate documentary proof that goods have been delivered and received, 
investigations into irregularities cannot ensure that the actions that were taken 
will offer maximum benefi t to the community. Therefore, control to promote 
regularity is not enough to ensure effective public accountability. To achieve 
this, control also needs to promote effectiveness, effi ciency and economy.

9.4.3 Control to promote effectiveness

Effectiveness refers to the extent to which government objectives have been 
realised, the degree to which needs are being met and to the quality of service. 
We can therefore state the following:

  Effectiveness is directed at the standard of service.
  The extent to which the needs of the community are being met is a crucial 

requirement for effectiveness.
  There need to be clearly defi ned objectives that can serve as a measure of 

the effectiveness of service and the degree to which needs are met.

Effectiveness is therefore essential to determine whether service of an acceptable 
standard (quality) is being provided, to determine the extent to which community 
needs are being met, and to determine the extent to which stated objectives 
are being realised.

9.4.4 Control to promote efficiency

Effi ciency relates to realising an objective with the minimum resources. Effi ciency 
means that a certain quantity of goods and services of a particular quality have 
been supplied at the least possible cost. Effi ciency therefore always refers to 
judicious expenditure and prudent use of the means of production in order to 
achieve the desired outcome.

Public managers should note that activities, in terms of input and output, may 
be carried out effi ciently and yet not be effective, because they have not satisfi ed 
the particular community’s needs. Similarly, services that have been provided 
and that meet the needs may be effective, but resources may have been spent 
so recklessly that there is little evidence of effi ciency.

Control to ensure effi ciency is of utmost importance because community needs 
are unlimited and such needs have to be met by means of limited resources. 
To be able to account to the community, it is essential to exercise control to 
ensure that resources are being used prudently.

To evaluate effi ciency, it is essential to set certain standards against which 
performance may be measured. In this regard, public managers may use work-
study divisions to good advantage for advice on how to increase effi ciency in the 
provision of services. Advice on improving work methods and procedures and 
on optimising utilisation of personnel will enable public managers to increase 
effi ciency through improved service or reduced costs, or both.
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9.4.5 Control to promote economy

Economy is aimed at ensuring that money is spent in accordance with approved 
prescriptions, and that such expenditure will be appropriate and useful. Control 
is therefore necessary to ensure that available resources are used in the interest 
of the public institution and the community and are not wasted on uneconomical 
goods and services.

In view of rapid technological advances, control to ensure economy has become 
even more important. For example, when purchasing technological aids such 
as microcomputers, public institutions will need to ensure that the purpose 
for which they are being purchased, their use and the functions that they will 
perform will, in fact, be of benefi t to the institution and the community, and 
that they will, in fact, contribute to improved services.

9.1

As a public manager, you need to be skilled in exercising control.

  Why would you say this is necessary?

9.5 What are the steps in the control process?

For the control function to be as orderly as possible, public managers need to 
implement a process of control. The process of control consists of four main 
steps, which we explain briefl y below.

9.5.1 Developing performance standards

The fi rst step in the control process that is important for public managers is to 
develop performance standards. In this regard, there is a special relationship 
between planning and control because performance standards are set early 
on as part of the planning procedures, during the formulation of the mission 
statement, goals and objectives. A standard provides the yardstick for measuring 
performance and is usually expressed in qualitative or quantitative units, such 
as monetary units and units of quality, production and time. The most common 
performance standards with which public managers need to be familiar include 
production standards, service delivery standards and personnel development 
standards.

Production standards are set by establishing how many items of work can 
be completed by the average experienced worker in a given period of time. A 
typical performance standard for service delivery may be to deliver services 
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effectively by using resources effi ciently. Personnel development standards may 
relate to developing training programmes for staff members.

9.5.2 Observation, measurement and reporting of performance

Once performance standards have been developed, the public manager has 
to observe performance and assess (through measurement) whether such 
performance complies with the standard set. Public managers may use various 
methods to measure performance. Auditing, reporting and inspections may 
be carried out to determine whether standards have been achieved. As soon 
as measurement has been completed, reports on performance have to be 
prepared and submitted to top management for evaluation. Only exceptional 
performance (in other words, performance below and considerably above the 
standard) should be submitted to top management, while less exceptional cases 
should be submitted to middle management.

9.5.3 Performance assessment

Performance may be above, below or at the set standards. It is the task of the 
public manager to assess the signifi cance of departures (positive or negative) 
and to determine the causes. Performance that does not meet the standard 
should be brought to the attention of those involved and should be remedied 
where necessary.

9.5.4 Remedial action

Remedial action is the fi nal step to be carried out by public managers in the 
process of control. There are two main types of remedial action, namely 
immediate remedies and fundamental remedies.

  Immediate remedies may be applied, for example, where an order for a large 
quantity of offi ce furniture has fallen behind schedule and all necessary 
steps have to be taken immediately to catch up.

  A fundamental remedy will involve removal of the cause itself and will 
require an in-depth investigation, therefore requiring more time. The cause 
for the delay in the above example may have been that untrained staff in 
the supplies division were unable to keep up. A fundamental remedy by the 
public manager may therefore involve training of existing staff to do the job 
more effi ciently or appointing new staff.

9.2

As a public manager, your aim is to exercise control in your department as 
systematically as possible.

  How will you go about achieving this?
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9.6 Summary

  The aim of control as a management task is to ensure that the stated objectives 
are pursued and realised. In essence, this means that public managers will 
identify departures by comparing outcomes with predetermined standards 
and will provide leadership for remedial measures to ensure that the expected 
results are achieved.

  Control may take place prior to performance or during or after performance 
of activities.

  Public managers need to be skilled in exercising control to ensure that the 
following objectives of control are achieved, namely to promote:

 – responsibility
 – regularity
 – effectiveness
 – effi ciency
 – economy

  The process of control consists of the following steps:

 – developing performance standards
 – observation, measurement and reporting of performance
 – performance assessment
 – remedial action

9.7 Questions for self-evaluation

(1) Explain the concept of control.
(2) Discuss the different types of control that may be distinguished.
(3) Public managers should ensure that clearly identifi ed objectives are 

achieved by means of control. Describe and explain these objectives of 
control.

(4) Describe and explain the steps in the process of control.

9.8 Recommended reading

Cloete, JJN. 2012. South African public administration and management. Pretoria: 
Van Schaik.

Robbins, SP, DeCenzo, DA & Coulter, M. 2014. Fundamentals of management: 
Essential concepts and applications. London: Pearson.

FEEDBACK ON ACTIVITIES AND SELF-EVALUATION QUESTIONS

ACTIVITIES

Activity 9.1 The aim of control as a management task is to ensure that 
the stated objectives are pursued and realised. In essence, 
this means that public managers will identify departures 
by comparing outcomes with predetermined standards and 
will provide leadership for remedial measures to ensure 
that the expected results are achieved.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION QUESTIONS

SELF-EVALUATION QUESTIONS

Question 1 In essence, control means that public managers will identify 
departures by comparing results with predetermined 
standards and will issue directives for remedial measures 
to ensure that the anticipated results are achieved.

Question 2   control prior to execution is future-oriented because it 
allows for the elimination of activities that may create 
discrepancies. Successful control prior to execution is 
the particular responsibility of top management.

  control during execution takes place while the work is 
being done and is the particular responsibility of middle 
management and junior management. Such control 
monitors the performance of subordinate workers and 
always requires immediate remedies.

  control after execution takes place once public activities 
have been completed; in some types of work, this may 
be the only control possible.

Question 3 Control to promote

  responsibility
  regularity
  effectiveness
  effi ciency
  economy

Question 4   developing performance standards
  observation, measurement and reporting of performance
  performance assessment
  remedial action
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  explain what it means to motivate personnel
  explain how public managers can motivate their subordinates to improve 

their work performance

KEY CONCEPTS

After studying this unit, you should be able to explain the following concept:

  motivation

10.1 Introduction

Some public offi cials do not produce the quality of work or maintain the level of 
productivity of which they are capable. To some extent, this may be attributed 
to reticence on the part of the offi cial. The predominant cause, however, is likely 
to be underutilisation of the potential and capabilities of offi cials by public 
management. Offi cials are frequently bored, uninvolved and underutilised, 
and this may contribute to their level of productivity falling below their real 
potential. Public management often fails to present subordinates with the 
necessary challenges and opportunities for achievement or to provide the 
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type of leadership that will inspire offi cials and direct their behaviour towards 
increased performance. In this study unit we look at what management can 
do to improve this situation.

10.2 What does it mean to motivate personnel?

The process of motivating personnel consists of three main variables, as 
represented in the following diagram:

Diagram 10.1:
Process of motivating personnel

The diagram shows that a person responds to a need or motive by acting in a 
certain way. As a rule, a need will be directed at realising a particular objective. 
The extent to which the objective is realised and the need is satisfi ed, as well 
as the degree of success or failure experienced in the process, may, in turn, 
reinforce other existing needs or give rise to new needs.

Motivation of personnel therefore refers to the process whereby human 
behaviour is stimulated and directed at realising personal and institutional 
objectives.

10.3 How can public managers motivate subordinates to increase 
performance?

The discussion in the previous section presented a simplifi ed picture of personnel 
motivation. In practice, it is a highly complex process that demands special 
capabilities from public managers. The complex nature of personnel motivation 
should nevertheless not be used as an excuse for public managers to neglect 
this very important task. On the contrary, they should be eager to fi nd ways 
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to motivate subordinates to increase their performance. In the sections below, 
we look at some of the guidelines that public managers can use to succeed in 
this task.

10.3.1 Inspiring the behaviour of subordinates

Before public managers make any attempt to motivate subordinates, they should 
be fully aware of the signifi cance of the following quotation:

”Man is by nature motivated. He is an organic system, not a 
mechanical one. Inputs of energy are transformed by him into outputs 
of behavior. His behavior is infl uenced by relationships between his 
characteristics as an organic system and the environment. Creating 
these relationships is a matter of releasing his energy in certain 
ways, rather than others” (McGregor 1966:208, 212).

Clearly, the premise of this quotation is that people cannot be motivated, since 
each individual is already motivated, but that such inherent motivation can 
and should be stimulated to inspire performance. In view of the description of 
motivation in the previous section, namely as the process whereby behaviour 
is stimulated, it seems that in order to get individuals to achieve, we fi rst need 
to stimulate their inherent motivation (behaviour). When we say that an 
individual needs to be motivated, we therefore mean that the person’s inherent 
motivation needs to be stimulated. Public management can play a decisive role 
in providing such stimulus by ensuring that conditions created in the work 
situation are such that they will stimulate the motivation of subordinates and 
ultimately inspire them to greater achievement.

10.3.2 Developing an effort/performance and performance/reward 
probability

Public management should be aware that offi cials are likely to perform 
exceptionally well in the following circumstances:

  When there is a high probability that their efforts will produce achievement

  When there is a high probability that achievement will lead to realising the 
stated objectives

  When there is a high probability that management will notice their 
achievements and that they (the offi cials) will receive recognition and/or 
be rewarded in some form

It is important to note that in the case of both effort/performance probability 
and performance/reward probability, the value that subordinates attach to 
the strength of such probabilities will determine whether they will have any 
motivational value or not. The value that management attaches to such probability 
will not necessarily determine its motivational value. Public management 
should bear in mind that such probabilities will have little motivational value 
if subordinates do not rate them highly from their perspective. Managers need 
to establish what the values and interests of subordinates are and then act 
accordingly as far as possible.
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10.3.3 Creating a balance between reward and effort

If subordinates are of the opinion that there is no balance between the amount 
of effort required and the size and signifi cance of the reward, it may affect 
their motivation. Irrespective of management’s view, if subordinates feel that 
the relative value of the reward does not warrant the amount of input that 
they have to give, it may have a negative effect on their motivation. On the 
one hand, public management should be mindful of the importance of a fair 
reward in inspiring their subordinates; on the other hand, they must realise 
that decisions regarding the fairness or otherwise of rewards should not be 
viewed in isolation, but should take into account the rewards received by others 
for similar achievements in similar circumstances.

10.3.4 Setting guidelines for recognising and/or rewarding 
achievement

If there is no delay in recognising achievement and/or rewarding subordinates 
for their achievements, they will be inclined to repeat such achievements. 
Public managers should try to take note of the nature of the recognition and/
or reward that their subordinates regard as important and appropriate to their 
achievements and use such knowledge in future to inspire subordinates to 
repeat the achievements. The following guidelines may assist public managers 
in this regard:

  Recognition and/or reward should be appropriate. Different individuals will 
consider different things to be important. For recognition and/or rewards to 
be appropriate, public managers need to gather information on what those 
subordinates who have achieved will consider important.

  To reward exceptional performance, public managers should strive not to 
give the same reward to all subordinates without exception. Instead, they 
should vary the reward according to the nature of achievement.

  In cases where subordinates are new to a particular work situation, recognition 
should be given as soon as such newcomers show any signs of producing 
the desired performance.

  Rewards should be given intermittently. Public managers should guard 
against rewarding all positive actions of subordinates, because rewards 
that are given with predictable regularity will lose their impact and may 
even cause subordinates to stop performing (to stop producing the desired 
behaviour) immediately after performance has been rewarded. Instead of 
serving as an incentive, subordinates may eventually come to regard rewards 
as part of the compensation to which they are entitled.

  Achievements should be rewarded as soon as possible.
  Failing to reward achievements may cause subordinates to become negatively 

motivated, which can lead to lower productivity.
  Public managers should clearly spell out performance objectives, in other 

words, the actions or behaviour expected of subordinates in order to be 
rewarded.

  Subordinate offi cials should receive feedback on their performance so that 
they are aware of any shortcomings. Shortcomings brought to the attention 
of subordinates may also serve as reasons for withholding rewards.

  Rewards and reward procedures should be modifi ed from time to time, 
since stagnation will cause the motivational value to decline as time passes.
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10.3.5 Setting objectives aimed at increasing performance

Objectives may have a signifi cant effect on personnel motivation. As a rule, 
the degree of diffi culty, as well as the degree of acceptance of the objectives, 
will determine the extent to which offi cials will pursue such objectives. Public 
managers should be mindful of the following:

  To have a positive effect on performance, objectives need to be unambiguous 
and specifi c, rather than generalised or vague (such as instructions to ‘‘do 
their best’’).

  Objectives that offi cials deem diffi cult to realise usually increase performance 
more than relatively easy objectives, provided offi cials have accepted the 
objectives that have been set.

  Performance increases more signifi cantly when subordinates have 
participated in formulating the objectives than when objectives have been 
set and assigned unilaterally.

  Sustained feedback on the results that have been achieved tends to have a 
more positive effect on performance than no feedback.

10.3.6 Knowing which variables may affect performance

Public managers should know which variables in performance and achievement 
can be manipulated directly. They need to concentrate on manipulating 
such variables in an attempt to reach and/or maintain the desired levels of 
performance. Such variables may include the following:

  Variables in the work environment, such as physical working conditions, 
style of leadership and setting objectives

  Task and job design variables, such as the division of labour, variety in 
the composition of posts, challenges of the various tasks and the extent to 
which decision-making powers are delegated

  Consequential variables resulting from performance, such as feedback, 
recognition, reward and punishment

10.3.7 Finding the real causes of poor performance

Public managers need to fi nd the real causes of poor performance before they 
take steps to bring about a desired state of affairs. Managers need to establish 
whether any change or action is necessary on their part to bring about a desired 
state of affairs, and if it is necessary for them to take certain steps, they should 
investigate the possible application of the appropriate variable(s) mentioned 
in 10.3.6.

10.3.8 Rewarding subordinates according to their relative 
contributions

Public managers should be aware that exceptional performers, compared with 
those whose performance is not as good, expect to receive more recognition 
and compensation and to progress more rapidly. If public managers ignore this 
fact, those who perform well may become dissatisfi ed and their performance 
may deteriorate. Consequently, public managers who make no distinction 
between the relative contributions of their subordinates may generate a negative 
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attitude among subordinates and run the risk of undermining their own ability 
to motivate personnel.

10.3.9 Performing self-scrutiny

Public managers should make a point of scrutinising their own conduct (self- 
scrutiny) before blaming subordinates for poor performance. Management 
may have a decisive effect on the performance of subordinates. For example, 
when a subordinate is unable to perform, management may consider moving 
the subordinate to a different position or redesigning the position in order to 
encourage improved performance. It is nevertheless extremely important for 
public managers to scrutinise their own behaviour so they may gain insight 
that will enable them to see the effect of their leadership on subordinates in 
perspective.

10.3.10 Improving the self-image of subordinates

Individuals can achieve only if they are self-confi dent and believe that they 
have the ability to achieve, and this is dependent on their having a positive 
self-image. The extent to which public managers will succeed in inspiring 
their subordinates to better performance will therefore depend largely on 
their ability to create a positive self-image among their subordinates. Public 
managers may fi nd the following guidelines useful in infl uencing the self-
image of subordinates:

  If subordinates experience and accept success in their activities, it will have 
a positive infl uence on their self-image. They will be able to experience 
success only if it is possible to measure their performance against specifi c 
criteria laid down by management.

  The aim of providing subordinates with feedback on their performance is 
to make them aware of their strengths and weaknesses. Subordinates who 
know what their strengths are will have a better chance to succeed, because 
they are better able to identify and utilise conditions or circumstances that 
favour their strengths. In addition, being aware of their weaknesses may 
enable them to work on eliminating them.

  When subordinates are anxious, for example because they do not know 
what is expected of them or how management will treat them, or if they are 
afraid of being punished or dismissed, it may refl ect negatively in their job 
performance. It is the responsibility of management to eliminate uncertainty 
and anxiety as far as possible and to promote realistic expectations.

10.1

As a manager in the public institution where you work, you have found that 
subordinates often appear bored, uninvolved and even underutilised in their 
jobs. As a result, their level of productivity does not refl ect their true potential. 
Upon investigating the situation, you fi nd that the poor performance of sub-
ordinates may be attributed largely to a lack of motivation.

  How will you go about motivating your subordinates to increase their 
performance?
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10.4 Summary

  Staff motivation is the process whereby human behaviour is stimulated 
and directed towards the pursuit of personal and institutional objectives.

  Public managers may inspire their subordinates to greater performance by

 – inspiring the behaviour of subordinates
 – developing an effort/performance and performance/reward probability
 – creating a balance between the size of the reward and the effort required
 – providing guidelines for recognition and/or reward of achievements
 – setting objectives for increased performance
 – recognising the variables that may infl uence performance
 – identifying the true cause of poor performance
 – rewarding subordinates according to their relative contributions
 – conducting self-scrutiny
 – improving the self-image of subordinates

10.5 Questions for self-evaluation

(1) Defi ne the concept of personnel motivation.
(2) Describe how public managers may inspire (motivate) their subordinates 

to improved performance.

10.6 Recommended reading

Cun, X. 2012. Public service motivation and job satisfaction, organizational 
citizenship behavior. Chinese Management Studies 6(2): 330-340.

McGregor, D. 1966. Leadership and motivation. Cambridge, MA: MIT Press.
Rees, WD. 1996. The skills of management. London: International Thomson.
Ströh, EC. 2001. Personnel motivation: strategies to stimulate employees to 

increase performance. Politeia 20(2):59-74.

FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

SELF-EVALUATION QUESTIONS

Question 1 Motivation of personnel refers to the process whereby 
human behaviour is stimulated and directed at realising 
personal and institutional objectives.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

Question 2   inspiring the behaviour of subordinates
  developing an effort/performance and performance/

reward probability
  creating a balance between reward and effort
  setting guidelines for recognising and/or rewarding 

achievement
  setting objectives aimed at increasing performance
  knowing which variables may affect performance
  fi nding the real causes of poor performance
  rewarding subordinates according to their relative 

contributions
  performing self-scrutiny
  improving the self-image of subordinates
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Learning objectives

After completing this study unit, you should be able to

  describe what a disposition is

  explain the kind of disposition expected of public managers

KEY CONCEPTS

After studying this unit, you should be able to explain the following concept:

  disposition

11.1 Introduction

To avoid confl ict and problems, it is essential that public managers have a 
positive and composed disposition, especially since the main aim of the public 
sector is to provide a service to the community. This study unit looks at the 
kind of disposition expected of public managers.

11.2 What is a disposition?

“Disposition” refers to an individual’s attitude towards or opinion of 
a certain issue. It implies that such attitude or opinion will guide the 
individual in his or her dealings with the particular matter. Disposition 
may be positive or negative. Because individuals differ, they might have 
different dispositions towards the same issue.

Disposition is subjective, differing not only from one individual to the 
next, but also changing in the same individual over time.

S T U D Y  U N I T 
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11.3 What kind of disposition is expected of public managers?

Because public offi cials, especially public managers, hold strategic positions in 
the hierarchy of public institutions, they are required to act as leaders and set an 
example in many areas. In order for the conduct of public managers towards a 
higher authority, subordinates and members of the public to be beyond reproach 
at all times, their disposition should be characterised by the following.

11.3.1 Showing sincere interest

It is important for public managers to show sincere interest in people. They 
should listen attentively and take an interest in the activities, thoughts and 
feelings of other people. Good relations between people are based on mutual 
goodwill and respect, and these qualities are possible only between people 
who take a sincere interest in each other.

11.3.2 Remaining humble

Public managers should try to avoid any behaviour that will make other people 
feel inferior. Members of the public should be treated as equals and should 
even receive preferential treatment.

11.3.3 Showing appreciation

A sincere word of praise and a pat on the back, when warranted, make people 
happy. When a subordinate’s behaviour deserves praise, it should receive 
recognition without delay. Words of praise that are insincere, however, will 
have little signifi cance for subordinates.

11.3.4 Adopting a sympathetic attitude

When public managers express sympathy, they should show understanding 
for the problems of others and respect the feelings of others.

11.3.5 Recognising differences

Not all individuals share the same personal talents or attributes, and not all 
people value the same talents or attributes. Individual differences should 
therefore be taken into account. Public managers should show understanding 
for differences, for example in preferences, expectations and interests.

11.3.6 Refraining from criticising excessively and expressing 
disapproval

Relationships between individuals can be damaged by excessive criticism. 
Negative criticism is usually unnecessary and does not promote healthy 
relationships.
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11.3.7 Avoiding embarrassing others

No individual is without faults, and some individuals are very aware of their 
shortcomings. Overemphasising such shortcomings will make subordinates 
feel insignifi cant and will damage human relations.

11.3.8 Ignoring first impressions

The fi rst impression of an individual is subjective and may be unreliable. It is 
possible to dislike some people upon fi rst meeting them, for no specifi c reason. 
Public managers should rather concentrate on and reinforce other people’s 
positive attributes.

11.3.9 Being generous

Positive relations are fostered when an individual tries to meet the needs of 
others without being asked and without expecting anything in return.

11.3.10 Behaving predictably

Subordinates like to know what they can expect from public managers. 
Consistency builds trust and confi dence; unpredictability causes insecurity 
and tension, which may lead to confl ict.

11.1

As a public manager, you should have a positive disposition towards higher 
authority, your subordinates and members of the public.

  Write down the kind of disposition you are expected to have in this regard.

  Can you think of three more kinds of dispositions in this context?

  Explain why you have selected the above three kinds of dispositions.
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11.4 Summary

  Disposition refers to an individual’s attitude towards or opinion of a particular 
matter. It may be positive or negative. It serves as guideline for his or her 
actions in the particular circumstances.

  Public managers should have the following kind of disposition:

 – showing sincere interest
 – remaining humble
 – showing appreciation
 – adopting a sympathetic attitude
 – recognising differences
 – refraining from criticising excessively criticism and expressing disapproval
 – avoiding embarrassing others
 – ignoring fi rst impressions
 – being generous (doing something for nothing)
 – behaving predictably/consistently

11.5 Question for self-evaluation

In order for the conduct of public managers towards a higher authority, 
subordinates and members of the public to be beyond reproach at all times, 
public managers should have a positive disposition. Explain this statement.

11.6 Recommended reading

Valentine, S. 2012. Public management and administration. London: Taylor & 
Francis.

FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

SELF-EVALUATION QUESTIONS

Question 1 Because public offi cials, especially public managers, hold 
strategic positions in the hierarchy of public institutions, they 
are required to act as leaders and set an example in many 
areas. In order for the conduct of public managers towards 
a higher authority, subordinates and members of the public 
to be beyond reproach at all times, their disposition should 
be characterised by the following:

  showing sincere interest
  remaining humble
  showing appreciation
  adopting a sympathetic attitude
  recognising differences
  refraining from criticising excessively and expressing 

disapproval
  avoiding embarrassing others
  ignoring fi rst impressions
  being generous
  behaving predictably
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  defi ne community values
  explain the types of community values to which public managers need to 

be sensitive

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  community
  values
  community values

12.1 Introduction

Every member of a community has certain value preferences, which shape 
his or her view of life. It is the primary task of public managers to ensure that 
decisions relating to their public activities are in accordance with the content 
and prescriptions of the prevailing view of life. In this study unit we discuss 
some of the values that prevail in communities and to which public managers 
need to be sensitive.

12.2 What are community values?

Values may be regarded as the beliefs of members of a community in respect 
of a particular issue, and such beliefs may be used selectively as criteria 
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for determining preferences and choices and as justifi cation for intended 
or actual actions.

Values may be seen as personal convictions about quality, phenomena or 
events. Values therefore provide the guidelines and defi ne what is right 
or wrong, what is fair or unfair and what is good or bad; in other words, 
they prescribe how things “ought to be”.

12.3 To which types of community values should public managers be 
sensitive?

The activities of public managers are complicated by the important role of 
values, which need to be taken into account and yet are often diffi cult to defi ne. 
Members of a community may agree on the objective pursued by a particular 
policy, but may differ on the priority of the objective. Diverse preferences 
arise from different value judgements among members of a community. 
Allowing for the values of one group may make other groups feel that they 
are being discriminated against. Considering that problems do not come to 
the administrator wrapped in bundles, with the value elements and factual 
elements neatly sorted, public managers need sound judgement and skills in 
their efforts to strike a balance between values and facts. Moreover, public 
managers need to bear in mind that they should not try to force their personal 
values on the community when making decisions affecting the general welfare 
of the community, but ought to abide by community values as guidelines for 
public decision-making.

Some of the principal values to which public managers should be sensitive are 
discussed in some detail below.

12.3.1 Christian and other religious values

Embracing Christian and other religious values relates to issues such as 
unwavering faith, love of the truth, justice, exemplary behaviour, honesty and 
a sober lifestyle. In upholding these values, public managers manifest their 
personal beliefs, which serve as guidelines for performing their public duties.

12.3.2 Legislative compliance/recognition of democratic principles

Although public managers are not politicians in the true sense of the word, they 
work in a political environment and their activities are infl uenced by political 
considerations. Consequently, public managers should have insight into the 
conditions that affect the political environment, especially in view of the fact 
that they are the main providers of information to political functionaries. 
When public offi cials/managers do not keep abreast of the political situation 
in a country, this will be refl ected in the decisions of political functionaries, 
which may give rise to unnecessary uncertainty, confusion and even resistance 
in a community.

Legislative compliance means that no public offi cial may embark upon a public 
activity without authorisation from a legislative institution. Where public 
activities have been sanctioned by the legislature, the goods and services 
delivered have to meet the standards of public accountability. This is important, 
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because when members of the community feel aggrieved by the actions or 
inaction of offi cials, they will appeal to their elected representative and may 
hold such political functionary responsible and accountable for the way in which 
they have been treated. Public managers have the important task of ensuring 
that political policies are executed in accordance with directives.

Because the Republic of South Africa is a democratic state, the principles of 
democracy naturally have to be refl ected in the offi cial actions of offi cials. One 
such principle that is of particular importance in the public sector is that public 
offi cials should be guided by public opinion. To ensure recognition by public 
offi cials, not only of this principle, but also of other democratic principles, public 
managers need to ensure that the necessary measures are in place to compel 
offi cials to give priority to the interests of the community.

12.3.3 Equal rights

Every member of the community is entitled to equal rights, which means that 
every member of the community has the right to receive the same treatment in 
the same circumstances as any other member. Every member of the public is 
therefore entitled to the same benefi ts from government activities. For example, 
where the same rates structure applies throughout a municipality, it would not 
be equitable if some areas or wards receive services of a higher quality than 
others. Residents in the areas receiving a higher-quality service would be getting 
value for their money, while the rest of the community would not. Admittedly, 
government activities do not benefi t all people equally and it is diffi cult to enforce 
equal rights in practice, but public managers should nevertheless guard against 
denying equal rights as a matter of course in performing their duties. Their 
point of departure should always be that no individual or group should enjoy 
a privileged position at the expense of others as a result of government action.

12.3.4 Integrity and honesty

Public managers should have no hidden agenda in performing their duties. 
They should carry out their activities in such a way that neither they nor their 
colleagues receive preferential treatment. They should uphold these values so 
faithfully that there can be no doubt in the minds of their subordinates and 
members of the public that they are following the guidelines for performing 
their duties. If they should fail to uphold these values, they may eventually 
fi nd themselves in the unenviable position of having their activities constantly 
questioned, which, in itself, will undermine the trust of subordinates in the 
authority of public managers.

12.3.5 Restraint and fairness

In performing their duties, public managers should guard against unethical 
behaviour. They should avoid unfair and unreasonable actions and should 
exercise their own rights and freedom in a way that will not be harmful to the 
rights and freedom of others.
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12.3.6 Responsibility

Responsibility, in this instance, refers not so much to the public liability or 
accountability of public managers, but to their approach to their activities 
as functionaries in positions of leadership. Managers in public institutions 
should have a sense of responsibility for ensuring optimum service in the best 
interests of the community. Because public managers often liaise with members 
of the community, it is important for them to act responsibly, with personal 
pride and dignity. Irresponsible behaviour will not only damage their image 
as public managers, but may also be harmful to members of the community 
in some way or another. A sense of responsibility among public managers also 
entails showing respect for order and discipline, a sense of fairness and the 
absence of prejudice.

12.3.7 Cultural awareness

The scope of a public manager’s activities creates opportunities for him or her 
to foster awareness of his or her own cultural heritage among subordinates, as 
well as members of the public. Public managers should bear in mind that values 
are nurtured when people show pride in their own culture. If people appreciate 
their own cultural heritage, they are likely to attach value to other issues in 
society as well. This can facilitate the task of public managers considerably, 
providing – of course – that the public managers also value their own cultural 
heritage. Cultural awareness in South Africa is complicated because of the 
many different population groups in a community. Public managers should 
not be discouraged, however, because they need not have in-depth knowledge 
of all the different cultures, as long as they show that they value their own. If 
they set this example, subordinates and members of the public may follow suit.

12.1

  Write down the main community values to which public managers should 
be sensitive, as set out in this study unit.

  Can you think of three other values in this context?

  Explain why you have selected these values.
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  Explain what each of the additional values that you have listed above entails.

12.4 Summary

  Values are a personal judgement of quality, phenomena or events and serve 
as guidelines for what people regard as right or wrong, fair or unfair and 
good or bad, in other words, how things “ought to be”.

  Public managers should be sensitive to the following community values, 
among others:

 – Christian and other religious values
 – legislative compliance and recognition of democratic principles
 – equal rights
 – integrity and honesty
 – restraint and fairness
 – responsibility
 – cultural awareness

12.5 Question for self-evaluation

(1) Explain sensitivity to community values as a skill required of public 
managers.

12.6 Recommended reading

Tshikwatamba, NE. 2004, Contextualizing the guidelines of public 
administration within the selected African community values. Journal 
of Public Administration 39(2):255-271.

FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 12.1 Public managers should be sensitive to the following types 
of community values:

  christian and other religious values
  legislative compliance/recognition of democratic 

principles
  equal rights
  integrity and honesty
  restraint and fairness
  responsibility
  cultural awareness
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

SELF-EVALUATION QUESTIONS

Question 1 Every member of a community has certain value 
preferences, which shape his or her view of life. It is the 
primary task of public managers to ensure that decisions 
relating to their public activities are in accordance with 
the content and prescriptions of the prevailing view of 
life. In this study unit, we discuss some of the values that 
prevail in communities and to which public managers 
need to be sensitive.

Values may be regarded as the beliefs of members of 
a community in respect of a particular issue, and such 
beliefs may be used selectively as criteria for determining 
preferences and choices and as justifi cation for intended or 
actual actions. Values may be seen as personal convictions 
about quality, phenomena or events. Values therefore 
provide the guidelines and defi ne what is right or wrong, 
fair or unfair, good or bad.
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  explain the meaning of innovation

  indicate the demands that require innovation from public managers

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  approach

  innovation

  standard

13.1 Introduction

The complexity of goods and services delivery requires competent and dedicated 
public managers. The more complex community life becomes, the more 
diffi cult government activities become and the greater the demands made on 
the competency and dedication of public managers. Public managers need to 
be aware that the level of sophistication of the goods and services provided by 
a public institution will determine the nature and scope of their own activities. 
In view of changed and changing circumstances, technological developments 
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and other related reasons, the role and responsibility of public managers in 
government and administration are growing.

Public managers face many demands in the public sector that require innovative 
thought and action.

13.2 What does innovation mean?

Innovation refers to the introduction of something new, for example new 
approaches to realising objectives and, consequently, new activities aimed 
at realising stated government objectives. Innovation means renewal. 
Apart from improving old systems, it includes development of the abilities 
of individuals. Innovation means introducing changes and improvements 
to an existing system. Innovation may bring about large-scale change 
in processes and activities, and this may lead to changes in objectives, 
intentions and policies.

13.3 What are the demands that require innovation?

Public managers need to be mindful of the many technological advances and 
should not persist in using obsolete aids and techniques to carry out their 
activities. Instead, they should endeavour to replace outdated aids and techniques 
with sophisticated and advanced technology, as far as possible. This implies that 
public managers, as functionaries in leadership positions, need to take the lead 
in making recommendations on the nature of modern public administration. 
To meet these demands, public managers need to be not only familiar with 
the current state of affairs, but also able to anticipate future developments. 
To promote dynamic public administration, managers are expected to ensure 
that administrative activities stay on course. Such administrative activities can 
meet the demands of the present and the future only if they have the same 
dynamic characteristics as modern society. To promote dynamic government 
and administration, public managers are therefore required to be innovative 
in their actions.

The sections below highlight some of the circumstances that may require 
public managers to be innovative in order to keep pace with changed and/or 
changing circumstances.

13.3.1 New responsibilities and work programmes

Increasing public responsibilities and growing numbers of work programmes are 
largely the result of identifying new needs that arise in communities. The status 
quo is often disturbed by technological and material developments, accompanied 
by demographic changes, new values and higher expectations. Disruption, in 
turn, leads to issues such as unemployment, disorder, excessive urbanisation 
and social tension. The measures introduced to deal with such issues often 
give politicians greater powers of control; they, in turn, rely heavily on public 
administration, in general, and on the expert advice of public managers, in 
particular. Government action to prevent or resolve particular issues may 
increase responsibility and put new items on the agenda, such as regulating 
industrial and labour relations, reconciling confl icts of interest, setting minimum 
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standards, delivering a variety of community services to a rapidly growing 
population and dealing with crisis situations.

13.3.2 New institutions, organisational arrangements and structural 
adjustments

Innovative action is required when existing institutions and/or organisational 
arrangements in institutions are no longer capable of – or suitable for – handling 
the needs of the institution. Sometimes issues may be resolved by simply 
expanding existing institutions, for example by creating additional departments. 
Often, however, substantial organisational adjustments are necessary, for 
example by creating new types of institutions, such as planning boards, 
research councils, intergovernmental committees, commissions of enquiry 
and community councils.

13.3.3 New aids and techniques

Over the past few decades a number of new aids and techniques have been 
developed, some of which have been implemented at certain institutions in the 
public sector, while others have shown that they may be applied benefi cially 
in specifi c instances. (Study unit 17 looks at the potential application of a 
few management aids in the public sector.) To generate innovation in public 
institutions in keeping with the demands of the times, it is essential for public 
managers to be familiar with the possible applications of the following aids, 
among others: computer technology, information systems, programmed 
budgeting techniques, cost-benefi t analyses, opinion polls, work study 
techniques, systems analysis, network programming and management by 
objectives.

13.3.4 New standards and approaches

Developments such as new standards for and approaches to analysing and 
evaluating the administrative functions of public administration, such as policy-
making, funding and personnel provision and utilisation, are probably the most 
signifi cant administrative implications of large-scale change. The traditional 
guidelines of supreme political authority, public responsibility, democratic 
principles, restraint, fairness and effectiveness still serve as a basis for public 
administration, but the trend in interpreting these guidelines is towards social 
equity. This movement is known as the ‘‘New Public Administration’’ and may 
be summarised as follows (Henry 1975:28):

The focus is disinclined to examine such traditional phenomena as 
effi ciency, effectiveness, budgeting and administrative techniques. 
Conversely, the New Public Administration is very much aware of 
normative theory, philosophy and activism. The questions it raises 
deal with values, ethics, the development of the individual member 
in the organization, the relation of the client with the bureaucracy, 
and the broad problems of urbanism, technology and violence. If 
there is an overriding tone to the New Public Administration, it is 
a moral tone.
The moral tone of the New Public Administration has at least two 
orientations. We might call the two emphases “internal” ethics and 



118

 

“external” ethics. “Internal” ethics concerns the role of the individual 
member inside the organisation. How is he to be treated? How is he 
to treat others? What is his use? “External” ethics deals with the 
role of the individual client outside the organisation. How is he to 
be treated? What is the purpose? What is fair?

These views originated in the seventies and are therefore not new, but they 
are especially signifi cant and very relevant to the conditions in South Africa 
today, where the constitutional dispensation has changed dramatically. Public 
managers in the South African public sector who do not realise the necessity 
for innovation within the framework of the above quotation and against the 
background of changed and changing circumstances are facing stagnation 
and defeat.

To meet the demands made on them in this regard, public managers need to 
have the capacity to

  recognise problems/issues
  determine when problems/issues require new solutions, rather than 

modifi cations of existing solutions
  analyse and reformulate existing problems/issues in terms of prevailing 

conditions, with a view to eliciting alternative responses and initiatives
  draw meaningful conclusions from existing crises so that the lessons they 

learn can serve as a basis for developing new solutions
  develop the abilities of subordinates to avoid instability and uncertainty and 

enable them to deal with future issues
  manage confrontation, confl ict and deviant behaviour without overreacting
  obtain the resources necessary to resolve possible problems or issues in future
  remain humane under normal as well as abnormal conditions of extreme 

tension

13.1

  Try to think of six demands made on public managers that require them 
to be innovative.

  Also explain why you consider these to be demands made on public 
managers.

DEMAND REASON

13.4 Summary

  Innovation means renewal, in other words, introducing innovations such 
as new approaches to realising objectives and, consequently, new activities 
to realise stated objectives.
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  Public managers are compelled to be innovative as a result of the demands 
of new

 – responsibilities and work programmes
 – institutions, organisational arrangements and structural adjustments
 – aids and techniques
 – standards and approaches

13.5 Question for self-evaluation

(1) Public managers need to have the necessary skills to use innovation to 
revise and develop government activities. Discuss.

13.6 Recommended reading

Henry, N. 1975. Public administration and public affairs. Englewood Cliffs, NJ: 
Prentice Hall.

Lawton, A, Rayner, J & Lasthuizen, K. 2013. Ethics and management in the public 
sector. New York: Abingdon, Oxon.

FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 13.1 Consider the following demands:

  responsibilities and work programmes
  institutions, organisational arrangements and structural 

adjustments
  aids and techniques
  standards and approaches

Remember to explain why you consider these to be demands.

SELF-EVALUATION QUESTIONS

Question 1 Discuss the following statement:
The complexity of goods and services delivery 
requires competent and dedicated public managers. 
The more complex community life becomes, the more 
diffi cult government activities become and the greater 
the demands made on the competency and dedication 
of public managers. Public managers need to be aware 
that the level of sophistication of the goods and services 
provided by a public institution will determine the nature 
and scope of their own activities. In view of changed and 
changing circumstances, technological developments 
and other related reasons, the role and responsibility 
of public managers in government and administration 
are growing.
Public managers face many demands in the public sector 
that require innovative thought and action.
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  explain the meaning of change

  explain the causes of resistance to change

  explain the things managers can do to reduce resistance to change

  describe how change may be managed

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  change

  resistance

S T U D Y  U N I T 

14MANAGING CHANGE
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14.1 Introduction

Public institutions are continually exposed to infl uences from outside (external 
infl uences) and from within (internal infl uences). As agents or instruments of 
change, it is the responsibility of public managers to identify these infl uences, 
to plan for processing change and to develop strategies for introducing change 
in a meaningful way.

Managing change is a complex and dynamic process. We now consider some 
of the facets of this process to fi nd out what public managers are supposed to 
do when confronted by change.

14.2 What does change mean?

The concept of change simply means to move away from an existing 
situation. When change takes place, the status quo no longer prevails.

Change often makes it necessary for government institutions to reposition 
themselves. Such repositioning includes a change in strategy, in formal 
structures, organisational culture and/or management style. For these reasons, 
change management is of vital importance for every institution that functions 
in a dynamic and uncertain environment.

14.3 What causes resistance to change?

Individual employees may resist change. The arrangements that are in place 
in a particular government institution may also hamper successful change.

14.3.1 Individual resistance to change

Individual resistance to change is normally the result of basic human traits, 
such as the perceptions and personalities of individuals. The following may be 
regarded as the most common reasons for individual employees to resist change:

  Inertia. Generally speaking, people tend to be reluctant to change the 
traditional ways of doing things. People are reluctant to let go of existing 
circumstances, which may include material benefi ts (salaries and status 
symbols) and psychological benefi ts (power and prestige).

  The absence of reasons for the planned changes may cause resistance. 
Such resistance may result from poor communication on the part of public 
managers. Resistance to change in individual employees may also be caused 
by uncertainty about the reasons for and the effect of change. In particular, 
when change is not discussed with employees, they may lose confi dence and 
trust in management, causing the attempt at change to fail. More commonly, 
however, it may be attributed to the inability of workers to recognise the 
necessity for change.

  If the introduction of change is not timed appropriately, employees may be 
reluctant to cooperate.

  Change may require employees to abandon existing customs and practices. 
For example, if the decision has been made to move employees to a different 
building, it means that they have to make new parking arrangements, 
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perhaps requiring them to get up earlier to get to work on time, as well as 
other changes in their routine. This may cause resistance to change.

14.3.2 Organisational obstacles that may inhibit change

Generally, all organisations are relatively conservative in their approach to 
change. A typical example is where government institutions such as schools cling 
to existing principles and methods of teaching. This can be attributed largely 
to internal work processes that have developed over time and ensure stability. 
Public managers operating in static circumstances may need to implement crisis 
management when changes do occur. Situations such as these may have dire 
consequences for the public sector. If change is not introduced proactively and in 
a planned way, service delivery to the public may suffer. It is the responsibility of 
public managers to identify – in good time – any obstacles in their institutions 
that may arise from changed circumstances. The following are some obstacles 
that are generally present in most institutions:

  Structural inertia. Many institutions do not have adequate established 
organisational arrangements, and this hampers effective performance. 
For example, outdated organisational structures, incomplete procedural 
guidelines, inadequate delegation of powers and overcentralisation of 
activities are typical obstacles that may impede change.

  Outdated methods and procedures. Clinging to outdated methods and 
procedures is one of the most prominent administrative factors that can 
affect change negatively. In the public sector, operational methods and 
procedures are often established by a higher authority, but this is no excuse 
for public managers to ignore shortcomings; it is the responsibility of every 
employee to bring such shortcomings to the attention of the higher authority. 
This will ensure that better methods are found for performing tasks, thus 
expediting change.

  Obsolete technology. Using obsolete technology can be a major obstacle 
when it comes to change. Imagine the delay that would result without the 
use of modern computer facilities in a large-scale project, such as general 
salary adjustments for public offi cials.

  Narrow view of change by management. Public institutions such as state 
departments are made up of several divisions and sections. Therefore, it would 
be impossible to introduce any change that would not affect the activities 
of virtually all the divisions and sections. For example, if a decision were 
made to use computers in the workplace, it would have to be implemented 
throughout the institution and not just in one division or section, because 
it would affect all activities of the institution as a whole.

  Inappropriate management style. When administrative change takes 
place in the public sector, the management style of public managers will 
be a decisive factor in its success. For example, if a higher authority decides 
to introduce a personnel system that supports increased participation by 
staff at the lower levels of the hierarchy (operational workers), it would 
be inappropriate for public managers to continue using an autocratic 
management style and thus oppose change. In such a case, the public 
manager who continues to use an autocratic management style would be 
an obstacle to change.

As soon as a public manager has identifi ed the reasons for the resistance to 
change, certain approaches may be followed to reduce resistance.
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14.4 What can managers do to prevent resistance to change?

A number of options are available to public managers to minimise resistance 
to change. Resistance to change is a complex phenomenon and should be 
handled carefully because it may have a detrimental effect on the production 
of employees. There is no clear-cut solution that will eliminate resistance 
to change, but the approaches that we discuss below can potentially defuse 
high-risk situations. Public managers may use the following approaches in an 
attempt to prevent or reduce resistance to change.

14.4.1 Communicate

Resistance to change can be overcome by keeping workers well informed of the 
necessity for the anticipated changes. Where changes have a political origin 
and some offi cials have been offered no choice but to accept the changes, it is 
the special task of public managers to make such employees aware of the logic 
and reasoning behind the changes and to persuade them to accept the changes. 
Public managers may communicate by discussing the issue with individual 
workers, sending out memorandums and preparing reports.

14.4.2 Encourage worker participation

Individual workers will fi nd it diffi cult to resist change if management has 
involved them in planning the anticipated changes from the outset. Public 
managers should ensure that those who will be directly involved have the 
necessary expertise to make a meaningful contribution, otherwise it will not 
be possible to fi nd quality solutions and it will be a waste of time. The public 
sector offers limited opportunities for worker participation in planned changes 
because many of the changes that do take place are enforced by higher authority.

14.4.3 Offer support

Public managers can be supportive of employees when changes are anticipated. 
They can provide training programmes to prepare workers for changes and 
they can offer emotional support by setting up opportunities to discuss the 
planned changes. However, the cost attached to such supportive action is high 
and it may take time for it yields results.

14.4.4 Negotiate

Resistance can be largely reduced by negotiating the planned changes with 
individual workers. In cases where changes to the working hours are planned, 
for example, managers may negotiate with those individual workers who will 
fi nd it diffi cult to keep to the new hours, such as allowing them to start earlier 
or work later (known as fl exitime), provided that they still work the required 
number of hours per day. However, such arrangements may cause problems in 
the public sector because working hours are usually set by a higher authority 
and employees have to adhere to these hours. This may imply that a public 
manager who decides to negotiate an agreement with an individual worker 
would not be fulfi lling his or her responsibility towards the higher authority 
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and would, in fact, be acting contrary to directives. It might also set a precedent 
that may be abused by other workers on a subsequent occasion.

14.4.5 Use coercion

Another way of reducing resistance to change is by means of coercion. Workers 
may be threatened with losing their jobs if they do not comply with the planned 
changes. Management may also threaten to withhold promotions, to transfer 
workers to other divisions, to assign them less pleasant tasks and to write 
negative merit reports. In applying coercive measures, however, management 
runs the risk of demotivating employees in the long run and fostering hostility 
towards management. Moreover, it will be diffi cult to use coercion in the public 
sector because public managers do not have the necessary authority to apply 
such measures. Threats may also give rise to misconduct, which can put public 
managers in a diffi cult situation.

14.1

  What do you consider to be the main reasons for resistance to change in 
your institution?

  Explain how public managers may reduce resistance to change.

14.5 How can change be managed?

Change can be managed by following a process of actions (process of managing 
change). The process of managing change comprises several steps, which we 
explain below.

14.5.1 Become aware of change

Public institutions are continually exposed to external and internal infl uences.

This implies that public managers, who are actually agents for change, need to 
know intuitively when changes become necessary. Although public managers 
have no control over these infl uences, they have an important task in identifying 
and analysing such infl uences. Political, economic and technological factors 
are some examples of external infl uences. External infl uences, in turn, affect 
and determine the internal processes of the public sector, and this prompts the 
public sector to modify objectives, structures and procedures.
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14.5.2 Recognise the need for change

The development of sophisticated management information systems has made 
more information available to public managers, enabling them to gauge the scope 
and impact of infl uences that necessitate change. Public managers can respond 
rapidly to change. Information on fi nancial and personnel matters is readily 
available and this facilitates decision-making. The infl uences that necessitate 
changes to the existing order may be dealt with in one of two ways. Public 
managers may deny the necessity for change and ignore and resist the changes 
as such, which will lead to infl exibility. Alternatively, public managers may 
decide to respond proactively and to introduce planned changes constructively. 
This means that new objectives, which form part of the programme for planned 
change, will replace existing objectives, resulting in new administrative policies 
and structural innovation.

14.5.3 Identify problems

Before undertaking any plan of action, it is necessary to determine the true 
nature of the problem that has necessitated change. The following questions 
provide a basis for identifying the problem:

  What is the problem?
  Who is causing the problem?
  When is the problem being experienced?
  How is the problem being caused?

Identifying the problem is based on the assumption that the public manager 
understands the problem situation. It also means that public managers need 
to be aware of what is to be changed or improved and of the symptoms that 
may point to future problems. Experience and sound judgement are required 
of public managers in this regard. During this step in the process of change, 
it is usually necessary to decide whether public managers will deal with the 
changes themselves or will use the services of a management consultant. It 
should be clear that public managers need to have specifi c management skills 
in order to manage the change process themselves, so it may be advisable to 
consider using the services of a management consultant instead. The question 
will then be whether the public manager has the authority to decide to use 
a management consultant. Public managers will need to communicate with 
the higher authority to establish whether this may be done. The severity of 
the problem may play a decisive role in this situation. If the decision is made 
to use a management consultant, the brief or instructions that the consultant 
receives are important, and may involve the following:

  The management consultant assumes full responsibility for dealing with 
the process of change. The public manager assumes a subordinate position 
in this respect.

  The management consultant receives specifi c instructions to act only in 
an advisory role. In other words, the knowledge and experience of the 
management consultant are used to fi nd a solution.

  It is also the task of the management consultant to train public managers 
and other employees to deal with the process of change.

Apart from the brief to the management consultant, the following aspects 
should also be taken into account:
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  The public manager should spell out clearly to the management consultant 
what it is that he or she hopes to achieve. For example, a management 
consultant may be expected to fi nd ways of cutting costs or increasing 
productivity.

  In deciding to use a management consultant, the public manager has to 
consult all role-players who will be involved in the planned changes. It is 
pointless to force assistance on someone who does not want it.

  The activities of the management consultant should be evaluated on an 
ongoing basis to determine whether he or she is proceeding according to 
instructions.

14.5.4 Overcome resistance to change

As we have explained, resistance is one of the main obstacles to change. 
Individual employees may resist change (manifesting in inertia) or there may 
be organisational obstacles (such as continuing to use obsolete procedures). 
In section 14.4, we discussed the approaches that public managers can use to 
reduce resistance to change. Please pay careful attention to this information.

14.5.5 Plan for change

If public managers have succeeded in overcoming resistance to change, plans 
need to be devised to reinforce the process of change. In planning for change, 
clear objectives need to be set and the means need to be identifi ed for realising 
these objectives. If the services of a management consultant are being used, he 
or she should participate in setting objectives. Internal objectives will be aimed 
at individual workers and refer to the re-evaluation of the attitudes, morale, 
decision-making skills and motivation of individual workers. External objectives 
refer to reassessment of the established pattern of operations in the public 
institution as a whole, and may include increasing the levels of productivity 
and reducing absenteeism. It will be important for the public manager to 
decide whether the stated objectives are feasible in terms of the administrative 
functions and ancillary functions. In other words, public managers need to 
assess whether the objectives can be reconciled with considerations such as 
existing policies (whether the objectives will comply with existing prescriptions), 
existing organisational arrangements (whether additional positions should 
be introduced) and personnel arrangements (whether additional staff need to 
be appointed or whether extra training should take place). As far as ancillary 
functions are concerned, plans need to be made for doing research into change 
and having infrastructure available, for example providing offi ces for the 
management consultant, if one is used.

14.5.6 Select an approach to change

Public managers may follow one of three approaches to change. The approach 
selected will depend on the nature of the problem or the factors that have 
given rise to change. It is the task of the public manager (together with the 
management consultant, if such services are being used) to decide which 
approach will bring the desired results for the changes being planned. The 
three approaches are the structural approach, the technological approach and 
the human approach.
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  The structural approach uses methods such as structural innovation of the 
organisational structure, decentralisation of functions and powers, and 
changes in the fl ow of work by means of job design and analysis, as well as 
time and motion studies.

  The technological approach involves the use of more modern technological 
equipment.

  The human approach is aimed at individual workers and, more specifi cally, at 
persuading people to implement the changes. Because the human approach 
plays an important role in change — after all, the workers are the ones who 
have to work under changed conditions — we will look at it in more detail. 
Public managers may use the following methods in the human approach:

 – Team-building. Team-building refers to activities performed by individual 
workers in a team context, analysing such activities and identifying and 
using resources to increase the effi ciency of the team, for example in 
terms of production.

 – Process consultation. Process consultation is an attempt to use discus-
sions with a management consultant to inform workers in a team con-
text of the activities relating to their jobs so that they may have a better 
understanding of what they are doing and of the value of individual 
contributions. Process consultation is also aimed at improving workers’ 
problem-solving skills.

 – Sensitivity training. Sensitivity training implies that workers are taught 
interpersonal skills in an attempt to make them more aware of their own 
personalities and their impact on other workers.

 – Small-group activities. Using small-group activities to bring about change 
among workers is a method aimed at creating the opportunity for employ-
ees, especially those at operational level, to solve problems themselves. 
Participants in small-group activities may be trained in group commu-
nication processes and problem analysis.

14.5.7 Choose between alternatives

Having considered both the approach to be followed and the methods involved, 
public managers need to decide which approach(es) and method(s) to follow. 
It is important to take note of the benefi ts of the services of a management 
consultant.

In the human approach, it is especially important to use expert services. 
The various methods mentioned in the human approach require specialised 
knowledge and skills, and the public manager needs sound judgement to make 
the right choice.

14.5.8 Implement the programme for change

When implementing the programme for change, public managers need to 
take two factors into account, namely the anticipated duration and the scope 
of the programme. Public managers need to decide whether to introduce 
the programme into the institution as a whole or not. This decision will 
depend largely on the nature of the problem to be solved. Once the scope of 
implementation has been determined, the duration of the programme should 
also become clear. Implementation of the programme for change should take 
place in three phases:
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  The fi rst phase highlights the existing problem, as well as the need to resolve 
the problem. During this phase, any shortcomings and the necessity for 
innovation should be identifi ed.

  The second phase involves physical intervention by means of one or more of 
the three approaches (structural, technological and human) explained above.

  The third phase involves acceptance of the new state of affairs. This means 
that the changes that have taken place (e.g. newly acquired patterns of 
behaviour in the form of improved interpersonal skills) are accepted as the 
norm for future action.

14.5.9 Do follow-up and evaluation

Evaluation is the most important step in the process of change. Essentially, 
it involves determining whether the objectives of the programme for change 
have been realised. In doing this, the public manager (in consultation with 
the management consultant) may use three types of criteria, namely internal 
criteria, external criteria and participant-response criteria.

  Internal criteria relate to the fundamental elements of the programme for 
change. It is possible to determine, for example, whether employees’ patterns 
of behaviour have improved or not, depending on the methods that have 
been applied.

  External criteria relate to improved effi ciency; more specifi cally, it is possible to 
establish, for example, whether there has been an increase in the production 
of physical units.

  Participant-response criteria make it possible to determine how individual 
workers who have been affected by the changes feel about it, in other words, 
the workers’ attitude towards the programme of change.

14.2

The head of your institution has asked you to submit a proposal for manag-
ing major change in your department. As a guideline, he has mentioned that 
changes have to take place in an orderly and systematic way.

  What exactly will your proposal involve?

14.6 Summary

  Change means moving away from an existing situation; in other words, the 
status quo no longer applies.

  Individual employees may resist change as a result of factors such as inertia, 
insuffi cient reasons for planned changes, uncertainty, inappropriate timing 
of changes and because they have to abandon existing customs and practices. 
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Obstacles in the institution itself may also cause resistance to change, for 
example structural inertia, obsolete operational methods and procedures, 
outdated technology, lack of vision by management, and an ineffective 
management style.

  Public managers can try to prevent or reduce resistance to change by

 – communicating with employees about the planned changes
 – increasing employee participation
 – being supportive of employees
 – using negotiation
 – using coercion

  Change can be managed by following these steps in the process of managing 
change:

 – Become aware of change.
 – Recognise the need for change.
 – Identify problems.
 – Overcome resistance to change.
 – Plan for change.
 – Select an approach to change.
 – Choose between alternatives.
 – Implement the programme for change.
 – Do follow-up and evaluation.

14.7 Questions for self-evaluation

(1) Defi ne “change”.
(2) Describe resistance to change with specifi c reference to the following:

(a) individual resistance to change
(b) organisational obstacles to change

(3) What can public managers do to prevent or reduce resistance to change? 
Discuss.

(4) Describe the steps in the process of managing change.

14.8 Recommended reading

Anderson, D & Ackerman-Anderson, LS. 2001. Beyond change management: 
advanced strategies for today’s transformational leaders. San Francisco: 
Jossey-Bass/Pfeiffer.

Baker, D. 2007. Strategic change management in public sector organisations. Oxford: 
Chandos.

Cameron, E & Green, M. 2012. Making sense of change management: a complete 
guide to the models, tools, and techniques of organizational change. 3rd edition. 
London, Philadelphia: Kogan Page.

Robbins, PS & DeCenzo, DA. 1995. Fundamentals of management: essential 
concepts and applications. London: Prentice Hall.

Van der Waldt, G & Du Toit, DFP. 1997. Managing for excellence in the public 
sector. Kenwyn: Juta.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 14.1 The fi rst part of this activity focuses on the main reasons for 
resistance to change in your institution. Provide examples 
from your workplace when answering this question.

The second part of this activity focuses on how public 
managers may reduce resistance to change. Here you may 
consider the following aspects:

  communicating with employees about the planned 
changes

  increasing employee participation
  being supportive of employees
  using negotiation
  using coercion

Activity 14.2 When answering this question, focus on the following steps 
in the process of managing change:

  become aware of change.
  recognise the need for change.
  identify problems.
  overcome resistance to change.
  plan for change.
  select an approach to change.
  choose between alternatives.
  implement the programme for change.
  do follow-up and evaluation.

SELF-EVALUATION QUESTIONS

Question 1 Change means moving away from an existing situation; in 
other words, the status quo no longer applies.

Question 2 Individual employees may resist change as a result of factors 
such as inertia, insuffi cient reasons for planned changes, 
uncertainty, inappropriate timing of changes and because 
they have to abandon existing customs and practices. 
Obstacles in the institution itself may also cause resistance 
to change, for example structural inertia, obsolete operational 
methods and procedures, outdated technology, lack of vision 
by management, and an ineffective management style.

Question 3 Public managers can try to prevent resistance to change by:

  communicating with employees about the planned 
changes

  increasing employee participation
  being supportive of employees
  negotiating
  using coercion
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

Question 4 Change can be managed by following these steps in the 
process of managing change:

  become aware of change.
  recognise the need for change.
  identify problems.
  overcome resistance to change.
  plan for change.
  select an approach to change.
  choose between alternatives.
  implement the programme for change.
  do follow-up and evaluation.
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  explain what confl ict is

  distinguish between the different types of confl ict

  describe how confl ict may be managed

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  confl ict

  managing confl ict

15.1 Introduction

Confl ict is a phenomenon dating back to the earliest times. As far as we know, 
the argument between Cain and Abel was the fi rst recorded confl ict situation 
(recorded in the Bible). Somebody died in that confl ict, which is some indication 
of how serious confl ict is. When interpersonal confl ict appears in an institution, 
people are not sure how to deal with it. Most people tend to avoid confl ict 
situations. In the public sector, confl ict situations can be extremely detrimental 
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because they affect effi cient performance. For that reason, this study unit looks 
at confl ict management.

15.2 What is confl ict?

When we study the different defi nitions of the term “confl ict” that appear in the 
literature, we can identify the following common features. Confl ict is a process, 
it involves rivalry and it also has to do with deliberate obstruction. Referring 
to confl ict as a process implies that confl ict management consists of several 
clearly identifi able steps. Rivalry is involved when one party tries to prevent 
the other from realising its objectives. It also shows that the objectives of the 
two parties are irreconcilable (think of the different objectives of the fi nancial 
division and the personnel division in a public institution). Scarce resources 
may also be a cause of rivalry between two parties. All public institutions are 
intent on recruiting the most suitable personnel or obtaining funding from public 
revenue. Such competition for staff and funds has the potential for confl ict. 
Rivalry between parties may also result in deliberate obstruction. Deliberate 
obstruction means that the one party deliberately sets out to prevent the other 
party from realising its objectives. Possible confl ict in such a situation includes 
verbal arguments aimed at frustrating or obstructing the other party.

Briefl y, confl ict is a process whereby one party competes with another 
party (e.g. for scarce resources) and makes deliberate efforts to prevent 
the other party from realising its objectives.

15.3 What types of confl ict EXIST?

Various types of confl ict can occur among individuals, groups and institutions, 
necessitating different actions to manage the confl ict. The following main types 
of confl ict may be distinguished.

15.3.1 Conflict in individuals (intrapersonal)

Intrapersonal confl ict refers to the presence of equal, contradictory and divergent 
thoughts within an individual. It refers to confl icting thoughts, feelings 
and activities experienced by an individual worker within the context of an 
institution. For example, intrapersonal confl ict occurs when an individual worker 
has to decide whether he or she should accept or reject an instruction from the 
manager, whether he or she should continue performing an activity, or when 
he or she has to make a career decision in an individual capacity. The typical 
consequences of intrapersonal confl ict for individual workers are uncertainty, 
anxiety, depression and stress, and public managers should be aware of this.

15.3.2 Conflict between individuals (interpersonal)

Interpersonal confl ict refers to the presence of disputes and irreconcilable 
differences between individual workers in the same work environment. 
Individuals may harbour negative feelings towards one another, and when 
they approach a particular task in different ways, this can lead to negative 
emotions such as anger, mistrust, fear and rejection.
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15.3.3 Conflict between individuals and groups

Confl ict between individuals and groups refers to pressure by groups at work 
on individual workers to conform. For example, work groups may lay down 
certain norms for conduct, which confl ict with the norms of individual workers. 
Groups at work are capable of exerting enormous pressure on individual workers 
who perform above or below a particular norm.

15.3.4 Conflict between groups in the same institution

Confl ict between groups in the same institution refers to a situation where all 
divisions within an institution complete for scarce resources (see the defi nition 
of confl ict). For example, confl ict may arise when more than one division feels 
that it is entitled to certain funds from the National Treasury for performing 
its functions.

15.3.5 Conflict between institutions

Confl ict is also possible between public institutions at different levels of 
government because there may be rivalry for delivering certain services or 
performing certain functions. For example, both local government and state 
departments at national level may argue that they need to provide a particular 
service (such as health services).

15.3.6 Conflict between different categories of operations

Confl ict between the different categories of operations is another type of 
confl ict that may arise in public administration. Workers involved in functional 
operations focused mainly at specialised and professional activities (such as 
health services) have different objectives, approaches, techniques and methods 
from those workers involved in administrative and ancillary functions, who 
provide support and advisory services to the functional divisions. Although 
these differences promote effective work performance, they also increase the 
potential for confl ict. A number of incidents in the past, which later became a 
trend, have given rise to the following complaints from the ranks of functional 
workers about workers in the administrative and support functions (and these 
issues may lead to confl ict):

  Administrative workers and support function workers exceed their authority 
by being too prescriptive.

  The advice of administrative and ancillary workers is too theoretical.
  Administrative and ancillary workers have a restricted perspective of the 

institution as a whole because they concentrate only on their specialist fi elds 
of operation (such as human resources).

Administrative and ancillary workers, in turn, have raised the following complaints 
about workers in the functional divisions:

  Workers in the functional divisions do not make adequate use of the services 
of administrative and ancillary divisions.

  Workers in the functional divisions resist new methods, techniques and 
procedures introduced by administrative and ancillary divisions.
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  Workers in the functional divisions do not give enough credit to workers 
in the administrative and ancillary divisions for the services they provide.

15.4 How can confl ict be managed?

Confl ict can be managed by following a process of actions (process of managing 
confl ict). The process of managing confl ict comprises several steps. We explain 
each of these steps below.

15.4.1 Identify conditions with potential for conflict

The fi rst step in the confl ict process is to identify conditions that present 
opportunities for confl ict. Some of these conditions are ineffective communication 
(especially top-down communication between management and subordinates), 
structural shortcomings (unclear job descriptions) and personality differences 
between individual workers.

15.4.2 Be aware of conflict

If the conditions mentioned in the fi rst step are such that they affect other 
parties (e.g. where communication is not effective), it may lead to frustration 
and anxiety. This means that a confl ict situation emerges.

15.4.3 Assess the results of conflict

Assessing the results of confl ict is an important step in the confl ict process. 
The results of confl ict may be functional or dysfunctional. Functional results 
or outcomes are constructive because effi ciency and effectiveness have been 
increased and creative problem-solving and innovation may result. In contrast, 
dysfunctional results are destructive because they prevent objectives from being 
realised. Dysfunctional confl ict refl ects a division between groups, a situation 
of chaos and virtually no cooperation between parties.

15.5 Identify the parties’ options for dealing with the confl ict

Active participation in the confl ict situation means that deliberate efforts are 
made to prevent other parties from realising their objectives. Once the confl ict 
situation has become manifest, the various parties may consider a number of 
options to deal with the confl ict. These options include competition, cooperation, 
avoidance, agreement and compromise. We discuss these options briefl y below:

  Competition. By competing, the parties participating in the confl ict process 
attempt to use formal positions of authority (such as those of managers), as 
well as their own positions of power, to negotiate benefi ts for themselves, 
which may be at the expense of other parties.

  Cooperation. Cooperation refers to all parties participating in order to arrive 
at a satisfactory solution that will benefi t everyone.

  Avoidance. Avoidance refers to suppression of or withdrawal from the 
confl ict situation. Certain conditions may cause the parties to prefer not to 
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participate in the confl ict process. They may realise that the confl ict situation 
will cause dissatisfaction, which may be harmful to the institution.

  Agreement. Agreement refers to a situation where the parties defer to the 
best interests of the other parties, rather than participating in the confl ict 
process. This means that parties are prepared to make sacrifi ces and to 
subject their own interests to those of the other party/parties.

  Compromise. Compromise means that there is no winner and no loser. 
Participating parties are willing to sacrifi ce some of their own interests in 
order to satisfy some of the interests/wishes of the other party/parties.

As a rule, public managers need to determine the level of confl ict (differences 
between the parties), compare it with the desired level of confl ict (standard) 
and then act accordingly. The optimum level of confl ict exists when the actual 
level of confl ict is the same as the desired level of confl ict, and this requires no 
action from public managers.

Among other things, a certain level of confl ict encourages individuals to 
participate more in the different work processes, which, in turn, may lead 
to better job performance. It may also improve interpersonal relations in the 
sense that individuals become more sensitive to differences between them and 
thus develop a greater feeling of solidarity. A certain level of confl ict may also 
make objectives that have been set by the institution generally more acceptable 
to individuals, since it may make them less concerned about themselves as 
individuals and more prepared to do some self-examination.

As soon as managers notice that the actual level of confl ict is too high, they need 
to lower the level of confl ict by using confl ict resolution techniques. Examples 
of confl ict resolution techniques include formulating common objectives, 
using coercion and making structural changes. If the level of confl ict is too 
low, public managers should try to stimulate it. Confl ict stimulation methods 
refer to techniques such as manipulating communication channels, replanning 
and reorganisation of activities, and transferring workers to other divisions or 
sections within the institution.

15.1

The regional offi ce of the Department of Home Affairs where you work in Cape 
Town is characterised by confl ict.

  Your departmental head asks you to investigate the situation and to prepare 
a report in which you identify the type of confl ict occurring there and then 
indicate how such confl ict should be managed.
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15.6 Summary

  Confl ict is a process in which one party competes with another party and 
makes deliberate attempts to prevent the other party from realising its 
objectives.

  The following types of confl ict may be distinguished:

 – Confl ict within an individual (intrapersonal)
 – Confl ict between individuals (interpersonal)
 – Confl ict between individuals and groups
 – Confl ict between groups in the same institution
 – Confl ict between institutions
 – Confl ict between different categories of operations

  Confl ict can be managed by following these steps in the process of managing 
confl ict:

 – Identify conditions with the potential for confl ict.
 – Be aware of confl ict.
 – Assess the results of confl ict.

  Various parties may consider a number of options to deal with the confl ict. 
These options include:

 – Competition
 – Cooperation
 – Avoidance
 – Agreement
 – Compromise

15.7 Questions for self-evaluation

(1) What do you understand by the concept of confl ict?
(2) Describe the different types of confl ict that may be distinguished.
(3) Describe the steps in the process of managing confl ict.

15.8 Recommended reading

Daft, RL & Marcic, D. 2014. Building management skills: an action-fi rst approach. 
Mason, OH: South-Western.

Thornhill, C & Hanekom, SX. 1996. The public sector manager. Johannesburg: 
Heinemann.

Van der Walt, G. 2011. The uniqueness of public sector project management: 
a contextual perspective. Politeia 30(2):66-87.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 15.1 Read the scenario and then consider the following types 
of confl ict:

  confl ict in individuals (intrapersonal)
  confl ict between individuals (interpersonal)
  confl ict between individuals and groups
  confl ict between groups in the same institution
  confl ict between institutions
  confl ict between different categories of operations

Confl ict can be managed by:

  identifying conditions with the potential for confl ict
  being aware of confl ict
  assessing the results of confl ict

SELF-EVALUATION QUESTIONS

Question 1 Confl ict is a process in which one party competes with 
another party and makes deliberate attempts to prevent 
the other party from realising its objectives.

Question 2   confl ict within an individual (intrapersonal)
  confl ict between individuals (interpersonal)
  confl ict between individuals and groups
  confl ict between groups in the same institution
  confl ict between institutions
  confl ict between different categories of operations

Question 3 Confl ict can be managed by following these steps in the 
process of managing confl ict:

  Identify conditions with the potential for confl ict.
  Be aware of confl ict.
  Assess the results of confl ict.
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  defi ne diversity
  list the skills required of public managers to manage diversity
  describe the principles that public managers can apply to manage diversity

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  diversity
  variety

16.1 Introduction

Managing diversity is aimed at uniting the complex and heterogeneous components 
of the public working corps into one cohesive unit. It is a sensitive issue that 
relates to the changes in the current South African socio-political context and 
demands expert skills from public managers.

S T U D Y  U N I T 
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16.2 What is diversity?

Diversity means “variety”, “variation” or “difference”. People have many 
different qualities, which differ from one person to the next and have to 
be managed as such. Diversity refers to an individual’s unique human 
characteristics and traits, which need to be managed by managers in 
public institutions.

According to Londen and Rosener (in Van der Waldt & Du Toit 1997:261), 
diversity has both a primary and a secondary dimension. Primary diversity 
refers to aspects that are inborn and cannot be changed, whereas secondary 
diversity refers to aspects that can be changed.

Primary diversity (cannot be 
changed)

Secondary diversity (can be 
changed)

Age Educational background

Ethnicity Geographic location

Gender Income

Physical ability and features Marital status

Race Beliefs

Sexual preference Work experience

16.3 What skills do managers need to manage diversity?

Public managers will need the following skills to manage diversity:

  Managing a heterogeneous group as productively as a homogeneous group
  Using communication skills appropriate to the diverse cultures and 

backgrounds of workers
  Adapting the management style and approach to suit the educational 

background and personality of the worker, for example
  Providing objective feedback on workers’ performance
  Creating a climate conducive to different skills and perspectives
  Adapting the culture and policy of the institution and creating new structures 

to utilise human resources more effectively
  Promoting participative management
  Being tolerant of individuals who differ from them

16.4 What principles can managers apply in managing diversity?

Managers may fi nd the following principles useful to manage diversity:

  Promote unity in the workplace.
  Improve workers’ understanding of the differences between them.
  Create an atmosphere of trust, respect and cohesion.
  Avoid judging people who have different values and standards.
  Speak openly about racial and cultural differences in order to promote 

understanding.
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  Be tolerant of the attitudes and reactions of others.

  Recognise diversity that has the potential to cause confl ict.

  Create forums for discussing interpersonal relations that could be diffi cult 
for public managers to handle.

16.1

  How effective is management of diversity in your institution in terms of the 
principles that management can apply to manage diversity, as discussed in 
this study unit? Substantiate your answer.

  Which of the skills that managers need to manage diversity, as discussed 
in this study unit, are present in your institution?

16.2

Four of the skills that public managers need to manage diversity, as discussed 
in this study unit, are listed below. List the others.

  Communication skills that take the diverse cultures and backgrounds of 
workers into account

  Providing objective feedback on workers’ performance

  Promoting participative management

  Being tolerant of individuals who differ from them
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16.3

Four of the principles that managers can apply to manage diversity, as discussed 
in this study unit, have been listed below. List the others.

  Promote unity in the workplace.
  Promote workers’ understanding of the differences between them.
  Be tolerant of the attitudes and reactions of others.
  Create forums for discussing potentially problematic interpersonal relations.

16.5 Summary

  Diversity means variety, variation or difference. In people, diversity refers 
to the characteristics and features that differ from one person to the next.

16.6 Question for self-evaluation

(1) Explain the management of diversity.

16.7 Recommended reading

Mfene, PN. 2010. Enhancing supervisor and subordinate communication in 
diversity management. Africa Insight 40(2):141-152.

Robbins, SP & DeCenzo, DA. 1995. Fundamentals of management: essential 
concepts and applications. London: Prentice Hall.

Thornhill, C & Hanekom, SX. 1995. The public sector manager. Durban: 
Butterworth.

Uys, I. 2003. Diversity management: reasons and challenges. Politeia 22(3):30-48.
Van der Waldt, G & Du Toit, DFP. 1997. Managing for excellence in the public 

sector. Kenwyn: Juta.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTION

ACTIVITIES

Activity 16.1 In this activity, you have to explain how effective 
management of diversity is in your institution, 
substantiating your answer.

Also indicate which of the skills that managers need to 
manage diversity are present in your institution.

Activity 16.2 Add the following skills:

  managing a heterogeneous group as productively as 
a homogeneous group

  adapting the management style and approach to suit 
the educational background and personality of the 
worker, for example

  creating a climate conducive to different skills and 
perspectives

  adapting the culture and policy of the institution and 
creating new structures to utilise human resources 
more effectively

Activity 16.3 Add the following principles:

  Create an atmosphere of trust, respect and cohesion.
  Avoid judging people who have different values and 

standards.
  Speak openly about racial and cultural differences in 

order to promote understanding.
  Recognise diversity that has the potential to cause 

confl ict.

SELF-EVALUATION QUESTION

Question 1 Diversity means variety, variation or difference. In people, 
diversity refers to the characteristics and features that 
differ from one person to the next. When answering this 
question, focus on

  the skills managers need to manage diversity
  the principles managers can apply in managing 

diversity
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LEARNING OBJECTIVES

After completing this study unit, you should be able to

  discuss the possible benefi ts of computers for effective decision-making
  show which administrative factors managers need to take into account 

when using computers
  discuss the possible applications of systems analysis

KEY CONCEPTS

After studying this unit, you should be able to explain the following concepts:

  computer
  computer technology
  systems analysis
  technology

17.1 Introduction

Scientifi c and technological advances have made certain technological aids 
(e.g. computers) and analytical aids (e.g. systems analysis and network 

S T U D Y  U N I T 
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AND SYSTEMS ANALYSIS
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programming) available, which managers may use to facilitate their activities. 
Such aids are usually specialised and often so sophisticated that a high degree 
of expertise is required to use them in a way that will improve public activities. 
Not all public managers can be expected to be experts in the use of such aids. 
The higher a public manager progresses in the hierarchy, the less likely it is 
that he or she will need to have such operational skills, and the more likely it is 
that he or she will need to make decisions relating to the possible applications 
of such aids. Because these aids are only a tool to facilitate public activities and 
improve quality, managers will be expected to have at least suffi cient knowledge 
of the possible applications of the particular aids so that they can utilise the 
services of specialists in this fi eld effectively.

In the next sections we pay attention to the possible applications of computers 
and systems analysis.

17.2 How do computers facilitate effective decision-making?

The computer is one of the most important technological aids available to 
public managers for processing, storing and retrieving information. The value 
of computers, for example in rationalising the decision-making activities of 
public managers, is in the accuracy of calculations and the rapid rate at which 
information can be gathered, processed and made available. To establish the 
true value of computers as an aid in decision-making, we need to look at some 
of the main benefi ts of computers for decision-making.

17.2.1 Electronic data processing, storage and retrieval

The computer memory can store large amounts of information in relatively little 
space. Moreover, data-processing software may be used to speed up calculations 
so that information can be made available to public managers without any 
delay. The advantage of computers is that they not only store information for 
decision-making purposes so that it may be retrieved at a later stage, but they 
can also process data into information in an instant and make such information 
available to the public manager.

In using computers as a technological aid to facilitate the decision-making 
activities of public managers, we should bear in mind that the computer cannot 
make decisions, because it does not have the capacity for independent thought 
or for taking value judgements into account. The computer needs input in the 
form of data and can then process such data into information and make it 
available to the public manager. It is then up to the public managers to apply 
value judgements to such information and to arrive at a rational decision.

17.2.2 Faster decision-making

A computer can improve the fl ow of information so that information may be 
made available to public managers very rapidly, which will expedite decision-
making. The time lapse between the input of a character into the computer and 
its output and printing may be as little as 1 millisecond (1 000 milliseconds = 
1 second). The same character may be transferred from the central memory to 
the processing unit within 1 microsecond (1 000 microseconds = 1 millisecond). 
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Processing speeds are now at least 10 times faster than they were in 1979. So 
we see that the computer can process information a million times faster than 
manual calculations. In addition, the information processed and made available 
by means of a computer is more reliable than information processed manually.

Computers may be programmed to classify data by arranging them into related 
groups or classes in order to facilitate comparison. By using computers, we can 
show that data are related in a much shorter time that can be done manually. 
Computers can make information on comparisons or relations between 
alternative solutions available to public managers in a much shorter time. 
Suppose, for example, the number of calculations required to solve N number of 
equations simultaneously is N3. If N = 300, it means that 27 million calculations 
have to be carried out. This can be done in a matter of minutes on the computer, 
but would take 27 000 working days to do by using a manual calculator.

The benefi t to public institutions of using the capacity of computers to 
do complicated calculations in an instant is that a problem can be identifi ed 
before it becomes very serious. Early identifi cation of problems makes it possible 
for offi cials to bring such problems to the attention of public managers. This 
enables public managers to make decisions on the particular problems sooner 
than if no computer information were available to identify the problems.

17.2.3 Thorough analysis of alternative solutions

The speed at which a computer can do complicated calculations enables public 
managers to classify and analyse large volumes of data within a relatively short 
period of time. The contribution of computers in identifying a problem even 
before its implications for the institution arise also allows public managers more 
time to analyse alternative means of solving the problem. Public managers 
are then able not only to identify a larger number of possible solutions, but 
also to analyse the alternatives thoroughly so that decisions may be based on 
well-founded information.

A thorough analysis of alternative solutions enables public managers to predict 
the implications of their decisions with greater accuracy. Computers may be 
used, for example, to simulate the transport system of a town or city by means 
of a model in order to identify possible shortcomings in certain parts of the 
system. (Refer to the discussion of systems analysis in 17.4.) The computer 
may be used to test the model by inputting actual data. If the results appear 
to be realistic, the model may be analysed by inputting hypothetical data into 
the computer to predict how each alternative solution will affect the identifi ed 
shortcomings in the system.

17.2.4 Greater availability of time

Sometimes public managers have to make decisions in which speed is of the 
essence, for example expanding the existing bus service in time to meet the 
increased demand for passenger transport brought about by increasing numbers 
of residents in a city. Where decisions such as these have to be made, public 
managers often fi nd that they have limited time at their disposal to consider 
alternative solutions. Using computers should alleviate this problem to a large 
extent because information can be made available to public managers more 
rapidly, which will allow them more time to consider the proposals.
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Having more time available to consider alternative solutions makes it possible 
for public managers to delay their decisions in a sense. This allows them the 
opportunity to collect additional information on alternative solutions and it 
reduces the risk of their making the wrong decision. It also offers them the 
opportunity to identify additional solutions and to discuss their ideas with their 
colleagues. Without the assistance of the computer, the data would have been 
produced so slowly that a decision by top management would have probably 
been necessary within hours of receiving the information on the alternative 
approaches.

17.2.5 Provision of appropriate information

A computer may be programmed to confi ne the available information to the 
problem being investigated. Selective availability of information means that 
public managers do not have to sift through a mound of information, which fi rst 
has to be analysed, in order to get to the bits that are relevant to decision-making. 
Information that has been confi ned to the problem, summarised briefl y and 
made available in an appropriate and useful format to public managers should 
make a signifi cant contribution to facilitating and improving decision-making.

17.2.6 Reliability

When doing complicated calculations manually, mistakes can be made, so 
the inclination is to limit such calculations to a few signifi cant fi gures. In 
contrast, computer calculations take very little time and can be accurate to many 
decimal points. A computer can perform hundreds of thousands of arithmetic 
operations every second and can run errorless for hours and days at a time.

17.2.7 Versatility

The versatility of computers makes it possible to use the information made 
available to public managers in many different ways. Managers may approach 
sensitive issues from several angles before making their fi nal decisions, based 
on the prompt and versatile information at their disposal. The versatility 
of computers and their success as a technological aid will nevertheless depend 
on the effectiveness of the programming. The contribution of computers 
to rationalising the decision-making activities of public managers therefore 
depends on the availability of programmers who are specialists in their fi eld 
and are thoroughly familiar with the needs of the particular institution.

Apart from the benefi ts of computers in enhancing the quality of decision-
making in public institutions, their use also involves certain administrative 
issues. We now look at some of the administrative issues that demand the 
attention of public managers when using computers.

17.3 Which administrative issues should public managers take into 
account in using computers?

Computers can make a signifi cant contribution to improving decision-making by 
processing data rapidly and storing large quantities of data until they are required 
for decision-making, but they cannot take into account the prevailing values of 
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a community. One of the risks of using computers in decision-making is that the 
model builder will attempt to construct programs containing value judgements, 
which are bound to fail. In addition, the social aspects of decision-making 
cannot be programmed. This means that computers can help to improve the 
quality of decision-making only up to a certain point. When making decisions, 
it remains the responsibility of public managers and political functionaries to 
take account of the values that prevail within a particular community.

Introducing the use of computers may also raise certain organisational issues in 
a public institution. Decisions have to be made, for example, as to the positioning 
of computer services in the organisational structure of the institution. The 
question is whether computer services should form part of an existing division 
for specialised support services or whether a separate computer division should 
be developed for this purpose. In the case of mainframe computers, installation 
and maintenance require special conditions, such as air-conditioning. Security 
measures are also necessary to prevent unauthorised access, as well as theft 
and destruction of or damage to hardware and software.

To program computers, staff need special training in using programming 
languages. They need to be aware of the fundamental differences between the 
main groups of programming languages and to be familiar with the criteria for 
application and evaluation. Lack of coordination between computer purchases 
and staff training may lead to confusion when it comes to the terminology of 
programming languages.

Optimum results in using computers to improve decision-making can be achieved 
only if the staff who use the computers have the required qualifi cations and 
appropriate training. Without the services of competent staff, the shortcomings 
of untrained personnel will eventually be refl ected in the quality of the available 
information. Computer programmers not only need to have expert knowledge 
in using computers, but they should also be familiar with the needs and 
objectives of the particular institution. To ensure that quality information is 
made available for decision-making, public managers should ensure that the 
necessary steps are taken to familiarise computer personnel with the purpose 
for which certain information is needed.

Managers should not only ensure that the services of suitable computer personnel 
are available and that such personnel receive ongoing training to keep abreast 
of developments in the technological environment, but should also be able to 
convince employees in the institution of the benefi ts of using computers and 
inspire them to adapt their activities to the changed methods and procedures 
brought about by computerisation. As a rule, it is not possible to identify 
beforehand the exact effects of revised methods and procedures. Uncertainty 
about the possible consequences of such changes may cause offi cials to resist 
changing existing, sometimes tried and tested, methods and procedures. 
Offi cials may fear that new methods and procedures will cause them to make 
‘‘unnecessary mistakes’’, for which they will be held accountable. In such cases, 
it would be only human for them to prefer the familiar and tried methods 
and procedures. A system may fail to achieve company goals (even though 
it is technologically and economically feasible) if company personnel are not 
convinced of its benefi ts and do not want to make it work. Personnel preparation 
should therefore receive considerable attention during the systems-study period 
so that employees will accept changes with a minimum of resistance.
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The cost associated with buying or leasing computers is high. Buying a computer 
has high initial capital costs. In addition, the rate at which technology changes 
means that a particular computer may be obsolete within a few years. Leasing 
a computer also entails signifi cant costs, but maintenance costs are generally 
lower than when buying one. Moreover, when a computer that is being leased 
becomes outdated, its replacement will be more cost-effective. On the other 
hand, when leasing a computer, the cost per minute should be calculated, which 
means that the computer should be fully utilised in order for this option to be 
cost-effective.

Public managers should carefully weigh the costs and benefi ts of buying or 
leasing a computer before deciding what to do. They should consider whether 
the computer will be suited to the purpose for which it is being bought or leased, 
and whether it will be fully utilised, in other words, whether the activities 
justify its use. Managers need to be fully aware that computer acquisition and 
use require executives to make decisions involving large sums of money; the 
investment of this money may lead to profi table results, but there is no guarantee 
of this. Moreover, greater consideration may need to be given to qualitative or 
intangible factors in future computer systems decisions.

The above discussion should have made it clear that it is not a foregone 
conclusion that public institutions will be able to use computers effectively 
as decision-making aids. Certain administrative issues need to be taken into 
account before introducing computers for this purpose. Public managers need to 
be fully aware of the benefi ts of computers for public institutions. Nevertheless, 
the benefi ts of computers as aids in decision-making are signifi cant and should 
enjoy high priority in institutions. The effi ciency of administrative operations 
depends largely on the effectiveness of decisions, so it is critically important 
that measures be put in place to ensure that decision-making in this regard 
will be effective. Computers may be indispensable in creating sophisticated 
information systems, which will be of enormous value in making quality 
information available for decision-making.

17.1

  Does your institution use computers as a management aid? If so, for which 
types of problems or projects are they used?

Being used Not being used Types of problems/
projects

  If computers are being used in your institution, why are they being used?
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  If computers are not being used in your institution, explain why not.

17.4 What are the possible applications of systems analysis?

Public institutions should regularly analyse the systems being used to realise 
their objectives. Systems analysis is an aid for public managers to rationalise 
their decisions on improving systems.

The defi nition of a system (an object) may make the meaning of systems analysis 
(a process) clearer. A system is a group of components or parts combined 
into one unit and which, together, form an organised, cohesive whole. To 
analyse a system means to break down the system into its component parts 
and then examine the various components and, where possible, improve them. 
Systems analysis is therefore an attempt to divide a system into its component 
parts (subsystems) and to examine each of these subsystems.

Systems analysis is performed to determine the effect that changes in any part 
of the system may have on other parts, or on the system as a whole. Systems 
analysis is also a means of searching for the cause of shortcomings in one part 
of the system by examining the other parts. Consequently, systems analysts 
concentrate on the interaction between subsystems. Relationships that exist 
between entities and their attributes tie the system together; without these 
relationships, the concept of a system would be meaningless.

Systems analysis is aimed at ensuring that the decisions of public managers 
regarding a particular system will result in the best possible system. The 
objective of systems analysis is to ensure an improvement in the system as a 
whole by analysing and improving the various subsystems. Systems analysts 
should focus on continual analysis and improvement of existing systems, thus 
making it possible – despite changing circumstances – to facilitate the delivery 
of high-quality goods and services to the community.

Modelling forms an integral part of systems analysis. A model may be regarded 
as the representation of a real situation on a manageable scale. A model is an 
approximation of reality – something that stands in the place of the real thing. 
Its function is to represent the problem situation in a simplifi ed, theoretical form. 
Models vary from simple sketches to complicated mathematical calculations 
based on observation, experimental testing and verifi cation. For example, when 
a public manager wants to establish whether a budget estimate is realistic, 
using comparative costing data and percentage scales will give him or her a 
meaningful picture.

The value of using models is often questioned. Models are often criticised 
because they exhibit the very properties that make them valuable for purposes 
of description and communication. However, the argument that a model is 
impractical, unreal or theoretical should not be viewed as criticism, but rather as 
an acknowledgement of the nature of models. Therefore, rather than criticising 
the value of models, we should emphasise that a model is merely a scaled-down 



154

 

representation of reality and is aimed purely at enabling public managers to 
grasp reality. A model can never be a mirror image of reality. That would not 
make any sense, because then we might as well analyse the real situation. 
Models are intended only to provide a systematic representation of reality in 
order to rationalise decision-making. A model is an aid in rationalising and 
organising the thinking of public managers. It is, after all, more acceptable to 
base decisions on a representation of reality than to make arbitrary decisions. 
Moreover, constructing models to represent a particular system is very important 
when it comes to testing alternative solutions to a problem situation, or a 
situation that needs improvement, as the cost and risk of testing solutions on 
a real, existing system would be very high, owing to possible interruptions in 
the activities of the system.

To be of value to public managers, it is essential for the model that is constructed 
to be relatively simple and yet be an accurate representation of the particular 
system. We should take into account that models are constructed mainly so 
that public managers can better understand the most complicated systems, to 
identify the core elements in the systems and to explain the interaction between 
the various elements.

Models that meet the above requirements should make it easier for public 
managers to determine the effect that changes in a particular subsystem will 
have on other subsystems, or on the system as a whole. This is one of the main 
benefi ts of models. By making adjustments in the model, that is, to certain 
variables that may affect the system as a whole, it is possible to compare the 
effects of alternative solutions. The systems analyst uses the results obtained in 
this way to make further changes to a particular subsystem in order to arrive 
at a more favourable solution by means of the model.

Constructing models of a system makes it possible for public managers to base 
their decisions on realistic fi ndings, rather than on conjecture and suppositions. 
Analysing different alternatives by means of models enables public managers 
to determine the results that are possible with each solution and the effect 
they will have on the institution. Although the results may not always meet 
the expectations of public managers, they do show what can be achieved under 
certain conditions.

To ensure that systems analysis is systematic and effective, certain steps should 
be followed. We discuss these steps below:

  Identify and defi ne the problem and/or objective and assess the necessity 
and scope of the investigation.

  Collect and analyse factual information relating to the particular system 
that is to be examined and identify alternatives for solving the problem or 
possible new policies.

  Construct models and test alternatives by means of such models.
  After testing different solutions by means of the models, the systems analyst 

has to make a recommendation to the public managers as to which solution – 
according to the results – will offer the greatest benefi t to the institution and 
then submit a plan for implementing the particular solution. If the systems 
analyst’s proposals are based on a cost-benefi t analysis, it should be easy 
for the public manager to select the most appropriate solution.

  Implement the selected solution and evaluate the results obtained.
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17.5 Summary

  Computers can enhance effective decision-making for the following reasons:

 – electronic data processing, storage and retrieval
 – faster decision-making
 – thorough analysis of alternative solutions
 – greater availability of time
 – availability of appropriate information
 – reliability
 – versatility

  Public managers should take the following administrative issues into account 
when using computers:

 – Computers cannot take the values of the community into account. It is 
up to the public managers and political functionaries to make a value 
judgement in this respect.

 – Using computers may have organisational implications for an institution, 
for example deciding the position of computer services in the organisa-
tional structure of an institution.

 – Personnel should be trained to use computers optimally. Training should 
be ongoing to keep abreast of technological advances.

 – Personnel at the institution need to be convinced of the benefi ts of us-
ing computers, and they should be motivated to adapt their activities to the 
modifi ed methods and procedures necessitated by the use of computers.

 – The cost of buying or leasing a computer is high. The costs and benefi ts 
should be carefully weighed before making a decision.

  Systems analysis is a means of dividing a system into subsystems and 
analysing each subsystem with a view to fi nding the causes of shortcomings 
in one part of the system by examining the other parts. Models may be 
used in systems analysis to determine the anticipated effects of changes 
in any one part of the system on other parts, or on the system as a whole. 
It is therefore possible to determine the interaction between subsystems.

17.6 Questions for self-evaluation

(1) Explain why computers are especially valuable for public managers to 
improve their decision-making activities.

(2) Describe the administrative issues that public managers need to take into 
account when using computers.

(3) Evaluate systems analysis as an aid to public managers to rationalise their 
decision-making activities with the aim of improving systems.
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FEEDBACK ON ACTIVITIES AND SELF-EVALUATION 
QUESTIONS

ACTIVITIES

Activity 17.1 You need to indicate if your institution uses systems 
analysis as a management aid. If it does, for what type 
of problems or projects is it used?

SELF-EVALUATION QUESTIONS

Question 1 Refer to section 17.2 of this study unit.

Question 2 Refer to section 17.3 of this study unit.

Focus on

  electronic data processing, storage and retrieval
  faster decision-making
  thorough analysis of alternative solutions
  greater availability of time
  provision of appropriate information
  reliability
  versatility

Question 3 Refer to section 17.4 of this study unit.
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