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Research in the Limpopo Province reveals a wide range of issues which when taken together amount to a very dynamic and dangerous situation, which if not arrested, will hamper development and service delivery into the future. Failure to act decisively could worsen the situation.
It may merely be that the situation is easier to see in Limpopo and other rural Provinces. But,  it might be that we have taken the trouble to reflect honestly and to look at the situation openly and honestly.The fact remains that it is a situation faced in all parts of Africa and the world let alone South Africa, resulting from urbanization and immigration on the vast scale experienced over the past fifty years.
From 16 years of engagement with the Provincial Government and other institutions in the Province an analysis has slowly developed recognizing the centrality of the issues of management in a rapidly urbanizing context to the challenges facing this and other provinces. This is especially so for those which are still rurally dominated, within a greater context of a democratizing South Africa.  Besides the Apartheid legacy we are facing a number of complicating problems that can be unpacked as follows:
· Factors external to the organisation influence all levels of decision making, diverting it from its raison d’etre. Networks based in politics, tribality (tribal, clan and/or village), school and/or business enter the realms of the organisation ‘hijacking’ delivery to other purposes.
· Historical and contemporaneous favouritisms (from baasskap to broerskap to homeyism to sexism to comradeship);
· Lack of mobilisation of skills and expertise towards a common vision; everyone interprets policy and procedure which favours personal, commercial, political, ethnic or whatever interests other than Institutional interests. It clearly puts short term interests ahgaint the long term.
· Classism. A feeling among some public servants that they are ‘professionals’ and therefore superior to those they are supposed to serve; 
· Confusion of political and administrative purposes;
· Conflict between the perceived demands of tradition and custom/Political interests and comraderie, tribal or clan loyalties versus the demands of modern administration. (From a Human Relations Climate Investigation conducted in the Limpopo Provincial Public Service (Franks, Glass, Craffert and de Jager 1996)
· Inadequate performance evaluation systems;
· Inadequate supervision and management;
· Inadequate training and development; 
· Covering-up, excusing, or simply just not recognising and therefore not correcting incompetence.
· The dominance of a non confrontational ethos.
· Lack of confrontation of these issues by management
· Only working for immediate rewards and self gratification.
· Positions are seen as a means to leverage advantage to oneself rather than as a platform for implementing policy. Further, officers will often subvert and hinder projects that do not directly advantage them.
· The democratic ‘limitations’ imposed by a radical and self serving definition of democracy which hampers discipline and/or compliance to organisational demands. Democracy infusing all levels decision-making in society allowing pockets to move in whatever direction they will, while justifying self interest as the general good. 
· Leadership has to take hold. Leaders are elected democratically to run the organs of state for the general good and to prevent partial interests from distorting and diverting.
· People are in charge, but they do not lead. (i.e., Authority without responsibility.)
In order to clarify the implications of all these competing and complementing issues it is usefull to unpack the central issue; that of the conflict between the demands of custom and tradition. One has to keep in mind the contributing forces of favouritism which further complicate the functioning of the Public Service or any other organisation.
It is urgent that difference needs to be recognised and celebrated. It is certainly not something to be embarrassed about. However, let us put appropriate procedures in place to handle these legitimate responsibilities, rather than deny the dangerous influence of these dynamic social forces. The conflict between the demands of custom and tradition and the demands of enterprise, overtly or covertly affects all work processes at each and every level of enterprise. For instance this conflict or dilemma:
· Affects all processes of selection, and placement of staff and tenders can be influenced by agendas extraneous to the goals of the organisation. Pressures to hire the home boy or girl and/or comrade is just the tip of this iceberg of nepotism, and the big scandals merely infer the extent of corruption;
· Work and modern enterprise are secondary to:
· ‘home’ and all it stands for.  That is, the spiritual frame of reference influenced by the ancestors, in the legends of the mass of the workforce;
· individual greed and avarice.
· Party interests. 
· Interrupts work flows: funeral interruptions; absences without replacement, and/or delegation. In some cases access to the absentee’s office may not be possible and if faxes arrive there they will wait till the absentee returns. This has the effect of clogging work processes. Even high level executives have to attend numerous funerals on Saturdays disturbing their focus and limiting their work;
· Strengthens informal networks: encourages the formation of tribal, clan, political, or whatever based informal networks which compete with the formal decision-making processes. Because of this, partial interests tend to be served above those of the organisation as a whole. Generally it creates disruptive networks that exacerbate organisational politics hindering organisational functioning;
· Complicates discipline, and makes it impossible to implement performance management. Managers cannot act procedurally against a home boy or girl who is not performing without having to face his family and clan at the funeral every Saturday. It is not like in the city where, if a manager fires someone or disciplines them, the manager probably never sees the person again. In the rural context it is much more personal. Strategies and procedures need to be put in place that can help people face these very real and emotional processes, decisions and dilemmas;
· Encourages favouritism of all sorts: nepotism, clanism, tribalism and camaraderie flourish. Hire the home boy or girl;
· Compromises security and confidentiality: the impossibility of implementing security protocols as they will be overridden for a ‘home-boy or girl’, or even a comrade.
Perhaps most important is the notion of ‘face’ affecting all processes. For instance it is never made apparent that an appointee is an affirmative action appointment because of the damage it would do to that person’s ‘face’ as such. Therefore no development processes are put into place to assist the appointee. Nor can such an appointee ask for assistance or mentoring lest they be seen as an affirmative appointee and lose face.
These factors can end up subverting well-meaning processes such as affirmative action by reducing it to nepotism, ethnicism or tribalism, or just plain camaraderie among members of the ruling party. The strategy of favouritism has its downside, which only emerges in full strength once the third or fourth generation of affirmative appointments have settled in. What emerges is a struggle for positions and organisational politics rules supreme with merit being pushed aside. There is no reward for those who do their job, as they will not be noticed in the cocktail lounges in their expensive clothes or in their extravagant automobile nor in their mansion. 
In addition the Public Service in South Africa is riddled with a confusion of political and administrative purposes. This can best be illustrated by looking at the hierarchy of trust found among the respondents in the Northern Province survey. The respondents were asked: ‘How well do you think the following people/organisations/departments can be trusted to look after your interests at work?’ The respondents could indicate ‘good’, ‘fair’, ‘bad’ or that they did not know. Generally the higher the education the less they trust any of the role-players. The current position clearly illuminates the morale situation in the Public Service 
It is not surprising to find that 50 per cent of respondents in the Labour category trust the union and that trust in the unions declines for clerical workers and Administration Officers and is lowest with the Middle Managers. Surprisingly, for the Senior Management the trust in the union (48 per cent) is almost as high as for the labourers. This indicates that Middle Management can often be overruled by their Senior Managers. They find themselves in the middle of a political alliance which cuts across the administrative procedures. The confusion of roles evident in the hierarchy of trust in the Limpopo Province Public Service explicates a parallel process to that of cultural identity and solidarity
The further from the centres or nodes of modernity the greater the influence of tradition and custom, the more tribality dominates. However, the influence at the centre should not to be underestimated, as much of it is covert, and denied. But it is clearly a matter of degree.
Exacerbating the situation is the denial around such issues. This denial stems from the elites buying into the global paradigm as well as embarrassment and playing of roles to accommodate the demands of modernity. Sometimes the application of so-called African Management can collude with the disruption of organisational functioning rather than helping.
This is not going to change unless we recognise and acknowledge the competing value systems and do something to harmonise them. At present we are merely allowing them to find their own way, damaging and frustrating organisational and institutional growth.
The central problem is the confrontation between merit and organisational politics that really arises from outside the organisation itself. Merit builds respect while a politically riddled organisation builds contempt. And this is something that all the spin doctors cannot gloss over. If these processes are left unchecked it eventually leads to situation of a war of all against all for position. The following caricature illuminates the situation that arises from the abuse of Affirmative Action: ‘If I have a job that I cannot do, and you have a better position, with better pay and perks, that you cannot do, then why can’t I not do your job?’
We desperately need to come to terms with the fact that as soon as we allow interests external to the goals of the organisation to influence decisions within the organisation we encourage the fudging of roles and interests. External interests can influence all levels of functioning, from CEOs to floor sweepers. All decisions at all these levels can be influenced allowing policies to be hijacked for interests other than those of the organisation as a whole. The organisation can be hijacked by any of a multiplicity of interests whether they be political (i.e., camaraderie), tribal, ethnic, clan, family, broerskap or whatever kind of favouritism. It merely depends on who the home boys or girls are. 
Favouritism opens the possibility for self-interested motives to corrupt processes, masked in the rhetoric of the ruling policy environment. For example:
· Appointment of an unqualified homey is sometimes masked as affirmative action and justified in terms of so-called potential;
· Taking kickbacks or giving oneself contracts is even rationalized as empowerment;
· Hard decisions are not taken and incompetence is excused for a myriad of reasons.
In rural areas, especially, we have to find a way to work with the traditional structures, if we are to make organisations work. It is necessary to deal with the social and psychological impacts of rapid urbanisation on people. If we do not talk about the conflicts in people’s minds, caught between the demands of custom and tradition and the demands of modern enterprise conflict may be exacerbated. Denial fosters the conflict between tradition and modernity undermining morality and subverting all enterprise. There is a dire need to assist people to change in a way that is consistent with their values and more importantly allow and encourage so-called tradition to develop the wealth it contains for the benefit of society. As Mafeje (1996: 20) comments, noting the growing number of voices raising the issue of ‘… the relationship between culture and development in Africa’:
The underlying presupposition is that Africans have not fared well so far precisely because they have abandoned their own cultures and languages in favour of alien culture and language. While the correlation might not be as simple as such presuppositions imply, there is an obvious need for re-evaluating African experience so as to discover what went wrong, and how best it could be corrected, relying on home-grown remedies.
While the assimilation of alien culture and language has been led by the elites, its absorption further down has been far weaker. It is urgent that African intellectuals incubate a dialogue between tradition and modernity, as is happening in India and other third world countries that are successfully resolving this complex of difficult issues and find ways to come to terms with modernity. All particularities need to find a modernization that begins to harmonise with their indigenous knowledge and value systems.
These notes talk at the micro level to the need for an African management that can synergise management principles with the demands of custom and tradition as well as for custom and tradition to harness the management of human capital towards African solutions to Africa’s problems.
The following true story tells of the depth of the problem:
An engineer had been trying to get water to an outlying village in Limpopo. Month after month for over 7 months the official who has to sign the final release of the funds, after all other requirements have been approved, continues to overlook the signing. Whether he was waiting for a kickback or was just bloody minded, (I am in charge!) one doesn’t know, but the result is the same. The people wait while the work remains undone.
Eventually in frustration the Engineer accuses the official of not doing his job. The official reports the engineer to his company. The Company Directors, recognise the frustration and good intentions of the engineer and acknowledge the obstructionism of the official. However, they reason that, as this official may become the next mayor it is pragmatic for them not to risk offending the official, in terms of their chances of getting further work. They therefore institute a disciplinary procedure against the engineer. He gets a written warning. However, his spirit of trying to assist is broken. In future he won’t go that extra mile. 
The villagers wait for their water.
A compact among all sectors needs to be made to deal with the vagaries and complexities of the issues involved so that all sectors contribute to the creation of a strategy on how to build a work ethic in the Province, and perhaps, in South Africa as a whole. Further, that they all commit to implementing the strategy building a productive society enabling transformation and the harmonization of all sectors.
The list of issues is not meant to be exhaustive but rather attempts to outline the complex dynamic of interacting and overlapping issues/dimensions to the problem. For this system to be made more productive it will be essential that society embraces the notion of merit. For without it, like the rule of law, various forces extraneous to the organisation in question will come to dominate decision-making at all levels of the organisation and the society at large, as it has.
Unfortunately without objective criteria and values governing peoples behaviour a vast number and variety of corruptions become possible. 
This is all taking place within a general climate of entitlement, avarice and greed, fuelled by a moral crisis. The problem is not limited to the Public Service but is part of a general breakdown of social fabric – the moral crisis many people are talking about. Child rape is just the extreme of this breakdown. Parents have to take back responsibility for bringing up their children. The traditional moral framework coexists with the emerging and invasive modernity in the process of urbanization yet people are not being assisted to adapt and develop, finding a way to accommodate both the old and the new. This fundamental moral crises which fills people with uncertainty is too often presented as a moral crisis between black and white and not a conflict of values within each South African.
This moral decay and crisis of values goes to the heart of our society and is the key to public service non delivery. However, we are coming out of denial and are at least acknowledging the problem.
 
Campaign for Productivity, Performance and Meritorius Action
The issues outlined above contribute to the slow development of our institutions as a whole. It is not a problem that each institution can resolve alone. There has to be a concerted strategy to change this. Left alone it threatens to get worse and worse as the corrupt hire the corrupt in an endless spiral down.
The only way through this is a regime of merit and performance, based purely on the raison d’etre of the organisation. Any diversion from this policy threatens the whole structure. This is in line with ‘democracy’ and should be able to rally all the key role players: stakeholders in the Public Private and Civil sectors, traditional and Religious Leaders and the community, behind a vision of greater prosperity for the greater good.
In a meeting of the Provincial Growth and Development Strategy Advisory Committee, during 2008 the then Premier of Limpopo, the Honourable Sello Moloto, made the point that the Asian Tigers were not democratic. He wondered whether this kind of growth was possible in a democracy? 
India is democratic, and they are able to achieve  remarkable growth, perhaps we should rather look there. Democracy, is not a prescription for: looting, distributing the spoils of war; self/group/network interested manipulation of the rules and tender regulations. This arises from something else.  It is as much more important to look at the management of these processes where managers and supervisors overlook the non performance of colleagues and/or tenderers and/or whatever.. 
One is reminded of the horrors of Stalin which is only understandable finally as we contemplate the excesses of another ‘revolution’. He felt compelled to rectify the excesses. One can now understand his intent although one can be horrified by his bloody ruthlessness
The starting point of any action plan must be the recognition that it is not an individual issue, but rather it arises from a complicated dynamic mix of a number of intertwining dimensions of our anti-apartheid and poverty backgrounds. It is a complex problem of being caught in a number of intersecting demands with no guide as to how to handle them, uncontrolled feelings of entitlement, self interest, vanity and, even, just over enthusiasm. 
We as Provinces as a Country as a people need to reflect and act to halt the spiral, lifting  the debate to that of a culture of accountability and honesty, awarding only merit and performance while dealing swiftly and judiciously with non compliance.
The affirmative appointees sets upon insuring that nobody in the department can show them up, so they employ subordinates who are thankful for the position and not threats. Then these appointees, in turn, do the same with those positions subordinate to them, This contributes to extending the lines of external networks into the administration controlling almost all appointments and all fully invested in maintaining the illusion of Batho Pele and good administration. Perhaps, we can excuse ourselves that this was an unintended consequence, but the point is finding what to do about it now. One cannot expect the same people who are part of the problem to correct the situation without tough leadership, driving disciplined management from the top down.
A general milieu of corruption and non compliance with the rules of the game results in everyone being sucked into this downwards spiral. It is much bigger than the individuals concerned and therefore has to be dealt with as a collective. If we recognise the complex dynamic, the crisis we are in, we can begin to deal with it.
Individual institutions cannot right this wrong if the general milieux continues unchecked for it will ultimately be sucked back into the spiral leaving those reformers out in the cold, probably maligned as racist, reactionary or even tainted with corruption. It cannot be dealt with piecemeal, for the path of least resistance is to accept the corruption rather than being left aside in the race to riches, one is forced to take some, thereby tainting ones ability to act for the good.
There needs to be a general mobilization of staff, stakeholders and the public in general. As the UCSD Guide to performance management, 2000 puts it:
For managers and employees alike, responding to these changes requires the ability to learn, adapt to change, solve problems creatively, and communicate effectively in diverse groups. In addition, employees must take personal and proactive responsibility for their careers to ensure future employability and advancement. 
One could use the Public Service Job Summit Framework Agreement, University of the North, Pietersburg, 29 - 31 January, 2001, as the basis of the campaign.
The Public Service needs:
· A milieu which supports and models voluntarism, commitment, sacrifice and meritocracy.
· Pride in a job well done. – Passion! Heart! Spirit.
· A milieu free of corruption of all sorts:
· Learned obstructionism
· Entitlement
· Legal technicism.
· Favouritisms (Nepotism, comraderie, baaskap and broerskap).
· Looting, kickbacks, theft (petty and large), , etc.,
· Not supporting projects because of whatever self interest, favouritism, nepotism or just plain envy that gets in the way.
· Etc.,
There are clearly a number of concerns and risks:
· The willingness of all managers (from MEC’s down) to take responsibility for service delivery, development of their competence and performance 
· The attitudes required for a delivery focus, towards service rather than self enrichment or enhancement.
· The willingness to unambiguously confront incompetence, learned obstructionism and other forms of corruption from whoever.
· The reality of implementing the systems that will be required to monitor such a campaign and the ensuing processes.
· That we may be repeating the error of introducing too many new policies, systems and structures at the same time – i.e., the tragedy of Grand Plans.
The aesthetics or progressiveness of the systems and structures is not as important as the willingness to make even inadequate systems and structures work for the people they are meant to serve. To spearhead a campaign to reform the Public Service will require courage and diplomacy in order to produce a groundswell in favour of the reform programme. It can be designed so that no one could be against it. Even those who are directly affected should be encouraged to come clean and tell their stories of being corrupted by the milieu. The snowball effect can be a multiplier factor as the change takes hold in the imagination of the people.

Campaign for Productivity, Performance and Meritorius Action could take a multi-pronged approach consisting of a number of interrelated initiatives:
1. Founding Leadership Workshop: Courageous and decisive leadership and management will be essential for the whole process. The President and his/her Ministers need to lead by example. This founding workshop among concerned and committed member of the Government and key stakeholders will be taken through a process requiring that they face the issues and realities of their context openly and honestly. One could use existing survey data to shock a core group of opinion leaders in all sectors into developing a commitment to a campaign to change this situation[footnoteRef:2].  [2: ] 

· To develop a vision of a Productive South Africa that facilitates all sectors in partnership.
· A strategy to ensure compliance and commitment to the vision.
· A communications strategy around the campaign.
· A commitment to manage the implementation of the strategy all the way down the line.
· A commitment to the correct and appropriate placement of personnel and the management of their performance, with expert moderation.
· A commitment to root out corruption and external interests from deflecting the organisation from its purposes.
· All based on strong Leadership from the President and the other opinion leaders. 
2. Workshop of President and his Ministers with key stakeholders to consider the issues and fine tune the campaign and to develop a compact and gain the commitment of key players to ensure that it is implemented down the line. 
3. Mobilisation of key stakeholders towards a compact. The President would need to spearhead a campaign through public presentations of the Compact and the detailed plans as to what is to be done. The Compact should cover the following at least:
· To lead and manage without fear or favour
· To support and  build the  institutions
· To not accede to corrupt practices and break the spiral of corruption
· Foster values of merit, productivity and Performance.
4. Make examples of those involved in corrupt practices at all levels of the organisation so that the new deal is visible to all and sundry. 
5. Spread this vision among all stakeholders (including the Traditional Leaders and the Religious Institutions) getting their buy-in and support for the campaign. 
6. Opinion Leaders, Sector Leadership and Unions, in all sectors need to be mobilized towards the goal of accountable management, meritocracy and commitment of all sectors towards productive employment with zero corruption.
7. Mobilize the Public and Private Sector to report transgressions.
8. Commitment of all levels of staff to an honest days work in the service of developing all institutions to serve their proper purposes. 
9. Strategy needs to be spread to all levels of the Public Service through Cascading Workshop:
a. Ministers and Directors General and their key managers.
b. Within Department Ministers to be present and DGs to facilitate so there is no ambiguity.
10. Ongoing monitoring and investigation of management and compliance in all sectors of the Public Service. This could be achieved through the oversight of a task team, with a certain amount of independence from all the networks and reporting directly to the President.
11. Institute Human Relations Climate Investigations of the performance of all Departments. A human relations climate investigation, repeating in part the survey of 1996 for comparison reasons. To get a true measure of the issues and find ways of handling those brought into the open. using public forums to get the issues into the open 
12. Ongoing Coaching and Mentoring of all levels of Management to ensure compliance and decisive action.
We are caught in a cycle, a spiral, of network corruption or gangsterism (networks act like gangs) and conspicuous consumption, where statuses are confused between world views and authority is bedeviled and undermined. Avarice and greed run rampant in such a milieu. 
Perhaps, one can take a lesson from the Russian Revolution when the excesses had destroyed service delivery, Stalin restored order in the harshest of ways and got the trains running on time. 
The role of the state in the new South Africa has never been clearly defined and productivity and performance have not been confronted in our celebration of ‘being in charge’and emphasis of rights over responsibilities. 
We have to mobilize all sectors to this task of turning things around. These so-called soft issues are, unfortunately the most essential and the hardest issues to deal with.
Whether the current dynamic in the ruling party will allow such a bold plan is a moot point, however, strong and decisive leadership that succeeds in unblocking the delivery of services and the facilitation of development in South Africa would be recognised by the citizens, undermining any factional power struggles within the party. 
A productive South Africa can be achieved through the mobilization of people towards productivity and development for all through meritorious performance. 
Away with having a job but not doing it!









