Public Sector Leadership and Governance

Apartheid contaminated the natural development of society and the economy and this is most visible at the local level, where social, economic and cultural relations and resource allocations still artificially segregate communities. To reverse this requires cooperative governance and a willingness to work towards a common goal, both at the political and administrative levels.  It could be argued that the Integrated Development Planning Process has the goal to achieve this.

In essence the IDP should assist to build a developmental state, to bring about the participation of the people in the state and society.  A key question to pose is what directs the IDP’s? Although councillors are involved in the process, and give leadership to it, the legislative requirement substitutes the political process and this happens for many reasons linked in the main to a lack of a co-ordinated and concerted programme to place the development of the economy at the core of this process.

The IDP is not seen as a process, but an event. And more important for economic development, decentralisation and delivery is the issue of integrated services, which should be the cornerstone of the implementation of the IDP. The IDP should be the guide to what gets implemented. There is a greater need for horizontal integration at the municipal level, in spite of the IDP, integrated service delivery and cooperation and co-ordination is lacking.

The resources were used for the development of a minority of the population. In general there was no respect for the individual members of the community and there was also no room for community involvement in the management of local government issues. Economic activity was prevented from developing on its own merit. It was especially restricted in townships.  To bring about economic development and to transform social and economic relations it is vital to ensure that people are consulted and that people take responsibility for their own liberation and empowerment. In the process of collating needs and priorities people can and should be encouraged to engage in a partnership with government to create jobs and end poverty. 

Job creation does not occur in a vaccum. Job Creation is linked to an analysis of the local economy and economic development is dependant on the infrastructure and service provision. This indeed is the core business of local government. The quality and reliability of services are aspects that are considered by investors, who in addition to their investment they make, create and sustain jobs. The quality and reliability of services is also the benchmark used to assess whether quality of life is improving or deteriorating. This means that for economic development to occur, the municipality must work efficiently and be effective.  

It is only with clarity regarding the capabilities of local people, local structures and institutions and local government capacity that these policies and strategies can be realised. It is only with such an analysis, that the linkages into the local needs can be achieved. The gap between rich and poor and the presence of development and underdevelopment side by side, as well as the differences in the participation of men and women in the economy are among the challenges we face. There are many reasons for this and to close this gap it is necessary to consult with citizens. Indeed the government needs to ensure that all members of the public are fully consulted about this. In this respect public inputs to the IDP and policy processes are a legislative imperative. It is also the KPA linked to democracy and governance.

The Department of Trade and Industry has a sector strategy design. Local information on the presence and capacity of the various sectors is essential. It is with this understanding that labour intensive job creation can be considered in the process of developing beneficiation and value added manufacturing.  The availability of raw materials, skills, access to transport networks for distribution needs to be detailed alongside the natural resource base. In this process it is good to assess the skills capacity in local areas as well as include the informal economic activities. It helps to scope out the existing resources and advantages as well as potential economic opportunities. 

Currently most of this work is carried out in the Spatial Development Framework, which sets out the broad land use management potential and the links to developing sectors of the economy is goal still to be achieved. Nodes, corridors, points of growth and development, urban renewal projects and regeneration programmes are some of the aspects that have made a presence, but these still need to be integrated into an plan related to the local economy. Linkages to job creation, to skills development, to ending poverty and to sustainable economic growth are still be to forged at the local level. The programmes of national and provincial government such as the national productivity institute, small business advice and funding mechanisms are all resources to be harnessed at local level for delivery and job creation. 

The first challenge at local level is for political planning to takes place through expertise and an understanding of economic potential to activate the engine of economic growth. Councillors and administrators have different priorities and work from different paradigms. Political planning takes place in isolation from expertise. And technical planning is too complicated for Councillors to follow. And when political representatives make interventions, these come close to being termed interference. In addition, the alignment of programmes between municipalities, programmes from provincial and national government needs to be linked to the needs and priorities in local areas. Concurrence must be on reached on the approach, the priorities and processes. The policy consultations with communities, the programmes run with respect to commemorating national days and the planning linked to matters of national and provincial competencies are not always linked to local programmes and needs.   Public sector local leadership mandates need to be detailed and must correspond with national and provincial plans. In this respect the Intergovernmental Relations Act is the tool vertical cooperative governance to work more effectively.   Public participation is another critical aspect that can be used more efficiently to align delivery and improve governance.

The Second Challenge is about the lack of alignment between local micro economic and social plans and needs and the provincial meso plans in the Growth and Development Strategies and priorities. This can be extended to the national macro programmes and strategies. Alignment, in spite of the IDP’s, does not get realised, at the horizontal level. It is abundantly clear upon reading any IDP, that there is a disjuncture between the political programme and what is to be done. The budgets of municipalities are number crunches without any economic analysis of local areas, that could inform a prioritisation and as well as link up the investment and spend being made by municipalities to improve the quality of life, to begin the process of realising broad based empowerment. At a vertical level the lack of provincial horizontal integration among the departments reveals a dislocation between the IDP’s and the provincial departmental plans.

Some examples are:

1) The co-ordination of investment and foreign engagements

2) The impact of the PHP

3) The SEDA programmes

4) The set up and support to cooperatives

5) Poverty alleviation programmes

6) MIG (Municipal Infrastructure Grants and the Extended Public Works Programme)

Decentralisation of services, functions and programmes can lead to a greater involvement of people, but if the political level of local government is not geared up for this, the possibility of bring about transformation is limited. In addition, a new cadre in the bureaucracy is required, one that can move away from rule based, silo work, to carry out integrated services. Entering into MOU’s from all the national departments to stimulate the economy and have integrated delivery is not a solution and adds to the burden at local level. 

The approach to de-concentrate is welcomed. In this respect, Districts can play a critical role in co-ordinating actions needed to build the economy.

LED is a mandate in the constitution, and is highlighted, it can play a very catalytic role in bring about integration in delivery. But it is not a function taken very seriously. Most LED departments are under resourced and are not strategically located in structures. IDP’s are co-ordinated by Planning and the Budgets by Finance. Engineers carry out the bulk of the work linked to the economy. Accelerating economic growth, building, operating and maintaining infrastructure, developing the economy and including all in the economy must underpin the IDP plans and choices.

It appears that the main focal point, thus far with respect to oversight on the IDP is performance management – measures of how well municipalities are doing, scores for departments and a scientific rationale for the huge salaries being paid out to the management of municipalities. Indicators such as the gap between the lowest and highest salary and parity are not measures nor these are considered, which would be more appropriate for a developmental state. The closing of the gap between skills to integrate services and move away from the silo approach are not measured, what is measured is whether there is a plan, where that plan leads to how it turns current skills and capacities and builds the economy, how it harnesses resources to improve the economy and building participatory democracy is not considered. 

Measures of performance is about numbers, how many jobs have been created, whether these are sustainable, whether these have an impact on the economy and is assisting to transform the industrial military complex into a peoples development complex is not considered. Whether there is a qualitative input into changing the poverty index, the HDI, the Gender Empowerment Index, whether reskilling is being achieved to consider new work, new approaches is irrelevant. Bonuses do not get paid on this!

When local government is seen to be doing well, it is about spending. And this is linked to procurement, more often than not, the idea is to cerate a local elite who benefit from the government’s programme. Real redistribution, collective wealth creation is not considered. There is only a market led approach to buying and this points to a local state albeit development that is shaping the future towards individual accumulation and self-interest.

The IDP has a list of priorities, it has sectoral plans that do not talk to each other, housing gets provided, but the impact on the economy is never realised and is not planned. Roads get built and bridges get planned, but whether there is an adequate transportation network that allows for easy and affordable access? Water pipes and electricity grids and networks get replaced and the various sectors of the economy do not get stimulated nor does the quality of life improve. 

This state of affairs, points to the need for an improved approach to governance and leadership – one where MEC and MMC as well as their technical heads are constantly aligning plans and strategies and assessing the impact on the economy and society. One concrete approach to building cooperative governance is to set up provincial links with local authorities that manages the integration and alignment of PGDS and IDP’s. 

The local government organisation, SALGA, which has direct representation at the level of parliament in many instances, can also play a crucial role in ensuring cooperative governance within the various spheres of government on policy matters. There is though at the provincial level some duplications with the departments of the province and this would need to be considered with respect to a clear role to enhance cooperative governance.

The demographics with respect to skilled civil and electrical engineers, quantity surveyors, architects do not increase. So we have a work place skills plan that exists, and interestingly enough this gets used to determine what reskilling of society and the local economy. This has no real meaning with respect to transformation - whether factories require fitters and turners, whether the excluded have skills in manufacturing and ICT is not contained in the IDP. There have been no skills audits at ward level. In this the local labour centres of the Department of Labour could be utilised as a tool for gaining a better over of the supply of skills. 

The role of Councillors at local level is to legislate. By-laws have an impact on the local economy. The promotion of open discussions, democratic participation and the bringing together competing interests to find a common and acceptable mid-point is necessary to ensure that the base of policy and regulation is in place. Empowerment and economic growth can be assisted through regulation. The mentality of spaza shops can be overcome through policy development, which encourages growth and development of businesses and increases the confidence of the actors in the economy. This is where the community, marginalised is important. The regulation of the economic activity, such as the trade in liquor by provinces can assist to organise and grow the industry. 

The key question is whether regulation is only about enforcement or is it also about facilitating a framework for growth and development and about empowering people to take charge of the economy and to be self-reliant and to be creators of jobs.  In this process we often forget about the street traders, the shebeens, the micro retailers in the townships, the hidden home industries and the small food gardens. While it is necessary and important to consult with the mines, factory owners, farmers and banks as well as the building contractors, it is equally important to engage with the masses of the people. There are a number of incentives for business development from the Seta’s - Sector Education Training Authorities and the Department of Trade and Industry as well as from provincial departments. The role of economic development is to facilitate these in a manner that it contributes to sustainable economic development.  It is through this process that a conducive environment for job creation is created.

An engagement with the poor and survival businesses will assist in combating the culture of entitlement and help people to take liberation in their own hands to build self-reliance and bring about more equitable sharing of resources and support mechanisms available. Some of the challenges in this include turf battles and gate keeping. It also involves mediating between contesting groups to ensure that economic opportunities are available to all; that food gardens are able to sell their products; that street traders are able to serve local needs for commodities and have opportunities to grow.

The capacity to deliver economic development, to create conditions for adequate consultation is dependent on the nature and timing of interventions and the capacity and capability of department responsible for economic development. More particularly skill and expertise in facilitation, analysis of policies and economic indicators, project development, facilitation and management, ability to initiate and facilitate discussions on the economy and to transmit an informed understanding of issues relating to the economy, policies and process are the key determinants of the local government’s ability to consolidate and secure a local economy that assists with building economic growth and eradicating poverty.  

In order to achieve this the approach has to be one of integration, the process must have the full support of all departments. The role of economic development is to ascertain the economic benefit of all activity conducted by the municipality, this ranges from the building of infrastructure by way of housing and road and the provision of services such as water, electricity as well as refuse removal to property management in the leasing of land, through to social services such as the provision of facilities for information, sports and arts and culture; clinics and of course the provision of services on land use management; which determines how best space can be utilised.

To fulfil the role of promoting economic development and in particular to position themselves as attractive locations for investment, municipalities must be financially and institutionally viable, and must leverage the economic opportunities available to them. The financial strength of municipalities is based largely on the size of the commercial economic base they have to draw on. This is because businesses and residents provide the rates base required to support the social and physical infrastructure necessary to support a thriving community. Private sector investment is critical to the creation and maintenance of such a base. Public Sector investment helps to kick start this investment. Closely related to this is the self-evident need to build managerial and administrative capacities. This involves addressing issues such as skills, management and administrative systems. It is critical that municipalities take full advantage of the programmes that are available to build such capabilities. 

Of particular relevance for the national economy is the attraction of investment in products and services that demonstrate dynamism in world trade, both in terms of demand and potential for productivity growth. These are particular areas of labour-intensive, medium and high tech manufacturing such as plastics, clothing and textiles and electronics related manufacturing and tradeable services such as business process outsourcing. Attracting investment means provision of reliable services, as well as the reduction in time that the passing of business plans, rezoning and other matters take. It requires a co-ordinated effort of all departments and needs to be facilitated and organised to realise investment. Often this aspect is not contained in the IDP and this is the crux to economic growth.

The rapid diffusion of information and telecommunications technology which has developed to the point of linking production and information systems such that there is a need for flexible organisation, production, consumption and management paradigms. This has meant a pool of unemployed, who are fast becoming the forgotten people. Shifts in the organisation of the production process such that mass production, conveyor-belt plants and factories are being replaced by flexible production systems. These link with artisanal systems and home based industries. This too is not teased out in the IDP, it is the link between the first and second economy, which is most acutely felt at local level.

Local authorities are in a unique position to foster a coordinated economic development approach amongst local businesses and communities.  It is critical to engage in partnerships in order to realise investment opportunities and to harness the local resources. The key partner is business. The risk from business to make the capital accessible, to realise a return on investment is a point to consider at local level. Marketing of areas, and opportunities has to be on this basis, if we are to grow local economies. The marketing of areas needs to be co-ordinated, as the attraction of industry and commerce must be linked to a careful study of the strategic competitiveness of the economy and the comparative advantage of the locality. This does not have to be aggressive competition between municipalities, it could be a site for the province to assist and align local marketing strategies and IDP priorities to build the economy. 

There is also an urgent need to ensure that in planning efforts are made to ensure that people can be productively active in society. An environment conducive to income distribution as well as productive activity is needed to ensure that all are able to survive. This forms the crux of ensuring economic development. Apartheid design of space and areas was along racial, gender and class fault lines, and the poor who are mainly black, women and working class did not have access to make a full and meaningful contribution in the economy. This legacy poses major challenges for planners and all policy implementers. The question for municipal officials who design and implement spatial plans and development frameworks is how to assist people to contribute to the economy to be economically productive. Development has been only to cater for big projects inadvertently it has more difficult for small projects to survive. Without an adequate economic infrastructure for the small and marginal groups, which is growing at a phenomenal rate, we force them into survival mode. This is a major challenge at the level of the mindset required to grow the economy, most survival and small productive activities have problems gaining access to finance, marketing and information. Without facilities in place, most poor people are herded to be economically productive out of the areas where they reside. This adds to their already stretched budgets, as they have to pay for transport.

In securing an environment for job creation there are new challenges: that of new forms of flexibility in labour, where home based production is a reality. Where containers are used for bridging the digital divide, where multipurpose centres are seen as the engines of economic development, where community bulk buying, community-based projects such as cooperatives and saving and credit unions operate. The entire concept of shopping, centres, and means of economic production is in transition, the challenge is to come up with new ways to regulate, to plan taking this in account and to be a part of the process to realise local economic development, to ensure that income earned is spent in the area. 

The discourse linked to representation is an important aspect of Public Sector Leadership and Governance.  There are a number of key questions to pose.

In whose interests are decisions made? What underpins the decision? What informs the decision? How does cultural and social integration get factored in to the developmental state at local level? Are the political interventions made to influence and mobilse?  

When looking at poverty matters about how poor are the poor? How the poor is defined?  Who decides? What are the key motivating factors? Is it dependency or self reliance? 

In looking into unemployment within a developmental paradigm, the dichotomy of formal informal needs to be revisited. New work in new sectors of the economy needs to be built. This discourse with respect to the economy is vital, if we are to bring about interventions to have people productively involved in the economy.   This also links to how we allocate and use land. Is it for industrial or sustainable uses? 

What needs to happen at a local level is to unpack the choices made and what informs it. Is there are knock on effect? Are savings encouraged? What is the value chain? Are choices being made linked to sustainability, energy uses?  

Are decisions informed by the shifts and trends of the unfolding mode of production, the new quadrants of the economy – services and new work? 

How does local government deal with urban space? What power relations do land uses, development and investment choices bring about? What class interests get promoted - the Poor, the middle income or the elite through Infrastructure and EPWP; Malls, Shopping Centres?  How does land use get managed? Is it inclusive? Is it about sustainable integrated Human Settlements? How does densification work – PHP size of land? Land development costs, can poor afford it? 

Is there an insider outsider core and periphery process set up? Why is there a tent, shack and container approach? Is this wrong? Should it always be a proper building?

Whose voice gets heard? Is the discourse one of participatory democracy or is it about particular agenda’s. Are business and capital’s interests considered only – BEE? How does labour engage with this? Are women at the core or on the periphery? Does 50% representation mean that gender interests are considered? What is the response and reaction to the popular protests? How does delivery take place? Is the local state bringing about an inclusive, urban space for equal engagements by all living in the area. How do programmes on HIV aids, interfaith, sport and art unfold? Is it linked to improving integration and breaking down of barriers? Is it leading to an improved consciousness?

Does the local state have a capability in place to take the developmental path further? This is a critical question for decision makers and public sector leaders.
The electoral mandate of government is to halve poverty and unemployment by 2014. This can only be achieved if the pace of inclusive and sustainable economic growth in the country can be accelerated. In order to accelerate growth, Districts and Metropolitan municipal regions together with their cities, towns and rural bases have to contribute optimally to national output. This optimisation can only be achieved in a sustainable way if strategies and interventions within and across these regions are based on a thorough understanding of the characteristics, economic potential and human resources of each region.

The private sector, the cooperative sector consisting of formal and informal, social enterprises, as well as the income generating community projects and survival businesses in the informal sector, that operates in municipal regions are the engines of economic growth. Their existence and ability to produce competitively and generate greater levels of income and employment, is dependent on an active State role in generating the appropriate and necessary conditions, stimulus and governance efficiencies and in constantly monitoring the results.
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