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ABSTRACT 

This study was prompted primarily by the fact that present-day municipal 

government and administration 1s confronted with a growing imbalance be­

tween the demand for add1 tional and improved services on the one hand 

and on the other, the d1mrnishrng capacity of human and other facihtatrng 

resources. Although the means of overcoming this problem are limited, the 

optimal utilisation of human endeavour rn municipalities can reasonably be 

regarded as a 'sine quo non' in this regard. Two areas which should receive 

attention are those relatrng to organisation structure and the process of 

management. This thesis develops a 'Code of Organisation and Management 

for the Municipality of Milnerton' and in terms thereof investigates and 

evaluates the organisation structure and management proce~ss pertaining 

t o this Municipality as at . June 1985. The purpose 1s to offer al ternative 

avenues of though t upon which the senior management of the Municipahty 

m1ght draw, and, wherever appropriate, adapt and/or implement with a view 

to improving the organisation's efficienc y and effectiveness. 

The methodology followed was to gather data and information as a result 

of prac tICal experience with the Municipality, literature research, and personal 

mterv1ews/mformal d1scuss10ns with officials in local government. Although 

the focus of attention for this research work 1s specifically the Municipality 

of Milnerton, the 'Code of Organisat10n and Management' as presented in 

chapter six could, in the main, have app lication m other municipalities. 
\ 

The tow n of Mlinerton has experienced exceptional growth during recent 

vears and a review of the Municipality's organisation structure and process 

of management to accommodate such growth would appear to be warranted. 

S,Jch r-iev1ew should take into account recognised principles and theories 

of organisation and management as well as relevant local circumstances 

pertammg to the Municipality. All of the approaches to organisation and 

management contain important truths and the Municipality contains elements 

of aH the approaches. The problem of planning or replanning the organisation 

is therefore one of finding the balance appropriate to the circumstances. 

(ii) 



A modern synthesis is needed to pull together ideas from all the approaches. 

This is preferable to concluding that a one-sided attack on any problem is 

adequate. 

Two primary areas for innovation concern the need to adopt a corporate 

approach to the management of the Municipality and the introduct10n of 

admin1strat1ve measures whereby the efficiency and effectiveness of the 

organisation might be measured on a systematic basis . In this regard the 

management of the organisation must recognise the importance of identifying 

meaningful goals and objectives in respect of each of the services provided 

by the Municipality. Based upon an analysis of the relevant job descriptions 

and information obtained from the officials involved, a statement of goals 

and objectives, together with some suggested indicators, was prepared for 

selected services provided by the Municipality. In this regard there is a need 

to give common direction of effort, to establish team work and to harmonise 

the goals and objec tives of the individual with the overall goals of the organi­

sation. 
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PREFACE 

In selecting a subject for research, the criteria adopted were to find a subject 

in the field of public administration which would be meaningful to the author 

m both his personal capacity and as an administrator in local government. 

The rationale for selecting "A Systematic Approach to the Formulation of 

an Organisation Structure and Process of Management for the Municipality 

of Milnerton" as the subject of this research work 1s twofold. Firstly, the 

author is employed by the Municipality of Milnerton m the post of "Director 

of Administration/Deputy Town Clerk" and, as such, 1s directly involved 

m the administrative management of this organisation at a senior level. 

The subject chosen for research is meaningful to the author not only in regard 

to his career as an administrator in local government but also m regard 

to his present position with the Municipality. Secondly, present-day municipal 

government and administration 1s confronted increasingly with a growing 

imbalance between the demand for additional and improved services on the 

one hand and on the other, the diminishing capacity of human and other 

facilrtatrng resources. Although the means of overcoming this problem are 

limited, the optimal utilrsation of human endeavour in municipalities can 

nonetheless reasonably be regarded as a 'sine quo non' in this regard. Munici­

palities should continuously and pro-actively strive for the efficient and 

effective use of their human resources. In this regard it is submitted that 

two areas which should receive attention are those relating to organisation 

structure and the process of management. The above problem is exacerbated 

in a town such as Milnerton which has experienced phenomenal growth during 

recent years. The question arises as to whether or not the organisation struc­

ture a nd process of management of the Municipality, which has evolved over 

some 30 years, is capable of responding in an efficient and effective manner 

to the present and future needs of the community m terms of the rapidly 

increasing demands associated with this grow th. 

It is appropriate to note that during April 1985, the author undertook a study 

tour of five 'M ajor Cities' in the Republic and held discussions with senior 

officials at each of these mun1c1palities, being Cape Town, Johannesburg, 

Durban, Pretoria and Port Elizabeth. The primary purpose of the tour was 

(xv) 



to afford the author the opportunity of acqumng deeper insight and under­

standing of various aspects of municipal administration. Whtlst discussions 

were on an informal basis and speci fie findings are documented in general 

terms only in this thesis, the author would record that, as a result of these 

discussions, he was able to approach this present study with a far greater 

appreciation of the various factors involved. Documentation relating to the 

tour is presented as Appendices "A" and "B". 

The primary purpose of this thesis is to develop a 'Code of Organisation 

and Management for the Municipality of Milnerton' and in terms thereof 

to investigate and evaluate the organisation structure and management process 

pertaining to the Municipality as at June 1985. The intention in this regard 

is to bring together a series of ideas and developments in these fie lds and 

not to attempt to prescribe a 'total solution'. Indeed, the scope of this thesis 

does not permit a work of the magnitude necessary to achieve this. Similarly, 

many of the concepts discussed prompt further investigation and cou id form 

the basis of an entirely separate subject for research at this level. 

This thesis will achieve its purpose if 1t is able to offer practical alternative 

arrangements and avenues of thought upon which the senior management 

of the Municipality might draw and, wherever appropriate, adapt and/or 

implement, to improve the organisation's efficiency and effectiveness. When­

ever appropriate , concept discussion 1s presente d in conjunction with a re­

ference to the position apphcable to the MJ!nerton municipal operation. 

Whilst the focus of attention for this research is specifically the Municipality 

of Milnerton, it 1s submitted that many of the guideli r:es contained in the 

'Code of Organisation and Management' as presented in chapter six, could 

be applied in other municipalities. 

Because of the dynamic nature of any organisation there 1s a need to identify 

a 'cut-off' point for research work of this nature. It is necessary to record, 

therefore, that the research undertaken for this thesis takes into account 

the organisational arrangements and management processes within the Munici­

pality up to and as at June 1985, i.e. the close of its 1984/ 85 financial ye ar. 

(xvi) 



It is quite conceivable, therefore, that the s1tuat1on in regard to the organi­

sation structure and process of management applicable to the Munic1pali ty 

may have changed during the interim period of some sixteen months prior 

to the submission of this thesis. With the exception of the redel1m1tat1on 

of the munic ipal area of Milnerton into five wards and the concomitant ap­

pointment of two additional councillors, these subsequent developments have 

not been taken into account. It would be most interesting to compare the 

proposals in this research work with actual related developments at the Munici­

pality during the next, say, five years. 

It should be stressed that the scope of this thesis does not permit a comprehen­

sive and in-depth study of all aspects of administration and emphasis is ac­

cordingly directed primarily at the organisation structure as a framework 

for management. The structure is examined with specific reference to the 

levels embracing the top management down to the level of branch heads. 

The methodology entailed the gathering of data and information based upon 

the author's personal experience with the Municipality, literature research 

and personal interviews/discussions (based on open-ended questions) with offi­

cials in municipal government . 

The thesis is presented in four main sections as follows: 

First Section : Chapters l - 5 : Background information and data relevant 

to this study. In a work of this nature it is not possible to discuss in detail 

the many aspects involved in the fields of organisation structure and of man­

agement. The selection of subject matter contained in the chapters of this 

First Section was made by the author on the basis that they warranted some 

priority in the context of the Thesis. This decis10n was based upon informat10n 

derived from discuss10ns with senior officials of the Municipality and on the 

basis of the author's personal experience with the organisation. 

Second Section : Chapter 6 : Development of a set of guidelines for the organi­

sation and management of the Municipality of Mdnerton. 

Third Section Chapter 7 Case Study. 

(xv11) 



Fourth Section 

posals. 

Chapter 8 Findings, Overall Conclusions and SpecifJC Pro-

Chapter One deals w 1th the nature of municipalities and the development 

of municipal government in the Cape Province. Specific reference 1s made 

to recent constitutional developments and also to the functions and powers 

of mun1c1palit1es. Brief mention 1s made of certain of the legislation applic­

able to local authorities with a view to identifying some of the constraints 

w 1thin which munJCipalities must operate. 

Chapter Two deals with the principles and theory of organisation and manage­

ment and outlines briefly the thinking of various writers and practitioners 

m these fie Ids. 

Chapter Three discusses the concept of a corporate approach to the manage­

ment of a mumcipality and the need for structural integration. Reference 

is made to three major reports presented on this subject and the chapter 

concludes with a reference to the appropriateness of a matrix organisation 

as a structural vehicle for corporate planning in local government. 

Chapter Four deals specifically with a 'management by objectives' approach 

m mumcipal government and the importance of being able to identify goals 

and objectives in respect of the various services offered by municipalities. 

Chapter Five exammes efficiency and effectiveness as phenomena in the 

pub!JC sector and addresses the quest10n of their measurability. Specific refer­

ence 1s made to factors which might promote effJCiency and effectiveness 

m mun1cipaht1es. An attempt is also made to identify factors which appear 

to be inhibitmg optimum effJCiency and effectiveness in the municipal opera­

tion in M1 Iner ton. 

Chapter Six uses the data and information presented in Chapters One through 

Five to prepare a 'Code of Organ1sat1on and Management for the Mumcipahty 

of Milnerton' (hereinafter also referred to as the 'Code'). This Code comprises 

a set of guide lines which, 1 t is submitted, would serve a useful purpose should 

these be taken into account when reviewing the Mun1c1pahty's organisation 

structure and process of management. 

(xv111) 



Chapter Seven deals with a case study m terms of which the Code developed 

m Chapter Six 1s used as a basis upon which to investigate and evaluate certam 

aspects of the organisation structure and management process of the Munic1-

pahty as at June 1985. Wherever appropriate alterant1ve arrangements/ pro­

posals are recommended and described. 

Chapter Eight presents a summary of the salient findmgs and conclusions 

together with some specific proposals resultmg from this study. 

In regard to the terminology used, 1t 1s necessary to pomt out that in this 

thesis the terms 1off1c1aI 1 and 'officer' are used synonymously, as are the 

terms 'elected representative', 'councillor' and 'member'. 

(xix) 
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CHAPTER ONE 

THE NATURE AND HISTORICAL DEVELOPMENT 

OF MUNICIPAL GOVERNMENT IN THE 

CAPE PROVINCE 
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CHAPTER ONE 

THE NATURE AND HISTORICAL DEVELOPMENT 

OF MUNICIPAL GOVERNMENT IN THE 

CAPE PROVINCE 

1.1 Introduction 

In a later Chapter consideration will be given to the development of an organi­

sation structure and process of management for the Municipality of Milnerton 

(hereinafter also referred to as 'the Municipality'). The relevant information 

and data pertaining to the Municipality will be documented in the case study 

presented in Chapter Seven. It is necessary at this initial stage to provide 

only some general background information on the type of organisation being 

dealt with. Municipalities in South Africa are presently experiencing perhaps. 

their most interesting and challenging times yet. Although this thesis deals 

with one specific municipality, it is submitted that it is necessary in this 

first Chapter to review briefly certain of the historical developments that 

have influenced the system of local government and administration in South 

Africa with specific reference to the Cape Province. This review will include 

a reference to certain of the latest constitutional developments with regard 

to local authorities, the institutional framework within which local authorities 

operate, as well as the governmental relations that affect local government 

and administration. In addition attention will also be directed briefly to 

certain of the legal aspects of kx:al government with a view to highlighting 

some of the basic differences between the nature of a municipal organisation 

and that of an organisation in the private sector. Stated succinctly, this 

Chapter purports to apprise the reader of details pertinent to the structure 

and management process of the municipal organisation, its historical develop­

ment and some of the constraining factors sur rounding its operation in the 

South African context with specific reference to the Cape Province. It is 

only against this background that significance can be attached to certain 

of the proposals advanced in later Chapters. 

2 



3 

1.2 The Nature of Municipalities 

In the Cape Province, a mumc1pality 1s defined as follows: 

"The inhabitants of every municipal area shall under the name assigned to 

1 t be a body corporate with perpetual succession and shall ... by such name 

be capable in law of suing and being sued (and) ... generally of doing and 

performing such acts and things as bodies corporate may by law do and per­

form." 

In the other provinces 1t is the mun1C1pal council itself which is the corporate 

body, not the inhab itants of the municipal area. The difference 1s significant 

because the corporat10n created in the Cape is a urnversitas personarum 

w 1th the fo !low mg characteristics: 

11
- it is an aggregation of all the persons in the municipal area who, 

together, form a persona or entity having the capacity of acquiring 

nghts, incurring obligations, and having perpetual succession; 

1t is a legal abstract10n of ficti on by which the law has created 

a new entity out of a group of persons, and which the law has en­

dowed with a distinct juristic personality; 

it is a 'person' separate from the persons who comprise it; 

its capacity to acquire rights and to incur obligations is distinct 

from that of its members and therefore the property of the universitas 

belongs to 1t and not to its members; 

its debts and obligations are binding on it alone and not on its mem-­

bers; 

as a 'person' a umvers1tas can also acqutre, hold and a.lienate property, 

enter into contracts, sue and be sued, etc., although these capacities 

are usually stated m the founding statute." (Craythorne 198(, : 64) 
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The areas of munic1pa1i ties are those which were Jaw fully defined by Jaw 

or proclamat1on at the commencement of the current local government ordi­

nance as determined by the Adrrnnistrator in the exercise of his power to 

constitute or reconstitute munic1pah t ies. In the Cape Province reference 

is merely made to the area under the jurisdiction and control of a Council. 

(Municipal Ordinance No. 20 of 1974 - definit ion of 'municipal area' s l(i1)(8)). 

The Cape provincial Jaw also provides that -

" a municipality shall be governed and represented by a council ... and 

all acts of any such counci I shall be deem-ed to be acts of the municipality". 

In De V!lhers and Others v Beaufort West Municipality 1924 CPD 397 at 

504, Watermeyer J, stated -

" ... the council itself is not the body corporate; it consists of a number of 

members, whose acts are determined by the majority ... they act as agents 

for the body corporate, the municipality ... (the councillors) are statutory 

agents elected by the corporators to perform a mandate for the corporation, 

the terms of which are prescribed by law." (Craythorne 1986 : 65) 

In the Cape Province the number of counc1 !!ors 1s determined or redetermined 

by the Administrator (Municipal Ordinance No. 20 of 1974 s 8(1 )(i) and 

8(6)(a)(i)(ii1)). The only definite provision which exists about the number of 

councillors 1s that in a municipal area divided into wards each ward must 

be represented by two counclllors. (Municipal Ordinance No. 20 of 1974 s 

32(b) see also 43(5)(a)). 

The term of office is four years. One half of the councillors, or one councillor 

per ward, retires every alternate year. Initially those who have received 

the least number of votes ret ire first whilst those who have been in office 

the longest, retire at the subsequent biennial elections. If there is an equality 

of votes or for some or other reason it is not possible to determine the retire­

ment date, the matter 1s determined by lot. Councillors retire from office 

on election day. The town clerk must be advised of the order of retirement. 

(Munic1pal Ordinance No. 20 of 1974 s J3(l)(a)(i)(ii) read withs 32(a)(b) and 

4 3(2)(3 )(5)(6)(7)). 
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A local authority 1s a creature of statute and it can only do what a statute 

(1.e. an Act of Parliament or a Provincial Ordi nance) empowers it to do. 

In this regard the following words by Van der Heever, J. at 231 in R v Bethle­

hem Municipality 1941 OPD 227 are relevant: 

"A facile distinction is sometimes drawn between municipalities and other 

entit1tes with legislative and executive powers on the ground that municipali­

ties are mere creatures of statute. This is undoubtedly so, but so are provin­

cial councils and, for that matter, the Union Parliament. With respect to 

authority of course, they differ vastly and are ordered in a definite hierarchy, 

but the function of each 1s government. A municipality 1s not merely a cor­

poration like a company; it 1s a phase of government, local, 1t is true, but 

still government." 

1.3 Functions and Powers of a Municipality 

In the Cape Province the Provmc1al Council on 29 November 1974 promu lgated 

Municipal Ordinance 20 of 1974 which deals extensively with all function~ 

of a municipality. This Ordinance, inter alia, covers the follow mg aspects: 

estab!Jshment of municipalities, voters and voters' rolls, councillors, election 

of councillors, office bearers, committees and proceedings of councils, em­

ployees of the council, financial matters, immovable properties, streets and 

public places, municipal services, contracts and by-laws. From the above 

1t is clear that the Ordinance covers virtually any function that could be 

carried out by a municipality . 

To enable a municipality to carry out the above functions, it is necessary 

for such authority to raise the necessary funds. In this regard the Ordinance 

provides guidelines for the Council to honour its financial obligations. Specific 

reference is made to accounts which must be kept by the local authority, 

as well as estimates which must be prepared. Once the estimates have been 

prepared, a mun1C1pality may levy a rate to be applicable to all movable 

propert y. The Ordinance provides for the Council to raise a loan to cover 
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any large capital work which cannot be financed internally. It also determines 

that a local authority should estabhsh a consolidated capital deve lopm ent 

and loans fund to which 1t should make contributions. 

In regard to the functional activities of a local authority the provision of 

munic ipal services can be deemed one of the most important functions. Here 

the Ordinance provides that a local authority may within or outside its munici­

pal area provide, establish and maintain municipal services. It can a lso ac­

quire, construct, maintain and discontinue municipal services. The Ordinance 

lays down regulat ions as to how a council should carry out work on its servi­

ces. The protection of municipal services is also fully covered by the Ordi­

nance. 

A municipality can make by-laws or regulat10ns. The two words mean the 

same thing, namely subordinate legislation. This means that the local authority 

can only make by-laws or regulations in respect of matte rs for which 1t 

is empowered to legislate by an Act of Par hament or by a Provincial Ordi­

nance. The concept of 'ultra vires' is applicable and the by-iaws or regulations 

must not go beyond the powers conferred by the Act or Ordinance. 

A munic ipahty may determine its own staff organisation and although the 

organ1sat1o n of the municipal service structure into different departme nts 

has been in operation in South Africa for more than 50 years and 1s the 

general practice, it is not adopted in compliance with a ny statutory require­

ment. 

1.4 The Influence of Dutch and British Colonial Rule 

The conce pt of local government and municipalities stems from two different 

origins m South Africa. The first concept of local government can be traced 

back to + 30 years after the landing of Jan van R1ebeeck in 1652 when the 

system of landdros and heemraden was first introduced at Stellenbosch in 

1685. This system resulted from the diffi cu lty in administering local affairs 

in a sett lement some di stance from Cape Town. The system was later ex­

tended to other out lying se tt lemen ts. It can be described as a n extension 

of t he Co loni a l Governmen t but admrnistered by locally elected or ap poin ted 
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representatives. The landdros, who was the Colonial Government's chief 

representative, played a major role. All powers, including the judiciary func­

tion, were vested m this body. 

The second major influence in South Afr ic2 insofar as local government 

1s concerned, was the British Colonial Government. Where the Dutch rule 

mainly influenced the development before 1800 and the later Voortrekker 

settlements beyond the Orange River, the British rule principally influenced 

the development of urban municipal government, first in the Cape Colony, 

and la ter m all the other provinces of the country. Although the British 

rule left an ultimate predommant impression on the structure of municipali­

ties, many of the Dutch views and institutions survived. 

1.5 The First Town Government 

Before 1786 no separate government existed in the Cape since all local mat­

ters were attended to by the central government. As a result of a petition 

signed by .:!:. 500 persons living m or around Cape Town, a College of Com­

m1ss1oners to the Council of Justice was m troduced in 1785. This consisted 

of three government officials and three burgers who were appointed to act 

as a Municipal Commission for Cape Town. In 1792 the Committee's powers 

were extended and wardmasters appointed by the British Government to 

attend to civil and judicial matters. These wardmasters can be seen as the 

forerunners of today's councillors. This system was later amended by the 

Bn tish Co lonial Government to exclude all officials and it then consisted 

of six appointed burgers who served for five years . 

Up to this stage the British rule had no significant influence on local govern­

ment. The idea of an autonomous local body was still a long way off and 

all local governments were seen as an extension of the central government. 

It was main ly as a result of the influence of the French government at the 

beginning of the nineteenth century that the Dutch settlers became aware 

of a de mocratic spirit. With the assistance of Commissioner General De 

Mist, they ca lled for a popular Jy elected Council known as Raad der Gemeente 

(communit y council) to replace the appointed Burger Senate. Although thi s 
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proposal was rejected by the Cape government at the time, the importance 

of this inf Juence hes in the fact that from 1t the concept of municipal self­

government amongst the Cape colonists had emerged. 

1.6 The First Municipal Institutions 

This section concentrates on the development of municipalities in South 

Africa prior to th is century . The justif1c at1on for this emphasis hes in the 

fact that it 1s important to recognise and understand the hnk w 1th the sys­

tem of loc al self-government in England. To a large extent South Africa 

has inherited its local government system from the United Kingdom, and 

the system of elected town councils w 1th multiple committees which applied 

in the United Kingdom until about 1974, has essentially formed the basis 

of the development of local authorities in the Republic . 

A Royal Commission was appointed In 1834 to inquire into the position of 

English boroughs. The Commission found that there were mayors, town coun­

cils and c1t1zens, but that the Citizens had no share in the election of their 

officers and the officers themselves had Jost all the characteristics of their 

former authority . The investigations Jed to the promulgation of the Municipal 

Corporations Act, 1835. This Act established, virtually for the first time, 

a uniform system of local government m England. Political abuses were elimi­

nated to a large extent and the franchise was extended to ratepayers. The 

Act was in effect the beginning of the revival of local self-government in 

England and in spite of many subsequent amendment acts since 1835 the 

principle of local self-government has been adhered to. (Clarke 1955 : 43) 

Barely twelve months later the first definite step towards a new municipal 

government system m South Africa was the promulgation of Municipal Ordi­

nance No. 9 of 1836. It established a system of elected boards of comm1s­

s10ners which in practice was little more than the executive instrument 

of the popular w Ill as expressed at public meetings of these boards. The 

legislation permitted the elect10n of wardmasters to assist these comm1s­

s10ners . This Ordinance was mainly a product of the English Municipal Corpo­

rat10ns Act of 1835 and embodied some of the principles of British local 

self-government but it made no prov1s1on for a Mayor, Alderman, Councillor 

and Town Clerk. The levying of an annual rate was also left to be determined 

by public meeting. 
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The Ordinance was effective from l October 1836, after which date any 

resident Magistrate or Justice of Peace could call a meeting of householders 

to decide whether or not to set up a municipal board. All decisions rested 

with the majority of householders present at a meeting. They selected a 

committee to prepare municipal regulations for subm1ss1on to the Board. 

These regulat10ns were limited to the munic ipa l areas and once adopted 

were submitted to the Governor for ratd1cat1on. All commiss10ners elected 

by householders were to serve gratuitously for a period of three years. Their 

meetings were also to be open to the public and they were obliged to hear 

any matter or complaint referred to by any person in connection with the 

Ordinance, the regulations or their work and powers. 

Cape Town's local government was dealt with first in Ordinance 1 of 1840 

(Cape) which introduced elected comm1ss1oners and wardmasters. The commis­

s10ners were required to consult the wardmasters when drafting leg1slat1on, 

framing estimates and appointing staff. Act l of 1867 (Cape) abolished the 

commissioner /wardmaster system for Cape Town, providing instead for elected 

councillors representing wards, with the councillors appointing a mayor. 

The Municipal Act of 1882 (Cape) abolished the comm1ssioner/wardmaster 

system for Cape towns in general and introduced the idea of an elected 

counc!I, the mayor appointed by the council, the committee system, and 

the appointment of a clerk and other necessary officers (Craythorne 1980 : 2). 

Craythorne refers to a second important nineteenth-century English Municipal 

Act being the Local Government Act 1888, which created the Local Govern­

ment Board. This Board allowed a measure of central co-ordination and would 

compel local authorities to use their public health powers. In addition certain 

administrative functions performed by jud1c1al bodies or government depart­

ments were transferred to elected local bodies (Craythorne 1980 : 2). 

Since unif1cat1on in 1910, local authorities have been placed under the super­

v1s1on and control of provincial authorities. After 1910 the broad British 

local government principles were incorporated into the various municipal 

ordinances of the respective provinces. 

The unitary nature of the South African state has led to a strong centralised 

system of government and administration. This has influenced the develop­

ment, powers and functions of local authorities which are organisationally 

located on the lowest or third level in the total governmental structure and 

who are directly and indirectly subordinate to the provincial and central 
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authorities respectively. The strong unitary nature of the state and the in­

creasing centralisation of governmental functions over the years has under­

mined the status and autonomy of local authorities in South Africa. 

The first significant change in the system of local government in South Africa 

occurred in 1960, when the Transvaal province adopted the single committee 

system (the management committee system) in place of the multi-committee 

system. The system was subsequently adopted by South West Africa, the 

Orange Free State and Cape Town. 

Since Union in 1910, the basic complaint of local government in South Africa 

was the question of inadequate sources of revenue and commission after 

comm1ss1on was appointed by the central government to investigate and 

report upon this matter - the so-called Browne Committee (1980) being one 

of the most recent. After the expression of much dissatisfaction on the report 

and the subsequent appointment of a working group (the Croeser Working 

Group) to investigate and report upon the Browne Committee report, addi­

tional sources of revenue were granted to local government. 

1.7 Recent Constitutional Developments 

The President's Council made its findings and recommendations known during 

1982. Probably one of its most important recommendations as regards local 

authorities was that a maximum devolution of power and decentralisation 

of administration to local authorities be accepted m principle. It also recom­

mended that provision be made for greater local autonomy and that the 

necessary legislative powers in this respect be delegated to local authorities 

(Republic of South Africa, Gesamentlike verslag ... 1982 : 106). 

The President's Council also recommended that local authority funct10ns 

be divided into so-called 'soft' and 'hard' services. The 'soft' services would 

consist mainly of culturally orientated functions and would enable the various 

cultural groups to look after those functions that are culturally sensitive 

to and characteristic of each group, such as) for example, housing. The 'hard' 
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functions would be governed and administered jointly by all the local authori­

ties m a particular area. Joint services committees should be established 

for this purpose and would be responsible for those general functions that 

affect the mhab1tants of the whole area, such as bulk services including 

fire-fighting, sewerage, electricity and water supply, main roads, abattoirs 

and computer services (Republic of South Africa, Gesamenthke verslag ... 

1982: 117-18). 

To ensure clarity in the process of constitutional reform, the government 

laid down certain guidelines that would form the basis of constitutional 

change. These guidelines also served as a basis for local government reform 

and can be summarised as follows: 

a democ ratic dispensation m which all individuals wilJ have an ef­

fective · say m decisions affecting their interests; 

domination of one group by another will be eliminated; 

the rights and legitimate aspirations of all will be guaranteed; 

self-determination must be assured for each group; 

provision should be made for co-responsibility in matters of common 

interest - this calls for consultation and co-operation among equals; 

political and constitutional adjustments must be embarked upon in 

a well-considered and evolutionary way and with a view to promoting 

a stable society; 

all guidelines must take cognisance of the requirement that const1 tu­

t1onal change must be accompanied by adjustments in all other areas 

of soC1ety and that a sound balance must be maintained; and 

the successful launching of a new const1 tut,ona l d1spensa lion can 

only be achieved by continuous consultation and negotiation among 

the groups concerned. 
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From the above guidelines the principle was accepted that each ethnic group 

should enjoy self-determination over its own affairs and assume co-respons1-

bd1ty for matters of common concern. A d1stmcti0n 1s therefore drawn be­

tween group affairs and affairs of common concern. Following from the 

above, certain proposals have been made for local government and adminis­

tration (Haygarth 1983 : 5): 

maximum devolution of power and decentralisation of administration 

at local government level; 

minimum administrative control over local authorities; 

separate local authorities should be constituted for the various popu­

lation groups wherever possible; 

certain services will have to be provided jointly on a regional basis; 

and 

effective co-ordination on the central governmental level should 

be established. 

During 1983 the Minister of Constitutional Development and Planning announ­

ced that the government had accepted the recommendat ion of the President's 

Council that a Co-ordinating Council for Local Government Affairs be esta­

blished to advise the central government through him on any matter of im­

portance to local government (Heunis 1983 : 4-5). From the composition 

of the Council 1t seems that for the first time an attempt was made to 

establish an institution that would be able to co-ordinate the total and macro 

field of local government and administration in that the four Administrators, 

their members of the executive committees responsible for local government, 

and the representatives of most of the municipal associations and institutes, 

are represented m the Counc1 I (Act 9 of 1983). 

At its first meeting duri ng 1984 the Counc!I for the Co-ordination of Local 

Government Affairs appointed six investigating Committees to undertake 

detailed investigations and make recommendations on the follow mg six sub­

jects (Van Zyl 1984 : 3): 
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municipal electoral quahf1cat1ons; 

the demarcat10n of geographical areas of jurisdiction of local autori­

ties; 

the establishment of criteria for viable local authorities; 

the joint provision of regional services; 

personnel for local authon ties; and 

control over local authon ty institutions. 

All these reports were submitted to the Co-ordinating Council, which accepted 

them with minor changes and recommended them to the government. 

1.8 Institutional Framework for Local Authori ties 

Local authorities form an integrated part of the total governmental hierarchy. 

The Republic of South Africa Constitution Act, 1983 (Act 110 of 1983) sti­

pulates that the State President and Parliament shall be the sovereign legis­

lative power m and over the Republic and shall have the fuil power to niake 

12·Ns for the peace, order and good government of the country (section 30). 

It also stipulates that Parliament shall consist of three Houses, namely a 

House of Assembly (Whites), a House of Representatives (Co loureds), and 

a House of Delegates (Indians) (section 39(1)). Control over local government 

is regarded as an 'own affair' and is therefore the respons1b1hty of the three 

different Houses constituting Parliament (schedule 1). 

On the central leve l of government various governmental departments in­

fluence and control the local government and administration. Thts take s 

the form of either requmng local authorities to obta.m prtor sanction for 

specific projects, such as capt tal projects, or approving schemes and the 

expenditure involved, before financial aid is granted. Control is also exercised 

by means of regulations framed under the provtsions of enabling !egtslat1on. 
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the more effective rendermg of services; 

poht1cal participation; 

collect1on and d1stribut10n of new sources of revenue. 

Regional servJCes councils will have all the powers and duties of local authori­

ties me ludmg the follow mg duties m their respective regions (Act 91 of 

1983, section 4(1 )): 

bulk supply of water and electricity; 

sewage purif1cat1on works and mam sewage disposal p1pelmes; 

land usage planning m the reg10n; 

roads and storm-water dramage; 

plannmg of transport; 

passenger transport services; 

traf fie matters; 

abattoirs; 

fresh produce markets; 

refuse dumps; 

cemeteries and crematoria; 

ambulance and f1re brigade services; and 

health services. 

1.9 The Importance of Sound Governmental Relations 

In the South African society, with its unitary governmental struc­

ture, the central mstitut1on of authority 1s established through the operation 

of a country-w 1de polit1cal process, 1.e. per10d1cal free general elections. 

The same voters, therefore, obtam, accordmg to this political dJCtum, the 

opportunity to elect provincial and munic1pal policy-making and leg1slat1ve 

mstitut1ons. Const1tutionally, Parliament 1s vested with over-ridmg political 

supremacy and 1s sovereign m all its actions, whereas the subordmate authori­

ties are polit1cally supreme w1thm their own governmental areas. 

The leading political of f1ce bearers on central government level accept that 

the subordinate municipal councils, which each obtam a mandate from their 
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The Department of Constitutional Development and Planning is responsible 

for the implementation of the Promotion of Local Government Affairs Acti 

1983. This Act makes prov1s10n for the co-ordtnation of functions of general 

interest to local authorities and those functions of local authorities which 

should in the general interest, be co-ordinated (Act 91 of 1983, section 2). 

The Croeser Working Group (Republic of South Africa, Verslag van die Croe­

serwerkgroep .. . 1982 : 92) recommended that supra-control over the expendi­

ture of local authorities be exercised to obtain greater co-ordination, es­

peetally where the central and provincial authorities were making a larger 

contribution to the normal income of local authorities. The Croeser Working 

Group also recommended that this supra-control be exercised by the Direc"cO·· 

rate : Public Finance of the Department of Finance. 

Provincial authorities have been given delegated powers over local authorities 

and are free to legislate on various matters concerning local autho n tt~s 

that are not repugnant to Parliamentary legislation (Gtldenhuys 1n1 : 40). 

Each provincial authority institutes a Department of Local Governn-,ent thJ.t 

1s usually charged with the execution of provincial ordinances applicable 

to local authorities and the promotion of the orderly development of cornrnurn­

ties. These departments are also charged with the regulation, control and 

administration of local authorities and the advancement of local governnent 

and admm1stration m general. These departments are usually concerned with 

matters concerning the financial and general 'administration' of local authori­

ties including the drafting, editing and promulgation of municipal by- laws 

and regu la tlons. 

During 1984 the Regional Services Council Bill, 1984, was introduced to 

Parliament. This Btll provides for the joint exercising and carrying out of 

powers and dut ies m relation to specific functions in specific areas by local 

authorities, management bodies and representative bodies within such areas. 

The BtlJ provides for the declaration of regions, the institution of regiona l 

services counc tls and the constitution, functions, powers, duties, assets, nghts, 

funds and employees of such councils. The main motivation for tl=ie establish­

ment of regional services counc tls revolves around three matn objectives 

as follows: 
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voters, will follow the party-poht1cal d1rect1on of the government m power. 

The party-pol1t1cal objectives of the government, therefore, provide the 

basic guidelines according to which government pohcy on subordinate levels 

has to be implemented. 

No leg1slat1ve authority exists, however, In terms of which 1t 1s compulsory 

for the subordinate levels of government to follow the over-riding party­

poht1cal pohcy. On the contrary, 1t 1s possible, as a result of the democratic 

process of free general elections, for subordinate municipal councils, which 

do not subscribe to the pohc1es of the central government, to be elected. 

On occasion it 1s found that local authorities which do not support government 

pohcy fail, or often refuse, to implement such pohcy, thus 1mpamng inter­

governmental relations and, in so doing, prevent the effective attainment 

of national objectives and goals. This state of affairs has been restricted 

mainly to the apphcat1on and 1mplementat1on of the prov1swns of the Group 

Areas Act, 1966, and the Reservatwn of Separate Amenities Act, 1953. 

From the point of view of the central government, 1t 1s important that the 

decisions of municipal councils - even those that merely deal with municipal 

utiht1es - endorse the party-poht1cal cons1derat1ons of the government of 

the day. The question arises whether or not the central government should 

exercise its supreme authority, through legislation, to expressly provide that 

local authorities shall comply with and implement specified pohc1es of the 

government. Attitudes play an important role in the 1mplementatwn of pohcy 

and even the most detailed legislation will not have the desired effect where 

a conducive attitude 1s Jacking. The philosophy underpinning a true democratic 

system 1s, mter aha, that there should be the greatest degree of effective 

participation in the poht1cal process. The doctrine of devolution of power 

derived from this principle has the objective that every community should 

be placed in a pos1t1on to determine its own pr1orit1es and needs. Interference 

with this democratic principle by mflex1ble and excessive administrative 

directives aimed at the enforcement of government pohcy by local authorities 

1s undesirable and can only be justified in exceptional cases. 
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Local authorities have vertical relations with the central government, provin­

cial authorities and the proposed regional services councils. Local authorities 

also have horizontal liaison or horizontal intergovernmental relations between 

themselves. ln the light of the const1tut1onal objective to guide Coloured, 

Indian and Black local authorities to self-governing status, horizontal inter­

governmental relations between all local authorities will become more im­

portant. 

It 1s also necessary to attend to the relat ions within governments, since 

sound mtragovernmental relations ought to ensure eff1c1ent local government 

and administration. lntragovernmental relations are those found between 

the components of a particular local authority, and in this regard both vertical 

and horizontal relations can be identified. Vertical mtragovernmental relations 

between the council and committees, the committees and the town clerk, 

the town clerk and the heads of departments right through to the lowest 

level in their departments, are of concern here. Horizontal intergovernmental 

relations, on the contrary, are influenced mainly by the d1v1s10n of government 

power among legislative, executive and judicial institutions. These relations 

are not only restricted between these inst1tut1ons but are also found within 

them and between the members of each of them and include relations between 

councillors, heads of department and officials within a department. 

Local authorities are established to promote the welfare of their various 

communities and extragovernmental relations with various institutions and 

assoc1at1ons m their communities are necessary to determine how and to 

what extent the needs and demands of these institutions, which represent 

the needs and aspirations of certain groups and md1v1duals m the community, 

can be sat1sf1ed by the local authority concerned. Local authorities should 

therefore continuously ensure that they establish and maintain efficient 

and effective extragovernmental relations with poht1cal parties, voters, various 

pressure and interest groups, political elites and the media. 
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1.10 Grouping of Local Authorities 

To date, municipal authorities in South Africa have been grouped according 

to mcome. This grouping has been used to determine the salary of the town 

clerk and automatically the salaries of other municipal employees. (The Re­

muneration of Town Clerks Act, 1984 (Act 115 of 1984)). The proposed new 

formula for the grading of local authorities comprises 13 factors (12 services 

plus income) which relate to the measurable services rendered by local autho­

rities in general. These factors are listed as Income, Erven, Water Meters, 

Water Purif1cat10n, Electricity Meters, Sewerage Points, Sewage Purif1cat1on, 

Roads, Housing, Fire Services, Ambulances, Library Books and Trading Licen­

ces (Government Notice No. 477 of 1986). 

The grading of a local authority may accordingly be substantially affected 

by : 

the transfer of services from the local authority to a regional services 

counci I; and 

the establishment of a local authority for a race group at present 

accommodated within the area of jurisdiction of the local authority. 

The services already 1dent1 fled as possible regional services are indeed those 

factors which bear the greatest weight in the formula referred to above. 

The creation of independent local authorities with the power to levy rates 

and provide services to its residents must necessarily and detrimentally affect 

the 'points allocation' of the local authority on which 1t was previously de­

pendent. It 1s possible that the devolution of power and a maximum number 

of functions to a local authority may partially compensate a local authority 

for the reduction m points which will occur as a result of the transfer of 

services to regional services councils or newly established local authorities. 

Devolution of power implies the transfer of power from a higher to a lower 

authority to adopt fmal dec1s10ns on specified matters. The acceptance by 

the State of the principle of maximum devolution of power and decentralisa­

tion of adm1mstrat1on on local government level has created the expectation 

that the transfer of final dec1s1on-makmg powers to local authorities w!II 
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be accompanied by the transfer of meaningful functions. To date there has 

been no authoritative ind1cat1on of which powers and functions, if any, will 

be transferred to local authorities. In local authority circles there 1s an in­

creasing measure of sceptical reference to go ernment proposals to tram 

counc11lors and off1 c1 als to handle increased powers, whilst there 1s no ind1ca­

t1on of the add1t1onal powers which these funct1onar1es will have to exercise. 

It 1s to be understood that devolution 1s only possible when the local authority 

1s in a pos1t1on to exercise such functions and provided there 1s compliance 

w 1th certain pre-requ1s1tes for the devolution of power such as effective 

voter control and suf f1c1ent financial resources. However, in order to ensure 

continued support for the reform proposals and to answer vexing questions 

by councillors and officials about the future status of their local authority 

satisfactorily, 1t 1s considered that at least a broad md1cat1on should be 

given to local authorities of the powers and possible functions which will 

be transferred to them to compensate for those municipal functions which, 

inter aha, are to be transferred to regional services councils. It 1s unreason­

able to expect local authorities to support the transfer of functions to reg10nal 

services councils or to new local authorities without the assurance that their 

present status, m terms of functions and powers, will not be drastically affec­

ted thereby (Botha 1985 : A 18, A 19). 

1.11 Cone luding Comments 

The historical development of mun1c1pal government and admm1strat1on indi­

cates that local government has always been subservient government. The 

so-called 'autonomy' of local government has been granted on the basis that 

powers granted could be w 1thdrawn at any time. This still appears to be 

the case m South Africa. The struggle of local government appears to be 

not a struggle for greater powers, but rather a struggle to retain those powers 

which have already been granted. Reference was also made to certain of 

the constraints w 1thm which mun1c1paht1es must operate. For example, mun1-

c1pal1t1es are presently 'grouped' according to income. This grouping 1s used 
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to determine the salary of the town clerk and automatically the salaries 

of other municipal employees. This 1mmed1ately presents a potential problem 

to the smaller to med1um-s1zed murnc1palit1es which border on the larger 

municipal! ties in that their off1c1als, particularly those in the senior ranks, 

could be attracted to the more lucrative remuneration packages which the 

larger mun1c1pal1t1es are able to offer. There certainly 1s a need to d1stingu1sh 

bet\veen groups of local authorities but income as a sole factor upon which 

to base such grouping 1s totally inadequate. Any move towards a more meaning­

ful formula for the determining of groups of local authorities 1s to be wel­

comed. 

The section dealing with the nature of munic1palit1es highlights some of 

the basic differences between a municipal organisation and an organisation 

which operates m the private sector. Some of these basic differences which 

will influence to varying degrees the organ1sat1on structure and management 

process of the municipal type operation may be summarised as follows: 

the profit motive which 1s the primary goal m the private sector 

1s of secondary importance in the public sector. Mun1c1pallt1es must 

attempt continually to achieve optimal cost-effectiveness but the 

aim 1s not to show profit for the sake of profit; 

political sovere1gnity, in regard to which 1t wlll suffice to mention 

that political cons1derat1ons govern the act1v1ty of every municipal 

off1c1al; 

public accountability, in terms of which every action of the municipal 

off1c1al 1s open for scrutiny by the public and every acuv1ty under­

taken must, therefore, be defensible m public, irrespective of its 

importance. In the private sector act1v1t1es are scrutinised mainly 

by clients or the shareholders. At the municipal level act1v1t1es must 

be defended not only at the municipal level but also at the provincial 

level as well as the central government level; 
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legislative requirements in terms of whl-Ch the municipal operation 

1s specifically governed by acts of Par llament and ordinances of 

the provincial councils. 

During the course of this thesis 1t w Ill become more apparent that the very 

nature of the mun1c1pal organisation w Ill influence to some extent its organisa­

tion structure and management process. For example, a private business 

enterprise 1s usually forced by compet1t1ve cond1t10ns to adopt an organisation 

structure geared to most effective performance m order to survive. In the 

South African context local authorities normally find themselves m a monopo­

hst1c position regarding the provision of most of their services and some 

form of direct public supervision or control over their act1vit1es is therefore 

indicated. 

In the Western world such control usually takes the form of democratic govern­

ment at the local level, and this means that many of the political side issues 

which sometimes interfere with efficient and effective performance are 

encountered ir. the field of local government. In this respect the organisational 

problems that local authorities are faced with are in actual fact more d1ff1-

cult to handle than those of undertakings m the private sector (Browne et 

al 1980 : 60). 

Other factors which have had a major impact on municipal development 

m general have been the removal of African areas from the jurisdiction 

of local government and also the changes m the racial composition of the 

voters' roll. 

The author recognises these factors but the exc lus1on of any detailed dis­

cussion m this regard from this present study 1s justified on the basis that 

they do not hold any major impact for the s1tuat1on m Milnerton at this 

time .. 
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These factors are, however, noted and may have to be considered at some 

future time in the event of the s1tuat1on in M!lnerton being the subject of 

dramatic change in this regard. 



CHAPTER TWO 

PRINCIPLES AND THEORY OF ORGANISATION 

AND MANAGEMENT 
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CHAPTER TWO 

PRINCIPLES AND THEORY OF ORGANISATION AND MANAGEMENT 

2.1 Introduction 

In order to facilitate a systematic approach to the formulation of an efficient 

and effective organisation structure and management process for the Munici­

pality, it is necessary to take cognisance of certain of the related principles 

and theories expounded by exponents in these fields. Brech (1957 :363) states 

that among those writers and practitioners who have given thought to the 

whole field of organisation and management the idea of basic principles 

has gained acceptance and a measure of attention has in consequence been 

directed to an endeavour to identify some as seen confirmed by practical 

observation. There is a widespread unanimity of view in regard to certain 

factors and these have been sufficiently frequently repeated by various 

thinkers and writers as to have some claim to status as an approximation 

to 'principles'. This Chapter outlines briefly some salient features of organisa­

tion and refers to certain of the principles and theories of organisation and 

management. 

However, it is important to note that the 'principles' approach to management 

1s not in line with the most modern approaches to management and has, 

m fact, recently come in for severe criticism. It is accordingly necessary 

m a work of this nature to give some consideration to certain of the more 

modern management texts which discuss the open systems approach with 

specific reference to the 'contingency' approach as the prevalent school 

of management thought. This school holds that there are no real management 

'principles' but rather that there are certain strategies for management 

and organisation which should be adapted to specific circumstances and con­

texts. 

24 
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In line with this argument and in developing a 'Code of Organisation and 

Management for the Municipality of Milnerton', cognisance will be taken 

of the various principles and theories referred to in this present Chapter 

but in the context of the specific circumstances of the Municipality of Milner­

ton. It is quite clear, therefore, that the 'Code' as presented in Chapter 

Six will not be the culmination of simply the theoretical discussion alone 

but will also take into account the practical circumstances and problems 

appertaining to the Municipality. 

It is submitted that to base the 'Code' upon the theoretical discussions only, 

without taking into account the actual situation at the Municipality, would 

prove to be less than adequate for the intended purpose of this research 

work, which, m terms of its title, refers specifically to the "Municipality 

of Milnerton". 

In terms of the foregoing the reference in this thesis to principles and 

theory of management and of organisation should not be seen as a search 

for the one best way of doing things in all situations. It is, however, submitted 

that there is much to be gained by the practising manager from knowing 

certain of the principles and theories of management and organisation. 

The author's views on the correctness or otherwise of these principles and 

theories are not advanced in this Chapter. These comments are reserved 

for later Chapters when consideration is given to the possible application 

of these theories to the circumstances pertaining to the Municipality of 

Milnerton. 
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2.2 The Nature and Purpose of Organisation and Management 

Organisation refers to both process and structure (Tausky 1971 : 6) and various 

act1v1t1es must be exercised to obtain an organisation. A number of authors 

have endeavoured to define an organisation and a few defin1t10ns are cited 

here: 

"An organisation 1s a structure made up of two or more people who 

accept co-ordinated direction to achieve certain goals." (Robbins 

1979: 6). 

"An organisation 1s defined as a system of interrelated behav10urs 

of people who are performing a task that has been d1fferent1ated 

into several d1stmct subsystems, each subsystem per forming a portion 

of the task and the efforts of each bemg integrated to achieve ef­

fective performance of the system. 11 (L1tterer 1969 : 230). 

"An organisation 1s a collectivity with a relatively 1dentd1able boun­

dary, a normative order, authority ranks, communicat10ns systems 

and membership co-ordinatmg systems; this collect1v1ty exists on 

a relatively contmuous basis m an environment and engages m act1-

v1t1es that are usually related to a goal or a set of goals." (Hall 1972 

: 9). 

"Whenever many men are thus working together the best results 

are secured when there 1s a div1s1on of work among these men ... 

Work d1v1s10n 1s the foundation of organisation and the reason for 

organisation .... (O)rgamsat10n .... 1s a process of log1cally groupmg 

activities and responsibJ11t1es and establishmg relat1onsh1ps to enable 

people to work together most effectively and accomplishing the 

objectives of the enterprise."(Lukens 1961 : 8). 

From the defmit1ons 1t can be concluded that organisation as a process con­

sists of several act1v1t1es based on · work d1v1s10n. As a structure an organ1sa­

t1on 



27 

consists of people who accept co-ordinated direction to achieve cer­

tain goals; and 

provides a communication system of interrelated behaviours. 

The first salient fac t t o grasp m regard to a n organisa t ion struc ture 1s that 

it does not exist of itself at all but rather as a framework w1 thin which, 

and by means of which, the process of management can be effectively carried 

out. Organisation struc ture 1s there for the purpose of helping along a certain 

process and should be regarded, in its essence, as a secondary thing. The 

struc ture of an organisat ion 1s the framework for carrying out the respons1-

bil1t1es of management, for the delegation of such respons1bil1t1es, for the 

co-ordination of act1v1t1es, and for the mot1vat1on of members. Its true nature 

can therefore be appreciated only in terms of an understanding of the manage­

ment process itself. 

Brech (1957 : l 0) defines management as follows: "A social process entailing 

respons1bil1ty for the effective (or eff1c1ent) planning and regulation of the 

operations of an enterprise, such responsibility involving - (a) the mstallat1on 

and maintenance of proper procedures to ensure adherence to plans; and 

(b) the guidance, integration and superv1s1on of the personnel comprising 

the enterprise and carrying out its operations". But management has been 

defined in various ways depending upon the viewpoints, beliefs, and compre­

hension of the definer. Some other definitions are listed as follows: 

"the force that runs an enterprise and 1s responsible for its success 

or fai Jure"; 

"the performance of conceiving and achieving desired results by 

means of group efforts and consistmg of uti!Jsmg human talent and 

resources"; 

"getting thmgs done through people"; 

"planning and 1mplementmg"; 

"the sat1sfymg of economic and social needs by being productive 

for the human being, for the economy, and for society"; 
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"a resource used by everybody to achieve goals"; 

"a distinct process consisting of planning, orgarnsing, actuating, and 

controlling, performed to determine and accomplish stated objectives 

by the use of human berngs and other resources". 

There are, quite clearly, d1st1ngu1shing features which make up the manage­

ment process. These act1v1t1es are performed to accomplish stated objectives 

and they are performed by people with the help of other resources (Terry 

1968 :4). 

"In a ver y real sense management 1s an abstract10n designed to convert d1s­

organ1sed resources into useful and effective goal accomplishments. This 

is achieved by utilising nonhuman resources effectively and by working with 

people and motivating them in order to bnng out their full capabilities and 

give reality to their dreams of having a richer, fuller life. Management is 

the most comprehensive, most demandmg, most crucial, and most subtle 

of all human act1v1t1es ."(Terry 1968 : 5). 

The defmit1on favoured by the present author 1s that used by Terry (1968 

: 4) which may now be stated as follows: 

"Management is a distinct process consisting of planrnng, organismg, actuating 

and controlling, performed to determme and accomplish stated objectives 

and they are performed by people with the help of other resources." 

Thornill and Hanekom (1979 : 13) similarly regard organ1s1ng pnmarily as 

a function of management as part of the genenc admm1strative process 

smce the identif1cat1on, definition, creation and adaptation of functions 

and structures in an authority fall mamly within the sphere of responsibility 

of the management concerned. By management as an mstitut1on 1s meant 

that group of individuals m an authority who are responsible for the optimal 

use of human, matenal and other fac1litat1ng resources (such as money), 

while management as a function covers the puttmg mto effect of such respon­

sibility (Kanter 1977 1). The direct part1c1pat1on of the leg1slat1ve mstitu­

t1ons, their committees and all leadmg public off1c1als m authorities is there­

fore 1mplic1t, smce the fmal decision on the determination of functions, 

as well as the creat10n of structures, 1s usually m the hands of the leg1slat1ve 
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inst1tut1ons. The design and effectuation of functions and structures, on the 

other hand, fall within the sphere of respons1b1hty of the committees and 

leading public officials of the executive inst1tut1ons (Thornhill & Hanekom 

1979 : 98, l 04). Organising 1s a continuous function that should not be neglec­

ted as a result of continual changes in the environment , since constant ra­

t1ona!Jsa t10n and adaptation, wherever called for, are necessar y for the sur­

vival of any mst1tut1on. 

2.3 Characteristics of Informal Organisation 

An organisation only comes mto being when the posts have been fllled and 

the relevant authority or inst1tut1on begins to funct10n. The presence of 

the human being m an mst1tut1on adds another d1mens1on to the organisation, 

that 1s, the informal organisation. This means that an authority or inst1tut1on 

consists of both a formal and an informal organisation m which the formal 

organisation is a product of formal organising by the management of that 

authority or institution, while the informal organisation 1s usually a natural 

product of the differences between persons m such an authority or institution. 

Such dJfferences are based essentially on value preferences and differences 

between individuals and groups which are manifested in informal, voluntary 

assoc1at1on patterns within an authority or institution. There comes into 

being within an authority or mst1tut1on a second network of relations based 

not upon compulsory association (formal organisation) but upon voluntary 

assoc1at1on (Thornh!II & Hanekom 1979 : 95-99). 

Informal organisations assume certain characteristics that are different from 

those of formal structured organisat10ns and these must be taken into account 

when managing m a chmate of informal groups. They are: 

informal organisations act as agents of social control, generating 

a culture that demands conformity from group members; 

human interactions are quite different from those in the formal 

organisation and different techniques of analysis are required; 

status and communicat10n systems exist quite apart from the formal 

structure; 
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informal organisations resist change; 

the group has an informal leader, who 1s not necessarily the formal 

appointed one. 

2.4 Some Principles of Organisation and Management 

An authority on the management problems of local authorities, Raymond 

S.B. Know Jes (1971 : 4), states "Good organisation is basically straight­

forward, clean-cut, stream-lined." 

R.B. Kemball-Cook (1972 : 31-32), postulates the requirements listed below 

for a 'sound' organisation structure. 

"The structure must -

be directed towards achieving the corporate aims of the business 

and the objectives of departmental managers; 

take full account of the key operating functions and activities; 

be able to make effective use of the available human, financial 

and ·other resources; 

be flexible enough to adapt to changes in circumstances; 

clearly allocate responsibi hty for all functions and tasks, providing 

for working loads and reasonable spans of control; 

offer adequate opportunity for · the economic use of the abilities 

and spec1ahst skills of stat f and management; 

make effective teamwork possible whenever the co-operat10n of 

d1 fferent functions and skills are required; 
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provide for proper planning and control systems; 

be supported by adequate information and communication systems." 

Brech (1957 : 72-74) states that the principles of organisation structure must 

be concerned with the dual fundamental of achieving effective and clear 

sub-division of the management responsibility (as relevant to the circum­

stances concerned) while maintaining integrated unity in action and recom­

mends the follow mg principles of organisation structure: 

organisation 1s one aspect of the planning element of management 

and 1s concerned with the determination and spec1ficat1on of appro­

priate operational and functional responsibilities and the relationships 

emerging therefrom; 

the structure of organisation of an enterprise is the framework for 

carrying out the responsib11it1es of management, for the delegation 

of such responsibilities, for the co-ordination of activities or opera­

tions, and for the motivation of members; the design of the structure 

must be directed to promoting the effective working, at all levels, 

of the four elements of management; 

the responsib1h ties or activ1 ties of all (executive and supervisory) 

members of an enterprise, or of all its marn and subsidiary divisions 

or sections, should be clearly defined, preferably in writing; the 

definition should also specify the (formal) relations of each particular 

member of section to any others with which there 1s to be active 

contact; 

when the size of the enterprise necessitates sub-division of (execu­

tive and supervisory) respons1bd1t1es, the most useful division is 

into specific primary groups, determined by specialisation of function 

or operation; 

when the increasing size or act1v1ty of an enterprise (or any other 

factors) threaten to impair the effectiveness of management through 
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the over loading of (executive and supervisory) members, appropriate 

provision is to be made for the delegation of responsibilities to lower 

levels in the direct lrne or to the specialist members; appropriate 

provision has then also to be made to ensure continuous effective 

co-ordinat ion; 

the definition of responsibilities and relationships forming an organisa­

tion structure should provide: 

a single chief executive responsible to the policy-forming 

body for the effective conduct of all the operations of the 

enterprise; 

adequate decentralisation of decision through the delegation 

of responsibility; 

clear lmes of responsibility linking the chief executive with 

the various points of decision or operation; 

the span of responsibility or supervision of a superior limited 

to a reasonable number of (executive or supervisory) subordi­

nates if their activities are interrelated; and 

the integration of functional (specialist) sections in such a 

way as not to impair the clear lines of responsibility and 

command. 

if responsibilities are properly defined, the delegation of responsibility 

and its acceptance, automatically implies delegation of the corres­

ponding authority to take decisions and to secure the carrying out 

of the appropriate activities. If limitations are intended to apply 

to any executive's responsib1hties, they should be specifically men­

tioned m the definitions. 
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NOTE 

When respons1bil1t1es are delegated, a superior 1s still to be held 

accountable for all the relevant act1v1ties of subordinates within 

his jurisd1ct1on, whether he has issued specific instructions for such 

act1v1t1es or not; 

an organisation structure cannot be regarded as immutable. It must 

be flexible enough to admit of adjustment when required by changes 

in basic circumstances. 

Brech (1957 : 74-81) offers detailed comment in regard to certain of the 

above principles and readers who require this information are referred to 

his work in this regard. 

In 1952 Urw ick produced a consolidated version of his principles of organisa­

tion as follows: 

The Principle of the Objective: Every organisation and every part 

of the organisation must be an expression of the purpose of the 

undertaking concerned or 1t 1s meaningless and therefore redundant. 

The Principle of Speciahsat1on: The act1v1t1es of every member 

of any organised group should be confined, as far as possible, to 

the performance of a single function. 

The Principle of Co-ordination: The purpose of organising per se, 

as d1stingu1shed from the purpose of the undertaking, 1s to facilitate 

co-ordination (unity of effort). 

The Principle of Authority: In every organised group the supreme 

authority must rest somewhere. There should be a clear hne of authori­

ty from the supreme authority to every md1v1dual m the group. 

The Principle of Respons1b1hty: The respons1b1hty of the super10r 

for the acts of his subordinate 1s absolute. 
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The Prmc1ple of Definition: The content of each position, both the 

du ties mvolved, the authorit y and respons1bil1ty contemplated and 

the relat1onsh1ps with other pos1t1ons, should be clearly defmed m 

writmg and published to all concerned. 

The Prmc1ple of Correspondence: In eve ry pos1t1on the responsibi lity 

and the authority should correspond. 

The Span of Control: No person should supervise more than fi ve, 

or at the most, six, direct subordinates whose work inter locks. 

The Principle of Balance: It is essential that the various units of 

an organisation should be kept m balance. 

The Principle of Continuity: Reorganisation 1s a contmuous process; 

m every undertaking specific prov1s1on should be made for 1t. 

2.5 "The Span of Supervision" (Graicunas, Paris, 1930) 

In a short paper, preserved only m the collected ed1t1on of 'Papers on the 

Science of Admm1strat10n' (University of Columbia, New York, 1937), Graicu­

nas mit1ated the principle of restriction of the span of delegated authority. 

His basis of approach was the burden of relationships - direct and cross -

set up as addi t1ons are made to the number of subordmates with inter locking 

responsib1hties reportmg to a common superior. A maximum limit to the 

potential burdens is set up simply by the mnate limitations of the capacity 

of the human mind. From his analysis and computations, Graicunas deduced 

a 'reasonable span' at the level of five or six subordmates (Brech 1957 : 

77 - 86). 
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2.6 Wilfred Brown and the "Manchester Code" 1947-48 

Brech makes reference to a study of human relat10ns factors m the Glacier 

Metal Company, Alperton, under the d1rect1on of Wilfred Brown, the Managing 

Director, as one of the most interesting and p10neer mg developments in 

the subject of management and organisation in British Industry after the 

War. The primary aim of the study was directed towards consultation and 

co-operation among the personnel employed at working levels but considerable 

attention was also given to the impact of the management process on the 

morale of operati ves. 

The principles concerned with the formal outline of organisat10n may be 

listed in Wilfred Brown's own words as follows: 

there shall be one chief executive m every organisation who shall 

be responsible for carrying out the policy of its policy- making body. 

He shall be a full-time worker m the organisation and shall have 

complete authority to take any action consistent with the pohcy 

he is implementing; 

the responsibility of each executive shall be explained in general 

terms to every member of the organisation; 

the span of control of a 'line executive' shall be limited to the num­

ber of people with whom he can maintain frequent contact, and 

amongst whom he can maintain co-operation. He shall grant the 

right of frequent access to those 1mmed1ately responsible to him; 

the functional authority of all those carrying respons1b11ity for special 

funct10ns shall be clearly explained to everyone m the organisation; 
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specialists or functional managers shall, within the span of their 

special know ledge, have the right to prescribe to executive managers 

on methods and techniques. They shall have the right to appeal to 

the executive manager to whom they are themselves responsible, 

to endorse their prescriptions with executive authority, if those 

to whom their prescriptions are given fail to carry them out; 

no man shall be execut1vely responsible to more than one person; 

no man shall give orders to anyone except those who are his imme­

diate subordinates; 

2.7 Ernest Dale (A.M.A. Report) 

Planning and Developing the Company Organisation Structure, 1952. 

This 1s a report resulting from a two-year research project undertaken by 

the American Management Association. Some forty companies were studied 

by a research team and a good deal of discussion undertaken; in some cases 

changes in the organisation pattern were initiated and reviewed, and several 

hundred organisat ion manuals and charts were examined. In the chapter 

entitled 'Construction of the Ideal Organisation', the subject of 1princ1ples 

of organisation' is dealt with and the point is made as to the high degree 

of unanimity about such principles among the leading writers. Brech (1957 

: 391-392) uses these principles as 'criteria' and the following nine items 

are identified for this purpose based upon an extract from pages 138 to 

144 of the Report as published by the American Management Assoc1at1on 

in New York. 
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Effectiveness: the accomplishment of the purpose of the enterprise 

(i.e. social and non-personal m nature). 

Efficiency: the fulfilment of the personal and individual objectives 

of those who are connected with the enterprise. 

Division of work: to determine and establish as separate entities 

the smallest number of dissimilar functions into which the work 

of an institution may be divided. 

Functional definition with authority and responsibiii ty. 

The chain of command. 

Channels of contact: i.e. providing for intermediate levels of lateral 

and similar contact, without recourse to going up and down the verti­

cal levels. 

Balance re la ti ve apportionment of strength among depart men ts. 

Control : covering - comparison of actual against standards; informa­

tion to be objective; integrity of command; uniformity of information 

and control data with patterns of responsibil ity; the Exception Princi­

ple; utility m assisting decision; avoidance of 'red tape'. 

Perpetuation: providing a ladder of position of increasing responsi­

bility and authority, so as to attain perpetual succession. 

Although many of the items may be criticized as being not structural at 

all, but rather referring to management action and techniques, the American 

Management Association Report is acknow !edged by Brech as being unques­

tionably one of the most useful practical books ever published on the subject 

of organisation structure. 
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2.8 Frederick W. Taylor (1856 - 1950) 

Taylor provided many of the ind1v1dual ideas for the conceptual framework 

later adopted by management theorists, such as (a) the use of standards 

in control, (b) the separation of planning from execution, (c) the functional 

organisation, and (d) the exception principle in terms of which dec1s10ns 

that recur frequently should be reduced to a routine and delegated to subordi­

nates thereby leaving more important issues and exceptional matters to 

superiors. The principle does not provide a simple rule for determining what 

should be reduced to a routine and delegated and what should not, but 1t 

does imply that managers will profit by investigating poss1b1lit1es of greater 

delegation. His under lying assumption that workers were motivated by money 

accounted for his belief that greater product1v1ty could be obtained primarily 

through wage incentives. Taylor's emphasis was on the lower levels of man­

agement and the use of scientific techniques at the shop level. 

2. 9 Henri Fayol (1841 - 1925) 

The French industrialist, Henry Fayol, provided an explicit and broad frame­

work of general principles of management that explained the nature of the 

process. His observations first appeared in 1916 in French, under the title 

of 'Administration lndustrielle et Genera le'. Fayol's observations fit into 

the mould of what is generally conceded to be the basis of classical manage­

ment theory and much of what 1s contained in modern management. Fayol's 

maior contribut10n was to define the basic elements of administration and 

to list his general principles of management. 

Fayol maintained that management was 'universal' and that all managers, 

regardless of their level in the organisation, or in spite of the kind of organisa­

tion they were managing, performed essentially the same tasks or elements 

of administration. These were : (a) planning (prevoyance), (b) organising, 

(c) commanding, (d) co-ordinating, and (e) controlling. These elements of 

administration generally referred to what were later called duties or funct10ns 

of management. 
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He maintained that principles of management apply not only to business 

but also to military, institutional, poht1cal, religious, and other undertakings. 

Thus, Fayol has come to be known as a 'universalist', a term describing 

those who believe that administration is essentially the same in any environ­

ment and is subject to a common set of principles. 

Fayal noted that principles of management are flexible, not absolute, and 

are capable of adaptation to every need. His fourteen principles are sum­

marised as follows: 

Division of work: This is the 'specialisation of labour' principle of 

economics, which Fayal extended to individuals and groups of people 

and to all kinds of work, whether managerial or technical. 

Authority and responsibility: Authority is the right to give orders 

and the power to exact obedience. Responsibility is the corollary 

to authority and arises from it; wherever authority is exercised, 

responsib1 hty arises. 

D1sc1pline: According to Fayal, 'discipline 1s in essence obedience, 

application, energy, behav10ur and outward marks of respect observed 

in accordance with the standing agreement between the firm and 

its employees.' Good superiors, fair agreements, and judicious sanc­

tions are means for maintaining discipline. 

Unity of command: 

than one superior. 

No person should receive orders from more 

Unity of direction: This principle requires 'one head and one plan 

for a group of act1v1ties having the same object ive.' Taken together, 

the principles of unity of command and unity of direction relate 

to both personnel and corporate entities. 

Subordination of 1nd1 v1dual inte rest to general interest: This means 

that the interest of any one employee or group of employees should 

not prevail over the interest_of the whole firm. 
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Remuneration of personnel: Pay should be fair and afford maximum 

satisfaction to both employer and e mployee consistent with conditions 

over which the employer has control. 

Centralisation: Individual degree of centralisation of authority is 

a matter of proportion and finding the opt imum degree for the speci­

fic organisation. Centralisation is not a system of management good 

or bad of i tse If, but is always present to a greater or lesser extent. 

Scalar chain: This refers to what is known as the 'chain of command' 

and is called the 'chain of superiors' by Fayol. This author ity relation­

ship should not be departed from unless superiors have authorised 

the ir subordinates to communic ate directly across authority lines. 

Order : The old adage 'a place for everything and everything in 

its place' is the essence of this principle and it applies to material 

as well as to people. Human arrangement is made easier with a 

c hart or a plan. 

Equity: In dealing w I th people, the manager should take account 

o f the ir desire for equity and equaltty of treatment. A combination 

of kindliness and justice will eltc1t loyalty and devotion. 

Stab1 It ty of tenure of personnel: Unnecessary turnover 1s both the 

cause and effect of bad management, and therefore, m common 

with all other princ iples, stability of tenure is a question of proportion. 

lni t 1a t1 ve: Subordinates should be allowed to exercise initiative 

within the limits imposed by respect for authority and discipline. 

Initiative is thinking out and executing a plan. 

Esprit de corps: This principle points out the need for teamwork 

and the import a nce of communication m obtaining it. 'Harmony, 

union among the pe rsonne l of a concern, is a great strength in that 

cc,ncern'. Th e abuse of written communications and a misguided 

no tion of the motto 'divide and rule' are dangers to be avoided. 



41 

2.10 The Hawthorne Experiments 

The Hawthorne studies were designed to measure the effect on output of 

changes m physical working cond1 t1ons and proved that worker product1v1 ty 

was affected by human factors such as the way that workers felt about 

their interaction with others m the group, their attitude, and their sense 

of recognition by peers and super10rs. Conversely, lack of productivity was 

not so much a function of working cond1t1ons, sanctions, or incentives, but 

more the 1solat1on of the worker and his feeling of anonymity resulting from 

ins1gnd1cant jobs that contributed negligibly to the final product. According 

to Ross (1970 : 37) these studies are generally considered to be the classic 

case of the new beginning in management thought. The focus of attention 

for the first time became the worker, his work environment, and his inter­

personal relations with work groups. The importance of human relations, 

worker motivation and managerial leadership, began to be emphasised. The 

belief began to develop that the contributions of the behavioural sCJences, 

such as soc10Jogy and psychology, were valuable adjuncts to the body of 

know ledge in management. 

2.11 Two Basic Approaches to Organisation Theory 

Organisation theory and management theory differ m that the former 1s 

concerned with the structure of interpersonal relations and the organisation 

as a mechanism for promoting human collaboration. Management, on the 

other hand, sees the organisation largely as a vehicle for achieving an output 

or an objective and not the development of a structure for its own sake. 

Two theories of organisation which have had much influence m the develop­

ment of modern organisation and management theories are the classical 

and neoclassical approaches. 
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The classical approach 1s concerned almost solely with the anatomy of formal 

organisation, its structure, and how orders are transmitted through it and 

achieved. The basic premise of the classical school was that organising was 

a logical, rational process. The classical theory assumed that workers were 

rational, logical, and would perform as expected. Moreover, that workers 

prefer to have their job limits clearly defined. The activities of a group 

should be viewed on an objective and impersonal basis without regard to 

personal problems and characteristics. To the classicist, organising related 

to formal relationships between jobs to be done and positions; behavioural 

characteristics were treated, but as a separate matter. 

Classical organisation is constructed around four key tenets; the scalar prin­

ciple, unity of command, span of control and organisational specialisation. 

The basis of most classical theory can be derived from these concepts. 

The scalar principle refers to the idea of hierarchy, which states 

that authority and responsibility should flow in an unbroken line 

from the chief executive to the lowest operator. This is frequently 

called the 'chain of command' of superior-subordinate relationships. 

Delegation of authority and responsibility follows from the scalar 

principle. 

Unity of command follows from the scalar principle and says in 

effect that no member of an organisation should receive orders 

from more than one superior. As organisations increased in size 

and complexity the classicist was forced to prescribe a simple line 

structure supplemented by staff advisors. The failure to clarify speci­

fically the dut1es of staff personnel has led to constant controversy 

on the place of line vis-a-vis staff. 

Span of control refers to the number of subordinates a manager 

can effectively supervise; 1t has been universally accepted that the 

number should be limited. In most instances, the classical theorists 

have specified the number to be five or six, but others have suggested 

three at the top of the hierarchy and about six at the bottom. 
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Organisation specialisation is probably the cornerstone of the classical 

theory. The notion of d1v1s10n of labour, which is basic to this con­

cept, goes back to Adam Smith and the functionahsation of Taylor. 

The classical theorist assumes that 1t is possible to break down the 

tasks necessary to achieve the organisation's objective. These tasks 

can then be grouped into like departments and assigned to a manager. 

Bases for departmentat10n include numbers, place, customer, function 

and process. 

The classical theory is limited by its concentration on the formal anatomy 

and structure of organisations and its insistence that the human problems 

would take care of themselves if tasks were assigned and duties organised. 

Concentra t1on on this so mew hat narrow view over looked such important 

concepts and contributions as the informal organisation, human interactions 

within work groups and the contributions of the behavioural sciences (Ross 

1970 : 55-57). 

The neoclassical school 1s commonly associated with the 'human relat10ns' 

movement. The primary advance made by the neoclassical school over the 

classical has been the introduction of behavioural sC1ences into organisation 

theory in an integrated way. 

The basic tenets of the classical approach were regarded as given and were 

modified by the behavioural view as discussed below: 

The scalar principle breaks down m practice because of 'human fail­

ings' according to the neoclassical theory and 'human tools' are 

suggested to make the principle operational. Problems encountered 

m the scalar principle include those surrounding failure to delegate 

authority and responsib ility equally, overlapping of authorities causing 

personal cla~,hes, and gaps m authority resulting in failure to complete 

the total job. 

The unity of command principle leads to conflict and structural 

friction, according to the neoclass1c1sts. Human behaviour thwarts 

the best-laid plans for structure. The causes of and remedies for 

friction betw een li ne and staff are treated and various devices to 
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achieve harmony and communications are invented. These devices 

include committees, job rotation and various formulae for part1ci­

pat1on in dec1s1on-making. 

Span of control for a manager is determined by human factors and 

the nature of the job rather than by being reduced to a preci se num­

ber or ratio. Existing degrees of planning, communications, training 

and the nature of the work are some of the determinants of span 

of control. 

Organisational specialisation 1s also of maior concern to neoclassical 

theory. In contrast to the classicist, whose concern 1s mainly the 

work itself, the neoclassic1st recognises the impact of work on the 

worker - the isolation, the feeling of anonymity, the monotony, 

and human engineering considerations. These bad effects increase 

as size and specialisation increase, resulting in the need for better 

motivation, co-ordination and leadership. 

The maJor weakness of the neoclassical approach was its failure to integrate 

the many facets of human behaviour that it studied into the framework 

of classical management (Ross 1970 : 57-58). 

2.12 Alternative Approaches to Organisation 

There are a number of schools of thought on organisation and Haynes and 

Massie (1969 : 110-118) examine seven approaches to organisation. These 

are: 

Formalism 

The Spontaneity Approach 

The Part1c1pat1on Approach 

Challenge and Response 

Specialisation 

The Directive Approach 

Checks and Balances 
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Formalism: The central theme of formalism is that each 

member of an undertaking must know precisely what his 

position is, to whom he is responsible, and what his relation 

to other jobholders is to be. 

The Spontaneity Approach: This approach advocates scope 

for the spontaneous formation of groups and communication 

systems with a minimum of direction from above. The 

famous Hawthorne studies have been a strong influence 

in this direction, especially in their heavy stress on the 

importance of informal organisat10n. Informal organisation 

may be the most effective co-ordinating force, providing 

human satisfaction and stimulating co-operation and pro­

duct1v1ty. Changes in formal organisation should take 

into account the possible impact on informal organisation. 

The Participation Approach: The participa t1on approach 

under lies what is called 'human relat10ns' m management. 

Advocates of this view stress the need for a flow of ideas 

from the bottom of the organisation as well as the top . 

Participation involves face-to-face relationships which 

!ead, it is claimed, to fuller understanding, to a pooling 

of diverse talents, and to a greater willingness to carry 

through with decisions once they are made. It 1s argued 

that the result is increased satisfaction, improved producti­

vity, and the development of individuals for positions of 

higher responsibility. Participation helps make members 

more amenable to change and is consistent with the demo­

cratic values of a Western society. One of the most in­

teresting (and most extreme) express10ns of the partic1pa­

t1ve point of view 1s the concept of 'shared leadership'. 

According to this view, no sharp distinction should be made 

between leadership and membership in a group. Diffusion 

of leadership should be encouraged and the members shou ld 

share m set ting goals. 
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Challenge and Response: This approach emphasises the 

need for enthusiasm and initiative throughout the organisa-· 

tion and asserts that this will be forthcoming when the 

members, particularly those on managerial levels, are gran­

ted sufficient autonomy and wide enough scope to make 

their jobs interesting and challenging. The 'light touch' 

in supervision is favoured as it 1s the use of indirect mea­

surements and standards as opposed to the imposition of 

direct controls. 'Decentralisation' and 'delegation' are 

the by-words of this sc hool of thought. 

Specialisation: A central objective of organisation is the 

allocat10n of functions and responsibilities among depart­

ments and individuals. The specialisation approach advo­

cates that the division of labour should be carried to a 

high degree of refinement, so that each job 1s restricted 

to a 'single, simple task'. The approach also favours organisa­

tion aroun d ski !ls, processes, or sub-purposes, to achieve 

the full benefits of specialised skills and know ledge. 

The Directive Approach: This approach emphasises the 

need for direction from top management. 

Checks and Balances: The notion of checks and balances 

has its applications in industry as well as in government. 

The view that inspection departments must be separate 

from the activities to be mspected ts one illustration. 

The widely accepted opinion that auditing departments 

must be independent is another. 

It is sufficient for the purposes of this thesis to be aware of the above ap­

proaches. Haynes and Massie discuss in some depth the assumptions underlying 

each approach. Readers who require add1 tional information in this regard 

are referred to the relevant reference work noted above. 
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2.13 Schools of Management Analysis 

Ross (1970 : 42-54) identifies four significant 'schools' of management theory: 

(1) behavioural; (2) empirical; (3) quantitative; (4) management process. 

The Behavioural School. 

Those who subscribe to the behavioural school of management can generally 

be divided into (a) the human behaviour group; and (b) the social system 

group. In the former case, the approach 1s based on the not10n that manage­

ment consists of getting things done through people and therefore the mana­

ger, if he is to be successful, should understand human relat10ns, leadership 

and the other behavioural science approaches to describing interpersonal 

relations among people. People are viewed as the important entity of manage­

ment and study is devoted to determining how greater productivity and motiva­

tion can be gained by the use of good human relations. Motivation, leadership, 

training and communication are among the common topics of this school. 

This approach has been popularised by such writers as Keith Davis and Douglas 

McGregor, who advanced the notion of Theory X and Theory Y. Presumab1y 

the classical approach to management was represented by Theory X, which 

maintains that there is no satisfaction m work, that humans avoid work 

as much as possible, that positive direction of workers is required and that 

workers possess little ambition. The human relations approach of Theory 

Y, the antithesis of Theory X, says that workers have much greater potential 

than is realised and will exercise self-direction and seek responsibility if 

motivated. Theory Y is a participative approach. 

The social system group is closely related to the human behaviour group 

but differs m that it looks upon management as a social system, a system 

of cultural interrelationships. The formal organisation IS viewed m terms 

of cultural relationships of various social groups rather than as a system 

of authority relationships, as has been the custom m the classical approach. 

Fundamental to the social system notion of an organ1sat10n 1s the need to 

solve the various hm1tations through co-operation of members of the group. 
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The interaction and co-operation of people making up the organisational 

system are stressed and there is a constant search for a method of making 

the goals of the organisation and the goals of the group compatible. 

The Empirical School 

This method of managing, sometimes called the 'experience' or 'custom' 

approach, a t tempts to analyse management by an empirical study of expe­

rience. 

The Quantitative School 

This approach to the solution of management problems, sometimes called 

the mathematical school, seeks to describe management m terms of mathe­

matical symbols, relationships and measurable data. 

The Management Proce ss School 

Fundamental to this approach is the description and analysis of the functions 

of management : planning, organising, staffing, directing and contra !ling. 

Each of these functions has its body of know ledge and its techniques, a.nd 

each utilises know ledge from other fields of science. The process school 

does not deny the existence and validity of other approaches to management 

but rather admits this validity and usefulness and attempts to absorb or 

utilise the methodology and techniques of these other schools in performing 

the five functions of management. 

Major differences between the different schools of management can be sum­

mar ised as those existing between the behaviourists and the management 

process school. The latter approach views the goals of the organisation in 

terms of producti ·1 i ty and believes that subordinates are limited m ability 

and motivation. The behavioural school, on the other hand, believes that 

the technical superiority of the process approach is obtained at the expense 

of human sacrifice. 
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2.14 Contingency Movement 

The most recent direction taken by administrative theory can be described as 

a contingency or s1 tuat1onal approach. It has become increasingly c !ear that 

1t 1s extremely difficult, if not 1mposs1ble, to make broad-based generahsa­

t1ons about administrative practice that are applicable m all situations. 

The complexity of the subject and the distinctness of each situation have 

resulted m the expansion of the number of exceptional cases to the point 

where there appears to be no universal law or principle that can be applied 

in every instance. As a result, the contingency movement began by looking 

for some common characteristics that might exist in a number of situations, 

and that could make it possible to qualify the theory to the specifics of 

the situation. 

If we cannot say, "If X, then Y", possibly we can say, "If X, then Y, but 

only under conditions specified in Z". 

The efforts of contingency advocates have been predominantly at attempts 

to isolate "the Z variable", or situational determinants (Robbins 1976 : 41 ). 

2.15 Group Dynamics 

The work of a manager may be analysed in the light of four types of situa­

tions: 

self-management - among others life planning (e.g. own priorities 

and career planning), time management, balance between work and 

other responsibilities (e.g. towards family, society, own health etc.); 
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managing subordinates on a one-to-one basis; 

managing subordinates on a one-to-team basis; 

managing parties over whom one has no direct authority (e.g. col­

leagues, superiors and 'outside' constituencies such as the general 

public, taxpayers, etc.) 

Group dynamics play a role in the last three and refer to the characteristic 

phenomena, processes and forces which emerge when people in small groups 

interact face to face. Longman, in his 1 D1ct1onary of Psychology and Psychia­

try', described 'group dynamics' as: 11 
••• - a term applied by K. Lew in to the 

study of interactions and interrelationships that take place within groups 

as well as between the group and the surrounding social field. It includes 

investigations of group cohesiveness, the interdependence of group members, 

collective problem-solving and decision-making, different types of leadership, 

group conformity, subgroups and the social climate of different groups. Also 

called group process". 

Group dynamics play an important role in many job situations but are no­

where more important than in the case of teamwork. Even though individual 

and cultural differences play a role, effective and efficient teamwork in 

the majority of cases is characterised by the following processes: 

formulating clear team objectives which are derived from the aims 

and plans of the greater organisation and which would meaningfully 

contribute to the realisation thereof; 

determining the unique performance areas of ind1v1dual team members 

and the development of relevant objectives/action plans by them; 
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determining mutual dependences m implementing their plans and 

entering into agreements m respect of mutual support; 

good mutual communicat10n, both as senders and receivers, among 

all team members, as well as spontaneous, frank, self-disclosing 

contributions and active listening by all; 

mutual consideration of, and respect and concern for, team members 

as valued colleagues and fellow human beings, particularly demonstra­

ted by the way m which members' human dignity and self-image 

are built up by their style of interaction; 

good joint problem-solving. Group problem-solving differs from indivi­

dual problem-solving and persons who are good problem-solvers on 

their own are not necessarily competent group problem-solvers. 

For good joint problem-solving in team context there are at least 

two 'structural' requirements: team members should have a common 

framework of steps in terms of which problems are tackled, and 

during problem-solving each team member should know exactly where 

the team happens to find itself in the agreed sequence of steps; 

constructive handling of differences in opinion and conflicts, because, 

among others, it 1s regarded as one of the most important sources 

of fresh insights (Gouws 1986 : 5). 

2.16 Concluding Comments 

A study of the statements and writings of managers and scholars shows 

a wide divergence of opinion in regard to what constitutes the process of 
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management and how it is carried on in practice, and a number of approaches 

to the study of management and organisation theory have been developed. 

Many different viewpoints and beliefs have been advanced to explain the 

nature and behaviour of organisation and the practice of management. 

Several concept s have been developed over the years to integrate the opposing 

values pursued by the management process approach and the behaviourists 

of modern organisation theory. Among these are the Managerial Grid of 

Blake and Mouton. This is a two-dimensional grid portraying the relation­

ship between organisation demands (production) and human demands. Bakke's 

fusion process is a conceptual scheme wherein the organisation adapts to 

the individual's needs and the individual to the . needs of the organisation. 

Rens1s Likert's notion 1s that organisat10nal and human needs reflect two 

sets of values and hence two sets of books should be maintained to reflect 

these conflJcting values. 

All these schemes apply the notion of trade-off - since neither the individual's 

nor the organisation's needs can be given full rein and the one must be ba­

lanced against the other until an optimum point is reached. FIJppo's concept 

of the continuum is a useful one for illustrating various degrees of integration 

that might be achieved. For example, a continuum for a selected number 

of commonly held characteristics of each approach is established in Figure 

1. The behavioural extreme on the left represents some of the collegial, 

permissive, democratic attributes advanced by modern organisation theory. 

On the right are similar characteristics attributed to the classical school 

of management. Both approaches are slightly exaggerated to make the point. 

As indicated in Figure 1, neither extreme of such a continuum yields maxi­

mum effectiveness for the organisation or the individual; maximum effective­

ness lies somewhere within the intermediate range. No degree of preciseness 

1s implied by this illustration. Rather, the pomt 1s made that the solution 

to integrating the two conflicting views lies not in total acceptance or re­

jection of either but m accommodation of both. This is the viewpoint sup­

ported by the author. 
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Behavioural Approach Classical Approach 

Participative decision-making Autocratic decision-making 

Informal structure Formal Structure 

Self-controls Imposed Standards 

Group-centered Organisation-centered 

Organic organisation Highly specialised 

Figure 1 : A Continuum of Management Approaches 

(Ross 1970 : 53) 
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Good management practice can utilise all schools of management. It is natural 

to expect that the product1v1ty goals of the organisation will frequently 

be in conflict with those of its human members. The achievement of both 

product1v1ty and human goals is desired, and these can be balanced in an 

environment of good management and an accommodation at Jess than the 

maximum level for each. It is necessary to integrate the behavioural and 

management process approaches and utilise the best of each. The degree 

to which either 1s emphasised in any given situation 1s a function of the 

s1tuat1on, the managers involved, the industry and the particular set of circum­

stances in which the manager finds himself (Ross 1970 : 52-54). 

Many of the basic principles in the field of organisation and management 

were presented in this Chapter. It 1s important when considering these princi­

ples for application to the Municipality of Milnerton to be aware continually 

of 'local' circumstances in each instance. A principle which might appear 

to be 'theoretically' sound may be impractical in a given situation due to 

unique local circumstances such as, for example, personalities involved. 

This should not be viewed as a problem. In fact, the approach adopted by 

the author is to view the various principles of organisation and management 

as being flexible and adaptable rather than absolute. However, pertinent 

comment in this regard w 111 form part of the case study presented in Chapter 

Seven. 

In concluding this Chapter and in order to clarify the approach adopted in 

this research work, it is meaningful to refer to the following quotations: 

"There has been a fairly w 1despread tendency for certain scholars and workers 

in organisation theory to misunderstand the approach to management by 

those who emphasise the study of management and its fundamentals. They 

see principles and theory as a search for the one best way of doing things" 

(Koontz and O'Donnell 1976 : 22). 

This is certainly not the viewpoint of the present author who is in full agree­

ment with the following submission of Koontz and O'Donnell (1976 : 23): 
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"Management theory and science do not advocate the best way to do things 

in the hght of every situation any more than the sciences of astrophysics 

and chemistry, which are far more exact than management, do. Of course, 

the situation makes a difference. Of course, internal states and processes 

of the organisation are contingent upon external requirements and member 

needs. Of course, actual practice and the solution of varied problems w di 

differ, depending on the circumstances." 

As Robbins (1976 : 472) states: "Few, if any, laws or principles of adminis­

tration apply in all situations. There are no specific or universal solutions. 

To be an effective administrator one must understand the characteristics 

that make each situation unique, so that ones actions may be adjusted accord­

ingly." 

This does not present a problem in compiling a 'Code' or set of guidelines 

as envisaged in this present work since the 'Code' is intended for the specific 

situation in the Municipality of Mdnerton as researched and analysed by 

the present author. 
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CHAPTER THREE 

THE CORPORA TE APPROACH AND THE NEED FOR 

STRUCTURAL INTEGRATION 

3.1 introduction 

"To a large extent South Africa has inherited its local government system 

from the United Kingdom, and the system of elected town councils with 

multiple committees which applied in the United Kingdom until about 1974, 

has essentially formed the basis of the deve lopment of local authorities 

in the Republic. However, m 1960 the Transvaal already switched to a statu­

tory framework designed for a more management-orientated approach to 

the organisation structure of local authorities, and this approach has also 

been adopted in the Orange Free State and the two biggest cities in the 

Cape Province and Natal. It is significant that since 1974 a basic re-organisa­

tion has been carried out m the local government system of the United King­

dom, great emphasis being laid on the "corporate approach" to management. 

This approach was advocated in the reports that led to the reorganisation, 

particularly the Maud and Mallaby Reports in 1967, the Bains Report in 

1972 and the Layfield Report in 1976, although the last-mentioned report 

was concerned mainly with t he financial consequences of the reorganisation. 

Although the management committee system as it has been applied in South 

Africa 1s not satisfactory in all respects, it does represent an important 

step in promoting a more goal-oriented management approach by local authori­

ties, and it can already be regarded as accepted in large parts of the Re­

public. There are prospects that it will develop further anG be adapted to 

meet the demands of changing circumstances, although t he advantages of 

other suitable systems should by no me ans be overlooked." (Browne et al 1980: 

Vol. 2, 63). 

The purpose of this chapter is to refer to attempts in the past t o achieve 

structural integration as an initial step towards the adopt ion of a more com­

plete and general corpora te approach to the management task of a munici­

pality. Three of the major reports_ in this field were the Maud Report 
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(1967), the Report of the Royal Commission on Local Government in England 

(1969) and the Bains Report (1972) It is meaningful in the context of this 

research to consider certain of the findings as recorded m these reports. 

This selection of reports is considered relevant m view of the fact that 

it is largely upon the British model that South African local government 

1s based and in considering forms of local government restructure this Chapter 

1s restricted entirely to events in Britain. It is, however, acknow !edged that 

a related research work at a more advanced level than the one presently 

being undertaken would certainly benefit from a study of local authority 

restructure elsewhere, for example, in the United States or in certain of 

the European countries. In this Chapter the words 'clerk' and 'Town Clerk' 

are used synonymously. 

3.2 The Meaning of Corporate Planning and Corporate Management. 

The corporate approach to the management of local government means the 

management of the activities of the local authority as a whole when these 

are seen as activities aimed at the solut ion or alleviation of social problems 

which are . interrelated and which exist with a common environment which 

is constantly changing. The corporate approach is associated with the adoption 

of an environmental orientation for local government organisation and man­

agement. (Haynes 1980 : 38). 

The terms 'Corporate Planning' and 'Corporate Management' are germane 

to the purpose of this Chapter and it is necessary, therefore, to distinguish 

between them. 

'Corporate Planning' means planning as an authority rather than by depart­

ments m the major areas of the authority's work, and planning here subsumes 

all the processes involved in plan formulation. It implies that planning is 

carried out in the know ledge of defined and agreed objectives, that the plans 

once formulated are plans for action, and are flexible and responsive to 

changing needs (Ski tt 197 5 : 5). 

'Corporate Management' means that the major decisions affecting the alloca­

tion of scarce resources, determination of long-term objectives, establishing 

priorities and choosing between alternatives, are taken by managerial ma­

chinery of the authority with a responsibility for strategic decision-making 
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which is relieved of the burden of day-to-day responsibiht1es, and which 

can therefore develop its respons1bilit1es from the standpoint of the authority 

as a whole. It recognises that councillors and off1c1als with their respective 

managerial roles must manage together (Sk1tt 197 5 : 5). 

Effective corporate management will derive only from effective corporate 

planning and similarly corporate planning will only be effective where it 

results in corporate management. 

A corporate approach to local government management is difficult to achieve 

within the highly segmented, strictly departmentalised structure associated 

w 1th traditional local government organisation. In terms of both management 

structures and processes the achievement of a corporate approach 1s essen­

tially about the achievement of organisational integration in the sense used 

by Lawrence and Lorsch meaning 'the quality of the state of collaboration 

that exists among departments that are required to achieve unity of effort 

by the demands of the environment'. (Haynes 1980 : 39). 

3.3 The Maud Report, 1967 

The Committee on the Management of Local Government, chaired by Sir 

John Maud, was set up at the request of the four local authority associations. 

The Committee's terms of reference were: 'to consider in the light of modern 

conditions how local government might best continue to attract and retain 

people (both elected representatives and principal officers) of the calibre 

necessary to ensure its maximum effectiveness.' In the report the Committee 

noted the absence of unity in the work of authorities and the lack of effective 

co-ordination both at the level of day-to-day administration and at the level 

of general policy formulation. 

'there exists an organisation which is based on separate parts in each of 

which there 1s gathered the individual service, with its professional depart­

mental hierarchy led by a principal officer and, supervising it, a committee 

of members. There may be unity in the parts, but there is disunity in the 

whole' (Maud et al 1967 : Vol. 1, para. 97). 

The Committee observed that the work of many service departments was 

obviously closely connected but went on to note that: 
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'In the wider context individual services, however disparate, are provided 

for the community as a whole. Planning for the development of the communi­

ty, the allocation of priorities for finance or for space on the drawing board, 

the timing of the various schemes all demand a co-ordinated approach' 

(Haynes 1980 : 40). 

In terms of structure the Committee considered that the establishment of 

a small managing body could provide the necessary co-ordination at member 

level, it could provide 'both a unifying element drawing together the disparate 

parts of the whole and also the impetus for action'. This managing body 

would be concerned with co-ordination within the local authority both in 

the sense of overcoming centrifugal forces of the departmental and committee 

structure and in the sense of co-ordinating policy formulation for the whole 

authority . 

Other difficulties in this area were seen as: 

the professionalism of chief officers and their tendency to identify 

themselves with a particular service rather than with the whole 

field of an authorit y's activity. An important corollary of this problem 

was seen as the prejudicial effect on recruitment of any apparent 

reduction in chief officer status as the result of departmental amal­

gamation; 

the more obvious difficulties caused by the physical dispersement 

of local authority departments often located in differen t parts of 

a town or city; 

the problem of securing officers with sufficient know ledge and 

breadth of vision to be able to carry responsibility for a large depart­

ment with a variety of functions; 

the need to ensure that groupings are based on 'a substantial inter­

relation of departmental responsibilities' and not on a need to equalise 

workloads between individual officers (Maud et al 1967 : Vol. 5, 

paras. 214-220). 
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The difficulties of amalgamating departments were seen to be matched 

by those surrounding the amalgamation of committees. Here a major problem 

concerned the ability of individual councillors to comprehend adequately 

the workings of a large r grouping of activities even if these activities were 

fairly closely related. This was in no way casting doubts on the intelligence 

of councillors but merely a reference to the sheer physical constraints on 

their ability to assimilate information on a vastly increased scale and covering 

a much wider area. Evidence presented to the Committee suggested that 

the existing subdivision of work 'enabled members to familiarise themselves 

with one or two aspects of the overall problem and to play a part in the 

development of individual services'. It followed that a widening of committee 

responsibilities would proportionately reduce the members' ability to make 

such a contribution to the authority's work and development. However, the 

major obstacle to the grouping of committee work was seen as lying within 

the attitudes of committee chairmen, who tend to have a possessive attitude 

towards what they regard as their committee. The Maud Committee received 

a great deal of evidence to the effect that many committees which had 

outlived their usefulness were maintained in order to protect the personal 

status of their chairman. 

The Committee advocated a focal point of authority at officer level and 

recommended the appointment of a chief admmistrative officer or chief 

executive who would have a status superior to that traditionally held by 

the Town Clerk of the council who was essentially a 'primus inter pares' 

m his relationship with other chief officers. Some of the advantages of having 

a clearly designated chief administrative officer were seen as the better 

coordination of departments; the presentation to the council of integrated 

views of officers; improvement in the general level of efficiency; and the 

wide diffusion of the use of modern management techniques. The Committee 

acknow !edged that clerks m many authorities accomplished many of these 

things working within their traditional roles but pointed out that, rn order 

to do so, they needed to rely on force of personality and ability, and consent. 

The choice open to authorities was seen as being one between the Town 

Clerk as a p:1ssive leader by consent or as an official with 'responsibility 

for encouraging new ideas, for active co-ordination of the work of the autho­

rity and for drive in the execution of its decisions'. The Committee was 
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in favour of the latter view of a more positive and authoritative role for 

the Town Clerk. It was felt that councillors would be in a much stronger 

position to exercise their democratic control if they had integrated and 

co-ordinated advice and the assistance of an official with the authority to 

ensure that their decisions were conveyed to the right department and were 

efficiently carried out. Fears that a chief administrative officer would over­

rule professionally qualified officers operating within their specialist fields 

were answered with the belief that no efficient chief administrative officer 

would seek to give instructions to professional officers on actions where 

their professional skills are involved. The Committee saw principal officers 

working together, under the leadership of the Town Clerk, on those matters 

which transcend purely professional and departmental considerations and 

so producing agreed and co-ordinated advice. 

The Committee made the followmg recommendations with regard to the 

formal reassessment of the clerk's role: 

that the clerk be recognised as head of the authority's paid service, 

and have authority over other principal officers insofar as this is 

necessary for the efficient management and execution of the autho­

rity's functions; 

that the clerk be responsible to the management board and through 

it to the counci I; 

that the principal officers be responsible to the council through 

the clerk. 

Among the recommended duttes of the Town Clerk were included: 

ensuring the effectiveness and efficiency of the organisation and 

the co-ordination (and integration where necessary) of its activities; 

to see that the management board 1s adequately serviced by providing 

co-ordinated and integrated staff work and seeing t hat its decisions 

and those of the council are implemented (Haynes 1980 : 42-4 4). 
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In summary, the Maud Committee laid the foundations for structural integra­

tion m three areas as follows. 

in the area of policy formulation with its recommendation for a 

powerful central management board to act as a focal point for the 

unification of policy and the integration of objectives for the autho­

rity as a whole; 

in the area of committee and departmental structures in its recom­

mendations for the grouping of functions; and 

in the a rea of central administrative direction in its recommenda­

tion for a more powerful chief administrative officer with centra l 

directing and co-ordinating power over other principal officers. 

COUNCIL 

MB = Management Board 

PO = Principal Officer 

C = Committee 

TC = Town Clerk 

= Chain of Command 

------- = Channels of Advice 

Figure 2 : The Maud Plan 

(Haynes 1980 : 47) 
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The concept of a Management Roard 1mphes that a great deal of power 

1s vested in a few counc!llors. 

3.4 The Report of the Royal Commission, 1969 

The principal contribution of the Royal Comm1ss1on on Local Government 

in England to the debate on internal management structures was a general, 

though not a complete, re1terat1on of the basic principles put forward m 

the Maud Report two years before. This 1s hardly surprising m view of the 

fact that Sir John Maud chaired both invest1gat1ons. 

In the area of internal management the Commission was of the opinion 

that 'far-reaching changes in trad1t10nal organisation and methods of work 

were required' and stressed the need for a corporate, as opposed to a depart­

mental, approach to the management of an authority's affairs. In add1t1on, 

the Commission believed that any new internal structure 'must remove fro·m 

members the temptat10n to chng to their preoccupation with deta!ls and 

with superv1s10n of routine'. 

The Comm1ss1on agreed w 1th the Maud Committee m 1ts advocacy of the 

appomtment of a clerk or chief executive who would be offic1al head of 

an authority's paid staff. Such an off1c1al was again seen as commg from 

a variety of professional backgrounds including that of general admin1strat1on. 

He was seen as the leader of a team of chief officers who would be jomtly 

responsible for 'considering the council's general problems and for co-ordina­

ting action to solve them'. These chief officers would be m charge of groups 

of services and this would, m the opm1on of the Commission, 'reflect the 

close relat1onsh1p between the various services and ... correspond to the 

reduction m the number of committees'. In conclusion, the Comm1ss1on ob­

served that the success of such an mterdepartmental, mterd1sciplmary ap­

proach to mternal structure would depend on 'harnessing the enthusiasm 

of the spec1ahst to the needs of central management.' (Haynes 1980 : 44-50). 
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3.5 The Bains Report , 1972 

In the Bains Report the need for structural integration and a corporate ap­

proach to management was presented as being beyond dispute if local govern­

ment was to be efficient and effective. Bains was insistent upon a corporate 

approach to management but did not prescribe a common structural model 

for all authorities. The report did, nevertheless, recommend certain basic 

structural features which should be commonly adopted. There were, first, 

a policy and resources committee supported by four sub-committees and, 

secondly, a chief executive supported by a chief officers' management team. 

The Barns-style policy and resources committee was seen as having responsibi­

lity for providing the council with comprehensive and co-ordinated advice 

upon how the needs of the community could be planned for and met within 

the resource limits which existed. The committee was to aid the council 

m the setting of objectives and priorities and subsequently m co-ordinating 

and controlling policy implementation. In addition, the commi t tee was to 

have ultimate responsibilit y for the allocation and control of the major re­

sources of the authority, categorised as finance, manpower and land (including 

buddings). Unlike the Maud-style management board the policy and resources 

committee would not have a monopoly of policy formulat10n. The functional 

spending committees would be responsible for preparing and submitt ing poli­

cies to the councll in their particular areas of responsibility. However, the 

corporate approach would be protected by the requirement that all important 

matters of policy or expenditure would also go to the policy and resources 

committee which would have the opportunity of reporting concurrently to 

the counctl. The policy and resources committee was seen as being supported 

by three sub-committees, each with responsibility for dealing with the more 

detailed and routine matters w I thin a par t1cu lar resource area, that is, either 

finance, manpower or land. 

In dealing with the question of the membership of the policy and resources 

committee and its resource sub-committees Bains avoided the charge of 

power concentration. The solution was found in a complex pattern of inter­

locking committee memberships destgned to maximise the participatory oppor­

tunities for elected members at the level of policy formulation and resource 

control. The group felt that membership of the policy and resources commit-
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tee should not be limited to the chairmen of maJor committees; moreover, 

the report favoured having mmori ty party representation on that committee 

m those authorities organised along traditional party lines. The report also 

recommended that membership of the three resource sub-committees should 

not be drawn solely from those who were members of the parent committee. 

Bains agreed with Maud on the need to reduce the number of operational 

committees m local authorities and favoured the idea of a committee struc­

ture based on broad programme areas, that is, wide areas of activity within 

the authority, aimed at the achievement of a general overall objective. 

The resulting committee structures would vary from authority to authority, 

according to local conditions and environmental needs. 

The basis of Bains' criticism of the tradi t10nal role of committees is that 

they do little more than take final decisions . Their involvement m the decision 

process comes at a time when choices are clear-cut and alternatives reduced 

to a manageable number. In Bains' view, committees m local government 

should be more involved in non-decis1on-makmg debate at a much ear lier 

stage m the decision process; an involvement which would, in the group's 

opm1on, 'improve the understanding of the issues at stake and therefore 

the basis of the final decision' . 

The concept of the programme committee is central to the Bains strategy 

of building a structural framework which would support a corporate approach 

to the management of a local authority's affairs. Programme committees 

by their very nature would need to be serviced by several different depart­

ments and disciplines or professions and this requirement wou ld, it was hoped, 

reduce the inter-committee and interdepartmental fnct ion which were so 

often evident in the traditional separatist structures. 

The Bains group recognised that their objective should be 'to make democracy 

as efficient as possible, not to make efficiency as democratic as possible'. 

The answer to the problem of reconciling the competing claims of committee 

structure rationalisat1on and member participation was seen to lie in the 

concept of the informal working group of members. These working groups, 

which might concentrate on particular aspects of mdiv1dual services, were 

presented as providing the backbench councillor w 1th the opportunity to 
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specialise in an area of the authority's work in which he had a special in­

terest. Such groups would also provide a point of reference for the officer 

wishing to test member opinion on a proposed administrative action. Bains 

believed that such groups, relieved of the constraints of formal committee 

procedure, would increase both organisational flexibility and member satisfac­

tion . This 1s a viewpoint strongly supported by the present author and favoured 

for the Mdnerton municipal operation. 

Bains emphasised the need for a spirit of compromise in the area of officer­

member relations: 

'Officers must accept that members have a legitimate interest in the day-to­

day administration of cases involving their constituents ... Members must 

equally realise that the skilled professional officer is not just a servant 

who 1s paid to do as he is told. We do not dispute that the major policy 

dec1s1ons must be taken by the elected members, but the officers have a 

role to play in the stimulation and formulation of policy and in seeing that 

the members have available the necessary advice and evaluation to make 

the best dec1sl0ns.' (Bains et al 1972 :8). 

Bains agreed broadly with Maud that there was too much elected member 

mvolvement m administrative trivia but emphasised the importance of the 

contituency role for many councillors who could not all be cast m the role 

of genera l po l.ICy-makers. For Bains, the answer lay m improving the quality 

and quantity of the information given to councillors. 

'The flow of mformat1on between elected members and electorate should 

be a two-way proc ess and the member must be sufficiently well informed 

to be able to expla in the council's actions and policies to his constituents 

and feed back reaction to appropriate points within the authority organisa­

tion.' (Bains et al 1972 : 11 ). 

Bains believed that a free flow of communication would remove the need 

for members to be constantly 'snapping at the heels' of officers in order 

to carry out their representative democratic role. A specific recommendation 

m this context was that council members should be allowed to attend and 

speak at meetings of committees other than their own and that all committee 

agendas should be made available to all members . 
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Bains followed Maud's lead on the need for greater delegation to officers. 

It was noted that committees often took dec1s10ns which could easily have 

been left to officials. In such a situation the officers' expertise and training 

was not being fully utilised. Bains also agreed with Maud that extensive 

delegation to officers was not undemocratic, since members have the right 

to amend or withdraw any powers so delegated. Bains points out that in 

any event the officer exercising delegated authority would have to keep 

in close contact with appropriate committees (under a programme committee 

structure he might be responsible to several), and, again echoing the Maud 

view, that the officer would have to be relied upon to recognise the sort 

of sensitive issue which might arise during the course of day-to-day adminis­

tration and which would need to be referred to an elected member for adjudi­

cation. 

Setting of broad policy 
objectives. Allocation 

of major resources 

I Member Officer 
Control Advice 

[ 

Implementation of 
policy and execution 

of plans 

Member I Officer 
Advice Control 

Figure 3 : The Management Process in Local Government 

Bains saw the process of management in local government as a scale or 

continuum (refer Figure 3 above). At the two extreme ends of the scale the 

respective roles of me mbers and officers are clear enough. However, nowhere 

along the scale does the ba lance of control and advice change absolutely. 

The relat1onsh1p change s very gradually until a new dominant source of control 

or advice emerges. Thus at no point on the scale can it be said that every­

thing beyond or before that point is exclusively the province of either element. 
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With regard to structure at officer level, Barns subscribed to the view put 

forward by the Maud Committee that there should be one person as head 

of the authority's paid service and that he should have authority over other 

chief officers 'm so far as this 1s necessary for the eff1c1ent management 

of the authority's functions' . This new pos1t1on should have a direct mg as 

well as a co-ordmatmg role and be more than merely 'primus inter pares' 

w 1th other chief officers. Smee this implies a very different role from that 

performed by the traditional Town Clerk, a change m title seemed appropriate. 

Bains favoured the title of Chief Executive and saw him as the council's 

principal adviser, via the policy and resources committee, on matters of 

general policy. It was considered preferable that the Chief Executive should 

not have departmental responsibilities, although 1t was recognised that he 

would need a number of personal assistants reporting directly to him. 

It was also felt that no appropriate d1sc1p!Jnary or profess10nal background 

could be prescribed for the role and that candidates should be chosen for 

their proven general managerial ability. It would be the Chief Executive's 

responsibility to secure co-ordmation of advice on the planning of objectives 

and services; to ensure the efficient and effective 1mplementat1on of the 

council's programmes and policies and the effective deployment of resources; 

and to keep the organisation and administration of the authority under review 

in the interests of effective management. 

The Chief Executive's major functional role was seen as the leader of a small 

team of chief officers, steering them towards common objectives. This m,m­

agement team, consisting of about six prmcipal chief officers, was seen 

as the focal pomt of corporate identity within the authority at officer level, 

the officers' counterpart of the elected members' policy and resources commit­

tee. Bains realised that meetmgs between chief officers already took place 

with varymg degrees of formality in existmg authorities. However, Barns 

saw partic1pat1on along the lines of members who were to attend not as 

departmental representatives but as members of a body 'created to aid the 

management of the authority as a whole'. Barns did not agree with the claim 

that chief officers from specific departmental or professional backgrounds 

would be unable to make a contribution to d1scuss1ons of matters and problems 

affectmg other chief officers. 
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The Barns justi fica t1on of the management team as a useful and indeed essen­

tial integrative device ts summed up in the following quotation from the 

report: 

"We suggest that it is of the essence of the corporate approach to manage­

ment that Chief Officers recognise that there are few if any major decisions 

which can be made in isolation without some impact upon others' areas 

of responsibility. Corporate management requires that the implications for 

the authority as a whole should be considered and discussed before decisions 

are taken. It may on occasions be necessary for a Chief Officer to subordinate 

his own particular interest to that of the authority as a whole. On another 

level each professional officer has a fund of know ledge and experience which 

1s not only relevant to problems within his own field, but to the solving 

of problems of other fields as well and it 1s in the exchange of views and 

opinions within the management team that a true corporate spirit is likely 

to develop." (Barns et al 1972 : 49) 

Here, as with the enhanced pos1t1on of the chief executive, Barns entered 

the complex area of attitudes and human relations. At a prescriptive level 

the Barns group saw the management team as playing a pos1t1ve role m the 

central corporate management processes of the authority, receiving instruc­

tions from the policy and resources committee and submitting corporate 

reports to that committee through the chief executive. Barns did not wish 

to be too specific about the management team's terms of reference. Instead, 

the group suggested two broad functions: first, the long-term strategic func­

tion of considering and advising on what policies the council should be adopt­

mg to cope with changing needs and circumstances and, secondly, an overall 

management, co-ordinative and progress-chasing role . In order to carry out 

these functions it was expected that the management team would set up 

a senes of interdepartmental working groups which might include a corporate 

plannmg group, a research and intelligence group and a manpower and man­

agement services group. 
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Bains put great emphasis on the need to appraise the performance of chief 

officers in a systematic way at regular intervals. The general function of 

performance review throughout the authority was taken as warranting the 

establishment of a separate policy and resources sub-committee with a wide 

area of responsibility and authority to make detailed investigation into any 

project, department or area of activity. This sub-committee would be chaired 

by a member of the policy and resources committee but would generally 

have a flexible membership reflecting the particular know ledge, skills or 

experience prescribed by the nature of the area to be examined. Reports 

of the sub-committee would be sent to the policy and resources committee 

and departments and appropriate committees would be given the opportunity 

to comment upon its findings. Barns went to great lengths to emphasise 

the constructive effects of performance review for both members and offi­

cers. It was envisaged as being essentially a two-way discussion process 

which would enable the official to ascertain how he was seen to have per­

formed his duties and to give him the opportunity to make his own comments 

and suggestions about how he might perform his role more effectively. 

With regard to depart mental structures, the Bams group noted that ha v mg 

a number of departments grouped together under a director might lead to 

improved co-ordination and communication between those departments. How­

ever, Barns emphasised that the criterion for the grouping of departments 

must be close service interrelationship and not just a need to even out the 

workload between directors. Bains did not see the necessity for expanding 

the programme area principle, recommended as the basis for committee 

structure, into the sphere of service provision. Any attempt to make the 

two structures coincide on a programme area basis could, it was thought, 

reintroduce departmentalism on a grand scale. Bains presented a mixture 

of grouped and single departments in the same authority as the only logical 

solution. 

If committee and departmental structures do not coincide then there is 

a need for interdepartmental working groups of officials to service the pro-
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gramme committees whose areas of interest cut across departmental bounda­

ries. Bains saw it as the respons ibihty of the chief executive and the manage­

ment team to set up such interdepartmental interdisciplinary groups, each 

of which would be headed by a sen10r official appointed from a discipline 

appropriate to the specific task or project for which the group was conceived. 

Using this system, it would be possible 'to bring all the necessary professional 

skills together into a unified team with a defined objective or task and in 

so doing strengthen the corporate orientation of the authority'. The concept 

of introducing this horizontal, transitory element into the management struc­

ture is basic to a practical assimilation of organic management forms. 

Two types of interdepartmental groups were envisaged by Bains. These were, 

first, programme area teams grouped in relation to the overall objectives 

of the authority and responsible for giving advice on policy formulation and 

resource allocat10n and, secondly, project control groups with responsibility 

for overseeing the implementation of specific items of policy or individual 

projects. This combination of traditional vertical structure, represented by 

functional departmental hierarchies, and horizontal, departmental ele­

ments was intended to give local authorities the necessary flex ib1li ty. In 

organisation and management theory this type of vertical and horizontal 

design is termed matrix organisation or matrix management and is associated 

with high levels of organisational flexibility and adaptability. As Bains empha­

sised: 

'The membership of teams (either operating at the level of programme areas 

or individual projects) can be amended or supplemented, new teams can 

be set up and existing ones disbanded as circumstances change. Herein lies 

one of the great advantages of th1s matrix system of management. By its 

nature it is flexible and adaptive, unlike rigid bureaucracy which we suggest 

1t should replace.' ( Bains et al, 1972: 61). 

This structure is illustrated in Figure 4. 
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Council 

-------------1 Policy and Resources 
Committee 

Subcommittees 

Finance Manpower 

Programme Committees 
related to 
Programme Areas 

Informal Working Groups 
working on 'ad hoc' projects 

Interdepartmental, 
interdisciplinary 
teams 

Land 

Chief Executive 

Management T earn 

Performance 
Review 

Chief Personnel 
Officer 

Corporate Planning 
Group 

Research and Intel­
ligence Group 

Management Servi­
ces Group 

Functional Service Departments 

Finance/ Administration/Technical Services/P Janning 
Transportat1on/Education/Social Services etc., etc. 

Figure 4 : The Bains pattern 

(Haynes 1980 : 60) 



72 

3.6 The Matrix Model 

'Matrix design basically stems from a recognition of the fact that an organisa­

tion is, at any one time, both a hierarchical entity designed for functional 

efficiency and also a complex problem-solving entity which must respond 

to changing environmental conditions. These two dimens ions within an organisa­

tion are reflected in what is termed the functional structure and the project 

structure. The project structure, represented in the present context by the 

interdepartmental groups, induces greater flexibility and an increased capacity 

for problem-solving. This is because expertise 1s concentrated and authority 

determined in a way dictated by the nature of the project or subject matter 

involved. Membership and leadership of such groups is flexible and dependent 

upon the nature of the immedia te projec t or problem. Those who assume 

leader sh ip by consensus as to their possession of relevant expertise need 

sufficient authority to overcome or prevent conflict of interests during pro­

jects and problem-solving exercises; exercises which would be characterised 

by complex patterns of interdependence between different departments. 

Thus an organisation adop t ing a matrix form must experience and formally 

recognise the existence within its managerial structure of a web of authority 

relat10nsh1ps that violates the tradit10nal command pattern of hierarchical 

organisation.' (Haynes 1980: 61). 

The following can be identified as major characteristics of matr ix organisa­

tion: 

a set of changing ro !es for each incumbent rather than a sing le con­

stant role; 

a definition of relationships based upon 'ad hoc' project needs rather 

than generalised hierarchical position; 

assignments based upon individual expertise rather than fixed task 

definition. 

This description emphasises the project d1mens1on of matrix design which 

highlights the importance of lateral relattonsh1ps and group working. The 
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mtroduct10n of such horizontal project elements withm the organisation 

assumes a special significance when the mtroduct1on of corporate manage­

ment structures is viewed as an attempt to import organic characteristics 

into a hitherto mechanistic organisational settmg. Burns and Stalker (1961 

: 121-2), in describing the essential features of the organic stereotype, 

emphasised the importance of lateral structurmg and communication; the 

adjustment and continual redefinition of individual tasks; and flexibility m 

the location of authority, which should vary with the location of expertise 

in relation to the subject matter of a particular problem. 

The project orientation is also emphasised by Thompson (1965 : 15) when 

describmg the features of the innovative organisation which, he submits., 

should contam units which represent 'an integrative grouping of various 

professionals ... engaged upon an integrative task requiring a high degree 

of technical mterdependence and group problem-solvmg'. Similarly, Greenwood 

and Stew art (1972 : 34), when examining the appropriateness of matrix organi­

sat10n as a structural vehicle for corporate planning m local government, 

point to the benefits to be derived from the use of heterogeneous project 

groups. 'Use of heterogeneous groups secures the diversity of mputs that 

are required for the diagnosis of complex problems, and places the md1v1dual 

m challenging situations where expertise rather than formal pos1t1on is of 

greater importance'. 

Haynes (1980 : 52-62) saw the matrix form advocated by Bains as representing 

a possible structural response to the need for local authorities to adop1 

more organic structures and to increase their adaptive and problem-solving 

capacity m relation to unstable and complex environmental cond1t10ns. 

3.7 Concluding Comments 

This Chapter has taken the format of presenting a summary of certain of 

the fmdings of the 'Maud Report' of 1967, the Report of the 'Royal Commis­

sion on Local Government in England' of 1969 and the 'Bains Report' of 

1972. These three reports are concerned w I th the need for structural mtegra­

t1on in local government organisations with a view to the adoption of a more 
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complete and general corpora te approach to the management tasks of local 

government. The findings referred to in this Chapter will be taken into ac­

count in Chapter Six when the problem of formulating a set of guidelines 

for an organisation structure and process of management for the Munici­

pality of Mtlnerton will be addressed. This Chapter has devoted a great 

deal of attention_ to the Bains Report. The author justifies this approach 

on the grounds that many of the viewpoints expressed in the Bains Report 

are in agreement with the views of the present author in regard to the muni­

cipal operation in Mtlnerton. In Chapter Seven an attempt will be made 

to offer specific proposals which might remedy certain of the apparent orga­

nisational weaknesses in the Mtlnerton Municipality. It will be argued that 

many of the recommendati0ns put forward by the Bains Committee would 

have application m the Mtlnerton s1tuat1on. 
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CHAPTER FOUR 

A MANAGEMENT BY OBJECTIVES APPROACH TO 

THE PLANNING PROCESS 

4.1 Introduction 

In chapter three the emphasis w as on a corpor~te approach to the manage­

ment of local government. In order to achieve this an organisation must 

build a team effort and weld individual efforts into a common effort. Each 

manager's job must be focused on the success of the whole organisation. 

The performance that is expected of the manager must be derived from 

· the performance goal of the organisation and his results must be measured 

by the contribution they make to the success of the entire organisation. 

The manager must know and understand what is expected of him in terms 

of performance and his superior must know what contribution to demand 

and expect of him. If these requirements are not met, managers are mis­

directed and their efforts wasted. Instead of team work there is friction, 

frustration and conflict. (Drucker 1968 : 150). To ensure a systematic ap­

proach to the management process it will be necessary to formu late a set 

of objectives in all fields of the Municipality's activities and to review on 

a continuous basis the progress in achieving these objectives. In developing 

the above argument this present chapter considers adopting a management 

by objectives approach to the planning process. Several models of the planning 

process are described and it is shown that there is a need for the planning 

process to be goal-orientated. An attempt is then made to explain manage­

ment by objectives, its advantages and shortcomings and how it might be 

implemented. 
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4.2 Planning as a Goal-orientated Process 

Eddison (1973 : 12) offers Dror as a base from which to analyse the nature 

of planning and highlights the notion of planning as a process m the following 

definition: 

'Planning is the process of preparing a set of decisions for action in the 

future directed at achieving goals by optimal means of learning from the 

outcome about possible new sets of decisions and new goals to be achieved.' 

A plan should be conceived at the outset as something which will change 

and which should change. It is about adaptation and is a continuing precess 

during which events will take place, objectives be reahsed and projects com­

pleted. The process, however, continues. (Eddi son 1973 : 13). 

4.3 Models of Public Policy-making 

Dror has produced a summary of six normative models of public policy­

making. They are (1) the pure rationality model; (2) the economically rational 

model; (3) the sequential-decision model; (4) the incremental-change model; 

(5) the satisfying model; and (6) the extra-rational-process model. These 

are referred to by Eddison (1973 : 19-23) as follows: 

The Pure-rationality Model 

This model includes six phases: 

establishing a complete set of operational goals, with relative weights 

allocated to the different degrees to which each may be achieved; 

establishing a complete inventory of other values and of resources 

with relative weights; 

preparing a complete set of the alternative policies open to the 

policy maker; 
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preparing a complete set of valid predictions of the costs and benefits 

of each alternative, including the extent to which each will achieve 

the various operational goals, consume resources, and realise or 

impair other values; 

calculating the net expectation for each alternative by multiplying 

the probability of each benefit and cost for each alternative by 

the utility of each, and calculating the net benefit (or cost) in utility 

units; 

comparing the net expectations and identifying the alternative (or 

alternatives, if two or more are equally good) with the highest net 

expectat10n. 

In almost every situation in local government the establishment of a complete 

set of operational goals will be impossible and assigning exact weights or 

even reliable indices will be almost equally so. 

Economically Rational Model 

It 1s difficult to achieve pure rationality in real policy-making. This model 

advocates that the various phases of pure-rationality policy-making . should 

be developed in practice only insofar as it is economical to do so, that is, 

insofar as the opportunity cost of the input (in terms of what else could 

be done with the resources) into making policy-making more rational is less 

than the benefit of the output (in terms of the marginal improvement of 

the policy's quality). The idea of this model is to be only as rational as 

is economical. 

Sequential-Dec1s1on Model 

The basic idea of this model 1s that if some of the information needed to 

succeed in an act1 v1 ty can be learned only during the early stages of carrying 
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out that ac t1vi ty, the more promising alternative ways to carry it out should 

be undertaken simultaneously, and the decision as to which is the best alterna­

tive should be delayed until the information has been learned. When initial 

uncertainty is high, when different paths can be tried out at the same time 

in order to learn important information from their first stages, and when 

time is at a premium, then the sequential-decision model can be an important 

guide on how to t ime experimental policies and delay decision on one definite 

policy so as to reduce both uncertainty and wasted time as much as possible. 

The Incremental Change Model 

In terms of this mode I decision-making 1s (1) incremental or tending towards 

relatively small changes; (2) remedial, in that decisions are made to move 

away from ills rather than towards goals; (3) serial, in that problems are 

not solved at one stroke but rather successively attacked; (4) exploratory, 

in that goals are continually being redefined or newly discovered; (5) fragmen­

ted or hm ited, in that problems are attacked by considering a limited number 

of alternatives rather than all possible alternatives; and (6) disjointed, in 

that there are many dispersed 'decision points' . 

The Satisfying Model 

This model recog111ses that a search for alternatives must in fact go through 

the follow mg stages. First, policy-makers identify obvious alternatives based 

on recent policy-making experience, and evaluate their expected payoffs 

in terms of the satisfactory quality. If an expected payoff is considered 

to be satisfactory, that alternative is carried out without trying to find 

additional alternatives tha t would have higher payoffs. Only when all the 

expected payoffs from the obv10us alternatives fall below the satisfactory 

quality do policy-makers try to find more alternatives. Alternatives are 

searched for in this manner unttl one with a satisfactory payoff is found, 

or until the polic y-makers despair of doing so and lower their standards 

for what they conside r to be satisfactory. In either case, the end result 
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is that policy-making tends to achieve satisfactory quality but not, in most 

cases, optimal quality. 

The Extrarational Model 

This model attempts to wrestle with intuition and judgment. It states that 

extrarational processes play an essential, often major role in policy-making. 

"If we knew the characteristics of the extrarat1onal processes, which perhaps 

include many different and separate processes with different, specific fea­

tures, we could allocate them defined roles in optimal policy-making, de­

pending on whether their net output in a certain case is higher than that 

of 'more rat ional' methods. Since we don't know even that much about extra­

rational processes, we have no way, even m theory, to decide what their 

optimal role in policy-making might be. But we should not, on that account, 

underestimate their importance in either actual or optimal decision-making 

and policy-making, which the decis1on-sc1ences literature often does. Instead, 

I think the evidence about extrarational processes, unclear as 1t 1s, forces 

us to accept in part (after careful screening) the policy-makers' introspective 

and observational 1mpress1ons about the importance of extrarational processes 

in policy-making, and leave the burden of proof on those who argue that 

such impressions have no validity at all. There are perhaps enough indicat10ns 

so far to make some sort of 'prima fac1e' case for the claim that extra­

rational processes are sometimes a better method for policy-making (and 

have a higher net output) than pure rationality, even if the latter 1s feasible. 

Whether policy-makers regard extrarational processes as being sometimes 

ideal or not, they have little choice but to rely greatly on them. The quest10n 

thus becomes the less 'sensitive' one of what is the best possible mix of 

rationality, extrarationality, and their various subtypes; and of how to create 

conditions that will allow these two different components of policy-making 

to work together." (Eddi son 197 3 : 22-23) 

Many models of the planning process have been advanced, often given expres­

s10n in some variant of Figure 5. 
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If the basis for the model referred to in Figure 5 1s accepted then it is 

apparent that there is a need for the planning process to be goal-orienta­

ted. Eddison draws a distinction between a goal and an objective as follows: 

"Goals are statements of directions in which planning or action 1s aimed. 

They derive from human values and as such are ethical, that is emp1ricaHy 

untestable. They are fundamental in that they stem from the apparently 

insatiable wishes of the human species for greater self-fulftlment. As such 

they would not be suddenly changed or abandoned. They are ideals over 

a horizon which will never be attained, since progress towards them over 

time implies their reformulation in yet higher ideals. Objectives on the other 

hand, are seen as speci fie steps toward the attainment of a goal, and thus 

although an end in itself, also as the means of achieving a more distant 

goa l. They are attainable, and thus factual as opposed to ethical, in that 

the degree of attainment can be specified, measured and tested." (Eddi son 

1973 : 26). 

The emphasis on goals and objectives marks a move away from rigid plans, 

standards and regu lations, towards a commitment to the idea of planning, 

to the process itself. Eddison quotes M.M. Webber as follows: 

II the test of a governmental planning effort's effectiveness can be applied 

only on the output side of an activity, never on the mput side ... " (Eddison 

1973 : 27). 

The notion that policy-makers can have grasp and understanding of the overall 

public interest is untenable . The problems the policy-making machine chooses 

to focus on, those it ignores or those 1t remains ignorant of altogether, 

are a re f lec t1on of its values and preferences. So too are the solutions and 

pr1orit1es 1t chooses to adopt relative to those problems. It is not possible 

to dev ise a value-free approach to policy-making. All groups m the community 

cannot be satisfied. Public policy-making is essentially a conflict situation 

and the conflict centres on values. It 1s often argued that democracy is 

the carrying out of the will of the people and interest in values should stop 
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there 1f anything is to get done. ln other words, 1t 1s strongly felt that 

'values' are adequately represented. Most people would agree with the senti­

ments behind goals such as the 'prevent ion of fires' or a 'free library service 

for residents' or the 'provision of parks'. The difficulty arises when one 

goal is seen as being more important, as having greater priority over another, 

or that some ways of achieving these goals are infinitely better than others. 

More than likely viewpoints of what 1s better or what 1s more important 

is dictated by personal values. Traditional local government operates within 

the democratic framework where goal setting and the establishment of ob­

jectives has to be performed within the cut and thrust of local and national 

politics. (Eddison 1973 : 28 - 29). 

4.4 Management by Objectives in Local Government 

It is on the objectives of the individual that management by objectives focuses 

mostly. It is sometimes known as 'performance planning', 'improving manage-· 

ment performance' or simply MBO. It is an attempt to introduce system 

into what 1s often being done already and relies to a degree on measurement, 

which 1s not always easy m many aspects of the work of municipalities. The 

difficulty of measurement or evaluation is often advanced as a reason for 

not attempting it. This has its dangers as does the converse of introducing 

spurious accuracy m a field which is nghtly the field of poht1cal values. 

There is a series of different levels of objectives: 

(a) the local authority or agency objectives; 

(b) the departmental or sectwnal objectives derived from (a); and 

(c) the individual of ficer's most important tasks m securmg or making 

his contribution to (b) and hence (a). (Eddi son 197 3 : 199). 
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4.5 One Cornerstone of Management by Objectives - a Participative 

Style of Management 

One cornerstone of management by objectives 1s a participative or democratic 

sty le of management. This is based on the theory that: 

the expenditure of physical and mental effort in work is as natural 

as play or rest. The average human being does not inherently di slike 

work. Depending upon controllable conditions, work may be a source 

of satisfaction (and will be voluntarily performed) or a source of 

punishment (and will be avoided if possible); 

external control and the threat of punishment are not the only means 

for bringmg about effort toward organ1sat1onal objectives. Man will 

exer c ise self-direction and self-control in the service of objectives 

to which he 1s committed; 

commitment to objectives is a function of the rewards associated 

with their achievement. The most significant of such rewards, e .g. 

the satisfact10n of ego and self-actualisat ion needs, can be direct 

products of effort directed toward organisational objectives; 

the average human bemg learns, under proper cond1t1ons, not only 

to accept but to seek responsibil!ty. Avoidance of responsibility, 

lack of ambition and emphasis on security, are generally consequences 

of experience, not inherent human characteristics; 

the capacity to exercise a relatively high degree of imagination, 

ingenuity and creativity m the solut10n of organisational problems 

1s widely, not narrowly, distributed in the populat10n; 

under the cond1t10ns of modern industrial life, the intellectual poten­

t1alit1es of the average human being are only partially utilised 

(Eddi son 1973 : 200-201 ). 
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A system of management by objectives also relies on a freeing up of relat10n­

sh1ps between subordinate and superior. It demands a frank, critical dialogue 

between md1v1duals m this relat10nsht p and also generally throughout the 

department or organisation in which 1t 1s being applied. The object behind 

this is to produce constructive mformat1on which should contribute towards 

the improvement of the perfor mance of ind1v1dual off1c1als, of groups of 

officials and even a whole department. So often m any organisation peers 

will discuss, and comp lam to one another about the shortcomings of the 

organisation, but all too often the complaints are never put to anyone who 

1s m a position to take action to alleviate the problem. Conversely, an official 

may be conscious of some weakness · or fa1 ling m one of his subordinates 

but avoids discussing 1t with him when m practice this may well be the open­

mg up of the way to a remedy. Is 1t kinder to leave a man ignorant of his 

weaknesses in his job or to tell him about them? There can be no rule laid 

down - 1t will vary, but 1f the atmosphere 1s created where crit1c1sm, both 

up and down, is commonplace rather than the exception, then the task ts 

easier - 1t has a meaningful framework. The system should not be imposed 

without some appreciation or awareness of the problems which are likely 

to arise m this area. Everyone involved m the system will adopt his own 

approach - some exchanges will be frank and free - others will be very re­

strained. The important point about the frank exchanges 1s that they should 

be purposive and systematic (Edd1son 1973: 201). 

4.6 Key Tasks Analysis 

If the object 1s to improve the performance of a department through im­

provements m the individual's performance, then it is on these key activities 

that attention should be focused. The first step clearly 1s to identify these 

key tasks - perhaps five or six of them, as being those tasks upon which 

the individual's contribution towards departmental objectives depends most. 

The identification and subsequent analysis of these key tasks 1s one of the 

important featu res of management by objectives. (Edd1son 1973 : 202). 

In the first instance the process of key tasks analysis is undertaken by the 

individual off1c1al himself by defining his own key tasks. The Murncipahty 
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of MJ!nerton recently employed a firm of consultants to undertake an evalua­

tion of all salaried posts on the Counctl's fixed estabhshment. One of the 

first steps m this regard was the completion of a job description schedule 

in respect of each post. The format used is attached as Appendix " C " and 

required the incumbent of a post to identify the key functions of the position. 

The immediate supervisor as well as the departmental head were then required 

to approve the job description. In this regard the groundwork necessary for 

a management by objectives approach has already been undertaken and com­

pleted in respect of all the salaried posts of the Municipality. Having esta­

blished to his own satisfaction what are his key tasks the official himself 

then attempts to identify or suggest his results to be achieved or the standard 

of performance in relation to each key task. What 1s being sought here is 

some indicator by which an official can judge to what extent he has been 

successful m achieving or completing his key tasks. These will take a variety 

of forms. The standard will sometimes be a continuing one. For example, 

a treasurer responsible for payment of wages and salaries may be expected 

to have rnaccuracy in no more than one payment m five hundred. This type 

contrasts with the target where an official estabhshes a time w1th1n which 

some parucular action shall be earned out. 

4.7 Standards of Peformance 

Wherever possible the results of performance should be quantifiable but 

there is a danger m striking false measurable standards. In most cases there 

w tll not be one single measure but a range of measures or mdica tors related 

to each key task. Apart from the test of usefulness there is another crucial 

factor which may determine the validity of a standard of performance and 

this is the avatlab1h ty of control information. The question has to be asked, 

'If the information is not available, can it be made available and if so, at 

what cost or trouble . In doing his own key tasks analysis the official must 

speedy whether the control information he requires is available and in what 

form, or, if it is not available, what he requires, how he sees it being col­

lected, and so on. The final component of the key tasks analysis is a state­

ment of what action the individual can take to improve his performance, 
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the action he thinks his superior should take, and what other steps he feels 

might be taken possibly at a higher official or member level towards the 

same end (Eddison 1973 : 203 - 204). 

The system actively induces officials at various levels to give consideration 

to their working environment in a wide sense and to suggest ways of impro­

ving it relative to the achievement of their key tasks. In practice it may 

be helpful to use a standard form to assist the official in undertaking his 

own analysis. 

The analysis would then be discussed between the official and his superior 

who will have been analysing his own tasks. Their discussion will be structured 

under various heads and making mutually agreed changes, they w i JI eventually 

establish for the subordinate: 

the key tasks; 

the results to be achieved; 

the control information which it is reasonable for the officer to 

have; 

the suggestions the official has made for action he can take; 

that which the superior might take; 

the items for action at a higher level. 

At the end of this process of analysis each mdividual official has his plan 

of action for the period ahead, usually about six months, complete with 

the agreed supporting acting of his superior. This is known sometimes as 

a 'job improvement plan'. (Eddi son 1973 : 205). 

A prerequisite of any system of management by objectives is a review proce­

dure. This could take place after approximately six months from the operation 

of the first job improvement plans. The results of standards of performance 

set in the plan are discussed in relat10n to the control mformat1on. If the 
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results set have been achieved the question of whether the standard should 

be set higher 1s discussed. If the resu Its have not been achieved the reasons 

must be ascertained. The approach, having discovered shortfalls in perform­

ance, is jointly to decide on remedial action. 

At the ana lysis stage, and subsequently in the job improvement plan, action 

of varying kinds will have been agreed by the superior himself. To assist 

the subordinates in the achievement of their performance standards, the 

superior will have undertaken certain supportive action. The review period 

examines his performance in respect of these . Out of the discussion at the 

review stage will emerge -

a revised set of results or standards of performance, some of which 

will remain, some stepped up, some revised downwards or even elimi­

nated. In the first review period and maybe at subsequent reviews 

the key tasks themselves may be seen to be ill-defined and they 

will be re-formulated; 

action to be taken m the next period to improve performance or 

toass1st improvement by 

the individual official; 

the superior; 

a higher !eve I; 

some indication of appropriate training if this 1s necessary - e .g. 

report writing, project control, or perhaps some specialist technique 

related to the post in question. 

From these results the revised job improvement plan will be compiled and 

the cycle repeated (Edd1son 1973 : 208-209). 
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4. 8 Departmental Improvement Plan 

During the whole of this process a range of items will have emerged which 

seem to require action at a fairly high level. Any departmental head who 

1s anxious to keep his department's performance at acceptable levels will 

show close interest in these trouble-spots as being those items identified 

by his staff as having impeded the work of the department. 

Although certain officials may blame the management by objectives system, 

others will regard it as important new information impacting upon the effi­

ciency or effectiveness of the department and will look at it critically. 

It should prompt quest10ns which will direct attention to the need for action 

on some of the points if not all of them. Out of these discussions will be 

produced the departmental improvement plan. 

Some management by objectives exercises begin w ith a departmental improve­

ment plan or at least begin by looking at objectives of the department. 

It does not focus on md1v1duals but on groups or sections and insofar as 

1t is impersonal 1t is more hkely to command support and attention. On 

the other hand it can be seen as a way of avoiding the issue of the indivi­

dual in his job which sooner or later has to be faced (Edd1son 1973 : 209 

- 210). For an approach such as 'management by objectives', which has at 

its centre a strong participative element, it is vital that it is understood 

by the staff. 

One of the most difficult aspects is the measurement of performance. Some 

officials will insist that their job does not lend itself to measurement and 

advocators of management by objectives who press hard for precise numerical 

measurement are probably doing a good deal of harm. However, a performance 

standard or a combination of standards, whether precise or merely a vague 

indicator, which enables an official to judge his performance against his 

key tasks, 1s a good one. Management by objectives relies on participation, 

on critical self-examination, on appraisal by working associates, and on a 

free exchange. A large part of the staff must, therefore, be committed 

to 1t and especially at the level of top management. 
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The whole system is participative and 'democratic' but at the same time 

must recognise the hierarchical nature of the organisation. The degree of 

sophistication and the effort and resources devoted to 1t, must bear a sensible 

relationship to the likely results to be achieved. The amount of control infor­

mation and forms to be completed should be kept to a minimum. The system 

should ideally be set up to encourage the individual himself to want informa­

tion whICh will enable him to judge his own performance and to want to 

discuss it with his superior (Eddison 1973: 211). 

4.9 Some Advantages of Management by Objectives 

"Management by objectives ... substitutes for contrnl from outside the strict­

er, more exacting and more effective control from the inside. It motivates 

the manager to action not because somebody tells him to do something or 

talks him into doing it, but because the objective needs of his task demand 

1t. He acts not because somebody wants him to but because he himself decides 

that he has to - he actsi in other words, as a free man." (Drucker 1968: 

i 67) 

This 1s the strength of management by objectives and from it flow a series 

of other benefits. 

it clearly concentrates an official's attention systematically on his 

important tasks and thus forces h1 m away from the unimportant, 

the trivial, perhaps those jobs which he enjoys doing which he has 

brought with him from his previous post. As a corollary it almost 

inevitably improves delegation to his subordinates or it may result 

in the discontinuance of some prac tices either because they are 

no longer relevant and necessary or because better ways can be 

envisaged of achieving the same end; 

the system focus es attention and often forces action on problem 

areas which previously may not have been known of at the level 

where action can be taken. Where action is not taken, explanation 

and justif1cat1on 1s cailed for; 
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1t could lead to relevant training through the identif1cat10n of areas 

of weakness in the performance of an off1c1al. Where training cannot 

help it might reveal the need to transfer an official to another post 

where his skills are more closely related to the tasks involved; 

1t highlights wasted talent and forms an essential key to promotion 

by results over a period of time. Too often promotion 1s based on 

an isolated piece of 'good performance ' at the right time rather 

than a consistently good standard over a period. Some schemes of 

management by objectives are linked to payment by results. Quite 

apart from the difficulties of appl1Cat1on in the public sector, the 

quest10n is worth raising as to whether such a link would be counter­

productive. With a wide range of performance standards, some more 

readily measured than others, there is ground for doubting whether 

payment by results could really be operated equitably and with no 

ill-effects on the more fundamental advantages of the system (Eddi­

son 1973: 212). 

J.D. Stewart 1s quoted by Edd1son (1973 33) as follows: 

"For the authority to set its objectives, 1s to determine the relative rate 

of progress in achieving its various goals. Objectives can be set for differing 

periods. The specific objectives are unlikely to be achieved m the defined 

time-span. That barely matters. A standard 1s being set. Time is being used 

to measure relative speed. The objectives set are a function of the resources 

that the authority is wilhng to devote to meeting the needs and problems 

delineated by its goals. To set objectives is to indicate priorities in the use 

of resources. It 1s a pohtical decision. Objectives must be set by councillors. 

This should perhaps be recognised as their central task. For to set objectives 

implies a review of policies. To set objectives is to confirm policies or to 

modify them. Objectives should not be set m the abstract. The objectives 

must be based both on an understanding of the present position of the authori­

ty, of the en•1 ironment in which it 1s placed and of the constraints upon 

it . The analytical process and the polit1cal process combine in the setting 

of objectives. The important relat ionships here are between the pohtic1ans, 

the professionals and the chents . Handled constructively a framework of 
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goals and objectives provides at once a basis for choice and debate . Thus 

goals and objectives are not simply terms which appear at the early stages 

of a theoretical rat10nal model - they are not static . They give point to 

both the political and technical planning processes, if these processes are 

approached in certain ways". 

4.10 Concluding Comments 

There is a need m municipal orgarusati ons to give common direction of effort, 

to estabhsh team work and to harmonise the goals and objectives of the 

individual with the overall goals of the organisation. Management by ob­

jec t ives appears to offer some of the answers in this regard. Efficiency 

and effec tiveness m the determmat ion and attainment of these objectives 

are largely dependent upon the correct identification by a municipality of 

real needs on the part of the community. One of the major problems en­

visaged is the ability to measure performance. The belief, however, is that 

if an official used a set of key tasks and performance indicators as a frame­

work for reflection and reflects honestly then he is genuinely learning. He 

may rationalise, he may fail to take remedial steps, he may lay blame any­

where but on himself, but eve n so he 1s a step ahead of the man who never 

reflects on his own performance m a critical way. The object 1s to spark 

off self-crit icism and the desire to see k self-improvement. A general point 

about performance indicators 1s that many of them will not reveal much 

in themselves over one per10d of t une. Much more revealing are changing 

patterns of performance. How doe s performance seem on reflection, to be 

different m a particular area tha.n from what it was a year ago? This aspect 

will be dealt with in greater depth m the next Chapter which deals specifically 

with effic iency and effectiveness m the municipal organisat1on, and again in 

Chapters Six and Seven. 



CHAPTER FIVE 

EFFICIENCY AND EFFECTIVENESS 

93 



CHAPTER FIVE 

EFFICIENCY AND EFFECTIVENESS 

5.1 Introduction 

Chapter One introduced the reader to the nature, functions and powers of 

municipalities, the historical development of municipal government in the 

Cape Province, recent constitutional developments affecting municipalities, 

and some of the constraints within which municipalities must function. In 

Chapters Two to Four various principles, theories, approaches, factors, etc. 

concerning organisation structure and the management process were described. 

The various concepts were discussed m general terms i.e. without specific 

reference to a particular organisation. This research work purports to suggest 

some guidelines for an efficient and effective organisational structure and 

process of management for the Municipality of . Milnerton. All the factors, 

principles, etc. which were discussed in earlier chapters will impact, albeit 

in varying degrees, on the efficiency and effectiveness of an organisation. 

Before attempting to formulate a set of guidelines on organisation and man­

agement for Milnerton it 1s necessary to pose some additional questions. 

For example, ..-what do some of the leading and most experienced practitioners 

m municipal government in South Africa consider to be factors most likely 

to promote the optimization of efficiency and effectiveness in a municipal 

organisation?"; and, 'what do the officials of the Municipality of Milnerton 

consider to be factors which are presently inhibiting the optimization of 

efficiency and effectiveness in this specific Municipality?". In an effort 

to ob cain some of the answers to these questions the author has recorded 

viewpoints expressed during informal interviews/discussions with a number 

of officials in local government (refer Appendices "A" and "B" for the names 

of the persons involved}. The viewpoints expressed are recorded in this Chap­

ter and are also t aken into account by the author when an attempt is made 

to formulate a set of guidelines on organisation and management for the 

Municipality of Milnerton in Chapter Six. 
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In addition, this present Chapter purports to clarify the meaning of the terms 

'efficiency' and 'effectiveness' and in this regard elaborates on aspects such 

as 'performance measurement', 'motivation' and 'human behaviour'. 

5.2 The Meaning of Effectiveness and Efficiency 

Municipalities are examples of instrumental organisations with voluntary 

membership. The degree of success of instrumental organisations is usually 

measured m terms of effectiveness (do they deliver the right goods/services?) 

and efficiency (do they provide the goods/services economically?). 

The effectiveness of an organisation is judged by its interested parties (or 

stakeholders). They decide to which extent the goods/services actually de­

livered are meeting their expectations. This may be presented as follows: 

Effectiveness = 
What 1s actually delivered 
What 1s expected 

The expectations of orie stakeholder of the organisation usually differ from, 

and sometimes clash with, those of another interest group. For mstance, 

ratepayers expect to pay low rates while employees expect to be paid high 

wages and salar ies. This example also shows that, although effectiveness 

1s usually the decisive criterion to stakeholders, efficiency is no less import­

ant. There is a limit to what 1s affordable, however meritorious it may be. 

Management plays a key role in ensuring effectiveness and eff1c1ency. Ef­

fectiveness is usually one of the major responsibilities of top management. 

Although top management 1s also responsible for efficiency, the real contri­

bution to efficiency usually depends on middle and first-line management 

(Gouws 1986 : l). 

Efficiency denotes the 'how' of government action; m other words, the ways 

in which functions and activities are carried out. Effectiveness denotes the 

result of such function or action, in other words how 'successful' it is. In 

practice it means that an authority may be efficient in its actions without 
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being effective, that is, without achieving the optimal realisation of its 

purposes (Row lands 1986 : 211). 

There is not always agreement on the meaning to be attached to the con­

cepts of efficiency and effectiveness. As regards public and local authorities, 

efficiency and effectiveness have aiso been presented as follows: 

efficiency represents the ratio of service rendered to inputs or real 

costs; and 

effectiveness 1s the product of ratios reflecting the satisfaction 

of needs and the quality of service. 

A comprehensive criterion of effectiveness would therefore have to cover 

both the quantity (e.g. the percentage of the community receiving the service) 

and the quality (e.g. the percentage of satisfied recipients) of the serv ice 

(Browne et al 1980 : Vol. l, 61). 

Efficiency and effectiveness m an organisation are characterised by certain 

generic properties. First, both denote purposeful action. The second is implicit 

m that an efficient and effective organisation constitutes an internal goal 

of an institution. Thirdly, the degree of efficiency and effectiveness is largely 

determined and controlled by the human element; and finally, an efficient 

and effective organisation as an internal sub-objective is directly related 

to the external objectives of institutions which may be stated as the efficient 

and effective provision of services and the satisfaction of needs (Row lands 

1986 : 212). 

5.3 Efficiency and Effectiveness in Organising 

Efficiency in organising is manifested marnly in the manner m which the 

function is carried out. For example, the manner of putting it into effect 

is related to such factors as cost-effectiveness and the optimal use of man­

power and skills. On the other hand, effective organising is closely bound 

up with the purposefulness of efficient functioning. It is such intentional 
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purposefulness that determines whether an efficient and effective organisation 

has in fact been set up and maintained. In separation, however, efficiency 

and effectiveness are meaningless, because both elements bring about optimal 

execution of the organising function only m joint operation. It follows that 

efficient and effective organising has as its objective, an efficient and ef­

fective organ1sat10n. In the case of an organisation the same principles hold 

good, since the efficiency of an organisation reinforces its effectiveness. 

It is necessary therefore that both efficiency and effectiveness should be 

present to bring about efficient and effective government action (Row lands 

1986 : 212). 

The data on efficiency and effectiveness confirm that both the human being 

and the objectives of an institution are central to the optimal realisation 

of the organising function and its product, namely the organisation. Inherent 

m human beings are their behaviour, actions and abihties, which in turn 

can influence the achiev ing of the optimal identification, definition and 

realisation of goals. It is here that the function of management comes to 

the fore, since it will depend mostly on management how the available re­

sources are put to optimal use to promote and maintain efficiency and ef­

fectiveness both internally and ext e rnally. Tiffin and McCormick (1966 : 

369) put this in perspective by stating: "One of the most persistent and per­

plexing problems in the management of organisations is that of achieving 

reasonably optimum use of the . talents of individuals m the organisation." 

5.4 Efficiency and Effectiveness : Some Important Factors 

In South African Public Administration the follow mg factors are generally 

considered to be of primary importance for efficiency and effectiveness 

in organising (Cloete 1981 : 89-98): 

identification of need; 

structure creation; 

determination of authority; 

preservation of unity of authority; 

span of control; 
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delegation; 

centralisation and decentralisation; 

control and supervision; 

flexibility; and 

co-ordination. 

Whenever efficiency and effectiveness as phenomena in the public sector 

are closely examined, the question of their measurability immediately arises. 

These phenomena are difficult to quantify and qualify in terms of effectuation 

of aims, since the public sector works mainly for such intangible objectives 

as 'the promotion of the general welfare' or 'the creation and maintenance 

of satisfactory urbanisation'. Moreover, goal-achievement in the public sector, 

in contrast to the private sector, cannot be judged by material profit but 

rather by general utility. These limitations do not absolve the public sector 

from the obligation to make a purposeful attempt to achieve efficiency 

and effectiveness. On the contrary, there are certain areas of government 

action that are particularly suited to it, including the organising function 

ar.d the organisation. 

5.5 Performance Measurement 

Performance measurement is a general term that covers any systematic 

attempt to learn how responsive a local government's services are to the 

needs of tile community and to the community's ability to pay. There is 

a variety of measurement techniques such as citizen surveys, work measure­

ment and trained observers. Many terms are used to describe measurement 

efforts, including effectiveness, efficiency, workload, productivity, cost­

effectiveness, cost-benefit analysis and programme evaluation (Epstein 1984 : 

2-3). 

It will be apparent that any endeavour to improve efficiency levels would 

be facilitated through the establishment of measurements of output for 

each of the functions performed by municipalities. In Milnerton this could 

be achieved by setting up a committee of councillors and/or officials in 

order to review the performance of each section of the Municipality's opera-
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tion, and rehable output measurements should be of considerable assistance 

in this regard. 

It is most unlikely that any meaningful comparison will be possible as between 

local authorities in regard to the costs of carrying out functions as there 

can be substantial differences in costs between local authorities because 

of, inter alia, the following reasons: 

different physical characteristics; 

differing dates of construction of capital projects; 

placement of responsib1ht1es m different departments; 

d1ffenng accounting policies - particularly regarding interest and 

redempt10n charges (Browne et al 1980 : Vol. 2, 45). 

The objective of providing statistics would therefore not assist meaningfully 

with inter local authority comparisons as too many adjustments (possibly 

arbitrary m nature) will have to t;e made to place the comparisons against 

a common background. This 1s not the inten t10n in this present work. 

However, it is extremely valuable for the Municipality to make use of its 

output statistics so that it can determine whether, relative to itself, it is 

improving in cost-effectiveness over a period of time. Such statist ics should 

make it easier for the senior management of the Municipality to budget 

for future operat ions and also to take policy decisions as to whether or 

not it is preferable to improve a particular aspect of its services rather 

than some other aspect, or alternatively~ to economise and possibly reduce 

levels of service in certain directions. This would occur where such levels 

are considered by the dec1s1on makers to be unnecessarily high relative to 

the cost incurred and the benefits obtained therefrom. The stat1st1cs will 

also be of considerable value in other areas such as, for example, the formula­

tion of tariffs. 
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Due to the nature of things, it is not always possible to establish units of 

output for all the services conducted by a municipality and in these cases 

other units of measurement can be applied, for example, the size o f t he 

municipal population. Furthermore, it is possible to give consideration to 

both finan<:: ial unit costs and also other ratios which may help to give a 

picture of the cost effectiveness of the local authority, for example: 

cost per head of populat ion 

admittances per head of population 

population per head of staff 

admittances per head of staff 

percentage losses in distribution 

load factor. 

(Browne et al 1980 : Vol. 2, 46) 

Per formance measurement should not be seen as an end in itself. If the 

performance information collected is not used then it is simply not worth 

the cost involved of collecting and reporting such information. Three possible 

uses for performance measurement re late to improved decision- making, 

improved service performance and improved public accountability. Perfor m­

ance measurement by itself will not improve the performance of the organisa­

tion. People make decisions to take act10ns to improve performance and 

measurement helps by providing- some mdicat1on of the possible results of 

an action before it is taken, or of the results of a decision before 1t is made. 

The elected representatives of a town counc il are elected primarily because 

of their voter recognition and confidence and not necessarily for their analy­

tical abilities . Elected representatives are accordingly not always considered 

a prime audience for performance measurement since they do not always 

have the time or ability to analyse detailed objective performance data, 

and their decisions are ultimately politica J. It 1s submitted, however, that, 

If carefully presented to elected represen tatives, performance reports can 

help them use their limited time more effe c tively. In many instances common 

sense must guide judgment, but judgment and common sense become much 

more reliable when guided by pertinent facts about service performance . 
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5.6 Motivation and Human Behaviour 

Efficiency and effectiveness in organisations comprise an internal objective 

by which efficiency and effectiveness in the provision of services can be 

attained as an external objective. The organisation should be oriented towards 

promoting internal efficiency and effectiveness so that the optimal realisa­

tion of external purposes and satisfaction of needs may be achieved. Efficien­

cy and effectiveness, both internal and external, depend mainly on particular 

human behaviour and actions as well as on the identification of real or true 

needs emanating from the society or community concerned. internal ef ficien­

cy and effectiveness require the co-operation and dedication of the people 

involved, and efficiency and effectiveness in turn directly depend on the 

correct identification and defm1tion of objectives (need-identification and 

policy-determination). There 1s an interdependence between internal and 

external efficiency and effectiveness and the organisation can be efficient 

and effective only if correct and realistic external goals are set. Conversely, 

the determination of correct objectives would be futile unless the optimal 

realisation of internal efficiency and effect iveness were achieved. 

The significant factors in this regard are those of motivation (internal effi­

ciency and effectiveness) and utility (external efficiency and effectiveness). 

By motivation is meant that dimension of action directly related to the 

nature of human behaviour. The - optimal use of members of staff and their 

talents are a prerequisite for internal efficiency and effectiveness. Tiffin 

and McCormick (1966 : 369) express this as follows: 

"This is a two-sided com in that to achieve this objective, two conditions 

must obtain. In the first place, the individual must be willing to apply his 

talents; he must be motivated. And, in the second place, the characteristics 

of the organisation (its structure, policies etc.) must be such as to encourage 

such mo tivation and to facilitate the efficient use of personnel in working 

towards its objectives." 

Human behaviour on the one hand depends directly on motivation and on 

the other is largely determined by the nature of the orgarnsation. Human 

behaviour anc action are also closely associated with a person's state of 

mind. Mi::·n tal condition 1s susceptible to inf luence, being largely conditioned 
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by one's needs. Thus it 1s inferred that it 1s possible to influence human 

behaviour either positively or negafr/ely. Indivtdual stimuli that may apply 

in this instance include the following (Tiffin and McCormick 1966 : 370-371): 

positive formal stimuli: financial reward, bonuses, promotion, responsi­

bility, trust and autonomy; 

negative formal stimuli: reprimands, warnings, disciplinary measures, 

demotion, withdrawal of responsibilities, and lowering of earnings; 

positive informal stimuli: friendliness, fairness, acceptance and respect; 

negative informal st imuli : mistrust, ganging-up, criticism, despotism 

and impersonality. 

These stimuli have a distinct influence on the behaviour of members of 

staff but the nature of formal organisations should not be left out of account . 

For example, a rigid structure of formal authority could in certain circumstan­

ces exert a negative internal mfluence on the will and spirit of its members . 

lt should be clear, therefore, that the motivat10n of an employee could play 

an important part in the endeavour for efficiency and effectiveness, both 

internally and externally. 

Efficiency and effectiveness, whether external or internal, are first and 

foremost the responsibility of the management of an authority. Material 

efficiency and effectiveness (e.g. cost-effectiveness and time saving) in 

an organisation, although important, have little value without motivation 

and utility (Row land 1986 : 215). 

5.7 Study Tour of the Major Cities : Findings 

The maJor C1t1es were identified as being Cape Town, Johannesburg, Durban, 

Pretoria and Port Elizabeth. A statement of objectives of the study tour 

1s attached as Appendix " A " and need not be reiterated here. However, 

the primary reason for undertaking the tour may be cited as the desire by 
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the author to meet with experienced practitioners in the field of municipal 

government and to derive some benefit from their practical experience. In 

this regard the tour was meaningful in that interviews based upon open-ended 

questions were granted to the author by several leading figures in each of 

the 'major Cities'. The purpose of these interviews was to seek information 

of a subjective nature in the form of attitudes, beliefs and opinions of the 

persons being interviewed. Further, an attempt was made rather to create 

an 1mpress1onistic picture of certain aspects of local government management 

and organisation structure as viewed from the perspective of sleeted pract1-

t1oners in local government, than to create data for quant1tat1ve analysis. 

Certain of the persons approached for interviews are among the leading figures 

m local government in South Africa and on this basis the author attached 

importance to their personal viewpoints on the subject being researched. 

In terms of design the interviews may be described as unstructured. AJJ persons 

interviewed were requested to identify and discuss, in the light of their per­

sonal experiences, the factors which they considered most likely to optimise 

efficiency and effectiveness in a municipal organisation. 

All discussions which took place during the interviews were recorded on tape. 

A list of the off1c1als with whom discussions were held for the purpose of 

this thesis is attached as Appendix " B ". Of particular import in the context 

of this present study is that a number of factors were identified which, in 

the views of those persons interviewed, are likely to contribute to the optimi­

sation of efficiency and effectiveness in a mun1Cipal organisation. These fac­

tors may be listed in general terms as foJJows: 

the recognition of the Town Clerk as a chief executive rather than 

a 'primus inter pares'; 

the need to establish a management group under the leadership of 

the Town Clerk the members of whom must assume responsibility 

for managing the affairs of the municipality as a whole, in addition 

to their individual departmental responsibilities; 

the ability to measure performance and in this regard the establish­

ment of a set of goals and objectives with appropriate performance 
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indicators m respect of each of the services provided by a munici­

pality; 

the need to establish a direct line of communication between the 

internal auditor and the chief execut ive; 

the need to offer, on a systematic basis, appropriate training for 

counc1 Jlors and officials; 

the need to establish a research facility and data bank to assist 

the senior management in its forward-planning task; 

the need to improve and adopt a corporate approach to the manage­

ment of a municipality with a view to promoting the co-ordination 

of the multifarious activities of the management operation and the 

meaningful allocation of resources in terms of priorities; 

the need to compile a manual of all policy statements; 

the need to formulate a capital development programme for the 

organisation. In this regard the period of three years, rather than 

five, was favoured; 

the need to adopt a remuneration policy which takes into account 

an evaluation of the post; the performance of the incumbent; the 

levels, patterns and trends in the employment market; and the ability 

of the organisation to pay. 

the need to establish clear Imes of communication from the top 

to the bottom of the organisation; 

the need as far as 1s reasonable for the maximum delegation of 

authority down to the lowest possible level m the organisation's 

hierarchy; 
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the need to adopt a matrix organisation wherever this 1s necessary 

to promote co-ordination of the organisation's act1v1t1es through 

structural integration; 

the need to establish a clear defm1t1on of respons1b1lity in respect 

of each of the posts in the organisation; 

the need to improve public awareness of the municipal operation 

and the problems 1t faces; 

the need for sound intergovernmental relations; and 

the need for sound intragovernmental relations. 

It is not deemed necessary to argue either for or against each of the above 

statements. These are merely the general conclusions drawn by the author 

on the basis of the views expressed by officials w 1th whom discussions have 

been held at each of the major Cities. Many of the officials interviewed, 

however, are among the leading personalities m South African municipal 

government and, as such, their viewpoints should not be ignored by the author 

when formulating a set of guidelines on organisation and management for 

the Municipality of Milnerton. The factors detailed above will accordingly 

be taken into account in Chapter Six which deals with the aforementioned 

'Code of Organisation and Management for the Municipality of Milnerton.' 

5.8 Factors Inhibiting the Optimization of Efficiency and Effectiveness 

in the Municipality of Milnerton 

It is submitted that any systematic attempt to formulate a set of guidelines 

upon which to review the organisation structure and process of management 

at Milnerton should take into account apparent weaknesses m the present 

organisation structure and management process. Following on the above 

emphasis on the human factor m organisations, 1t 1s further argued that, 

apart from the author's personal experience with the organisation, the views 

of twenty-two officials of the organisation, (refer Appendix " D ") including 
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officials in all of the key senior management pos1t1ons of the Municipality, 

represents a fair and reasonable basis upon which to base any such investiga­

tion concerning factors which appear to be inhibiting optimum eff1c1ency 

and effectiveness in the organisation. Being cognisant of the apparent weak­

nesses in the present structure of the Municipality an attempt will be made 

to formulate a set of guidelines upon which to base an alternative organisation 

structure and process of management. In doing so the author w Ill also draw 

upon the information presented in earlier Chapters of this thesis. 

The following description of apparent weaknesses or factors inhibiting optimal 

effectiveness and efficiency in the organisat10n 1s based upon the findings 

of the present author, resulting from discussions with twenty-two officials 

in the organisation, and also the author's personal experience with the organi­

sation. The information sought was of a sensitive nature and frank and open 

discussions were required and achieved. The interviews/discussions were 

accordingly conducted in an informal and relaxed manner and based upon open­

ended questions. The purpose of these interviews was to seek subjective 

information in the form of attitudes, beliefs and opinions of the persons 

being interviewed. The officials interviewed represent a total of some 242 

years working experience with the Municipality and as such the author consi­

ders the attitudes, beliefs and opinions of these persons, in regard to the 

subject being researched, to be significant in attempting to compile a set 

of guidelines on the management process and organisation structure of the 

Municipality. Further, an attempt was made rather to create an impressionistic 

picture of certain aspects of local government management and organisation 

structure as viewed from the perspective of selected off1c1als employed 

by the Municipality of Mdnerton, than to create data for quantitative analysis. 

In terms of design the interviews may be described as having been unstruc­

tured. 

All persons interviewed were requested to identify what they considered 

were factors presently inhibiting the optimisation of efficiency and effective­

ness in the Municipality of Milnerton. 

All discussions which took place during the interviews were recorded on 

tape. 
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It should be noted that much of the information divulged and attitudes 

expressed during these discussions were conveyed to the author because 

he was known to the officials concerned and because of his position with 

the Municipality. In these instances 1t 1s submitted that this same infor­

mation and expression of feelings would not have been forthcoming had these 

discussions been conducted with a person from outside of the organisation. 

The apparent weaknesses in the organisation structure and process of manage­

ment were identified and categorised as follows: 

Lack of Co-ordination 

In the present organisation structure the Town Clerk is not formally recog­

nised as the chief executive of the organisation and is in fact a head of 

a department. The incumbent acts as a 'primus inter pares' (first among 

equals). This contributes to an unco-ordinated approach to the management 

of the Municipality's activities since all three of the senior heads of depart­

ments (Town Clerk, Town Treasurer and Town Engineer) deal directly with 

the Council and its Committees. The Town Clerk, when called upon to take 

decisions of a corporate nature, is not seen to be totally unbiased in regard 

to how such decisions will impact upon his own department. The absence 

of a chief executive appears to be one of the major reasons for the present 

state of the organisation which is based on separate functional units (depart­

ments) in each of which there is a professional hierarchy headed by a depart­

mental head. Furthermore, the Town Clerk still retains full departmental 

responsib1Iit1es which inhibit his performance in regard to matters of broader 

issue since he is presently burdened with the day-to-day administrative duties 

of his department. 

There is no formal group of senior officials which accepts responsibility 

for the affairs of more than only their individual departments. There 1s 

a lack of co-ordination m regard to the organisation as a whole including 

at the level of the full Council but this aspect is dealt with below. 
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Sixteen of the officials interviewed expressed the view that there is a definite 

need to improve the co-ordination and integration of the organisation's act ivi­

ties. 

The Need for the Clear Definition of Responsibilities 

There appear to be instances of confusion in regard to the exac t responsibili­

ties attached to speci fie posts at different levels of the organisation but 

particularly amongst the employees on the lower salary grades. 

Receiving Instructions From More Than One Person 

This appears not to be a serious problem in that it does not happen frequently. 

However, there have been ins t ances when employees have received instruct­

ions from more than one super ior and this has caused confusion and indec ision 

when the instruct ions have been in conflict with each other . 

Too Much Power at the Top 

This view was expressed by officials at top and middle management levels 

and there would appear to be opportunities for improving efficiency through 

the greater delegation of decision-making powers to both top and middle 

management. It is felt that in many inst ances matters which should be decided 

by the officials are still being submitted to Council for decision. In these 

instances officials should be permitted to take such decisions within the 

parameters of broad policy guidelines. The present 'modus operandi' slows 

down the administrative process, generates paperwork and perhaps, most 

importantly, has a serious de motivating e ifec t on the offici als concerned 

and has prompted the question: "what are we here for?" It must be stressed 

that this demoti vating effec t on officials is not only appl icable in the Council­

officialdom relationship but also between the various levels of offic ialdom. 
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Inadequate Means of Communication 

All officia ls interviewed complained of the lack of communication withm 

the organisation. It will not serve any additional purpose at th is time to 

detail the instances of lack of communicat ion which were quoted. It is neces­

sary only to record that the problem is not only m regard to communication 

from top management to middle management but also in regard to communi­

cat ion upwards from the lower manage ment levels. 

Job Designat ions which are Applied Inconsistently and which do not Describe 

the True Nat ure of the Position 

It is apparent that since the establishment of the Munic ipality in 1955 the 

organisation has grown with the demands of the community. New posts have 

been created over the years and job designations allocated on an 'ad hoc' 

basis. However, from time to time although the responsibilities attached 

to various pos1 t1ons have changed, whilst the job designations in many instan­

ces have not . In respect of many of the posts at Mdnerton the job des1gna­

t1ons are not meaningful and do not describe correctly the true nature of 

the job to which they relate . Furthermore, certain of the job designations 

are applied inconsistently m that specific 'titles', for example that of 'Di­

rector', are used to describe posts which are on ddferent !eve ls in the organi­

sational hierarchy. 

Excessive Length of the Chain of Command. 

There are instances in the organisational arrangements of the Munic ipality 

where the chain of command appears to be longer than necessary. The 111a­

jority of the employees interviewed favoured a 'flat' structure rather than 

a 'tall' one. 
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_!_~:!adequate Means of Measuring Performance. 

The Counc1 t has no formal syst em for deciding priori ties and no measures 

of effective ness exist whereby proposals can be assessed m terms of their 

contribution to an outstanding need. Objectives are not clearly defined for 

any of the serv ices and there are no reltable measures of eff1c1enc y and 

effe ctiveness. It 1s quite clear t hat there 1s a need to establish a means 

whereby performance might be measured. At the time of this research there 

1s a disunct lack of information upon which managers are able to establtsh 

whether a spec1 fie service 1s being carried out m an efficient and effective 

manner. In regard to measuring performances of individual emp loyees thts 

also presented cause for concern. In fa c t, in regard to the basis upon which 

merit increments are awarded, this 1s very much a 'hit-or-miss' affair and 

results, n 1s submitted, m a very unfair basis for awarding merit increases 

in remuneration . A strong case can accordingly be made out for definite 

guide lines ir. regard to the matter of awarding merit increases. 

lne ffect 1·,er,,2::.s o f 'Heads of D~art~ents' Meetings 

Whilst it 1s generally felt that these so-called 'Heads of Departments' rneet­

mgs are necessary for some offtc1als to 'keep in touch', it is submnt ed that 

more benefit could be derived from these meetings if they were conducted 

on a more structured basis and not merely for general information swopping 

as 1s the case at present. 

Councillors 

Officials interviewed were prepared to discuss the performance of the Council 

and indeed were quite outspoken in this regard. On ethical grnunds the present 

author is not prepa red to document in any detai 1 the findings on this subject . 

However, the performance of any munic1paltty's council will impact significant­

ly upon the efficiency and effectiveness of the municipal organisation con­

cerned. For this reason the author cannot ignore the results of the various 

d1scuss1ons held on the matter . However, it wt!! sufftce to deal wtth this 
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aspect in general terms only. Based upon the views expressed by the off1c1als 

interviewed, the following conclusions can be drawn: 

Firstly, the majority of the present Councillors of the Milnerton Municipality 

appear to lac k understandmg of the municipal organisation and its complex1-

t1es. The feeling was expressed by most officials interviewed that this was 

not too serious in itself. However, it becomes a source of concern when 

the advice of senior officia ls 1s ignored when decisions are taken which impact 

directly upon the funct10ntng of the organisation and its members. Instances 

were quoted when such decisions had resulted in a negative impact upon 

the efficiency and effectiveness of the Mun1c1pahty. 

Secondly, the majority of the present Councillors of the Municipality appear 

to lack the necessary understanding of the system of local government m 

general. 

Thirdly, following upon the redelimitation of the municipal area into five 

wards and the concomitant appointment of two addi t1onal councillors, the 

Council 1s split into two distinct 'camps' and a considerable amount of in­

fightmg 1s in evidence. This is mentioned because the resultant effect upon 

offic ialdom has been considerable in terms of its negative impact upon morale 

and motivation with apparent adverse repercussions on the organisation's 

levels of efficiency and effectiveness. 

Fourthly, inconsistent decision-making of the Council has been evident in 

certain instances in the past and has caused some embarrassment when those 

decis10ns have had to be explained to members of the public. 

Fifthly, there is a tendency for certam councillors to be parochial in their 

approach to the business of the Mumcipality. A councillor's first responsibi­

lity is to the entire MunICipality of Milnerton and not to a specific ward. 

The Committee System 

The system as at June 1985 provided for four standmg committees. All eight 

councillors served on each of the four commit tees. The Town P lannmg Com­

mittee enjoyed full delegated powers and 1s in fact the only committee to 
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have had powers delegated to it. All decisions in respect of the three other 

committees are submitted to the Council (comprising the same eight coun­

cillors) for approval. Administrative action required in respect of the decisions 

taken by these Committees is needlessly delayed until after the Council 

meeting. The appointment of four committees instead of three is also ques­

tioned on the basis that the combined workload of the 'Public Health and 

Amenities Committee' and the 'Utilities Committee' does not warrant two 

separate committees. 

Controlling Legislation 

Several examples were quoted where controlling legislation either slowed 

down the administrative process or precluded a specific course of action. 

In addlt10n, most officials referred to the legislation concerning the controls 

imposed upon the remuneration of the town clerk which in turn limited the 

salaries of other officials. The question of control over the salaries of munici­

pal officials in this manner was criticised by all officials interviewed and 

may safely be cited as one of the most serious demotiva ting factors amongst 

the senior officials of the organisation. 

Work Responsibilities not Commensurate with Level in the Organisation. 

The v1ew was expressed that certain senior officials were not involved in 

work commensurate with their position in the organisat ion 's management 

hierarchy. In these instances the officials concerned were too involved with 

the relevant de tailed workings and tended to neglect their management 

responsibilities in the broader perspective. 

Unfavourable Press Coverage 

Of concern to most of the senior officials inte :-viewed was the fact that 

recent press coverage of the Municipality had in certain instances been unfa­

vourable and it was felt that this had had a negative effect on the staff 
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in general. ("We are being made to look silly"). The general feeling was 

that positive steps should be taken to improve relations with the press with 

a view to establishing a more understanding relationship with members of 

the press. This should encourage the various media to afford the Municipality 

an opportunity to comment on various matters before these are published. 

5.9 General Observations 

It is necessary to record that each of the above viewpoints was expressed 

by at least twelve of the officials included in the sample group. With a few 

exceptions the views were advanced without any form of solicitation. The 

aut hor is firmly of the opinion, therefore, that each of the above factors 

warrants prompt and careful consideration by the management of the Munici­

pality. These factors will be taken into account in Chapter S1x which deals 

with the preparation of a set of guidelines in regard to the formulation of 

an orgarnsat10n structure and process of management for the Municipality. 

lt is acknowledged that it is not enough for any such set of guidelines to 

recognise only the weaknesses in the organisation as it exists a t present. 

These guidehnes must, of necesstty, also take cognisance of the present 

strong or favourable aspects of the organisat10n such as the ready accessibility 

of sernor officials, the spirit of camaraderie which exists amongst officials, 

etc. Any a lternative proposals must retain the favourable aspects of the 

present organisation structure and management proc ess. The approach of 

the author is to accept as a starting point the assumption that the Munici­

pali ty is reasonably effective in serving the needs of the community but 

to acknowledge that there are apparently aspects of the organisation structure 

and management process requiring attention. 

j.tO Concluding Comments 

In this Chapter the phenomena of efficiency and effectiveness in the munici­

pal organisation were considered. ,An attempt was made to identify factors 

which, m the view of some of the most expertenced municipal practttioners 

in South Africa, are likely to promote the optimization of efficiency and 
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effectiveness in municipal organisations. Human endeavour was identified 

as an important part of both the efficiency and effectiveness aspects of 

an organisation. Any attempt to improve the organisation structure and man­

agement process of an organisation must therefore take cognisance of the 

human element. Any review of the related situation at the MLlnerton Munici­

pality must, inter alia, take into account factors which are inhibiting the 

levels of efficiency and effectiveness of the Municipali ty at present. Because 

of the importance of the human factor an attempt was made to identify 

current weaknesses in the organisation through discussions with key personnel 

at the Municipality. The results of those discussions were presented in the 

latter part of this Chapter and for the first time in this thesis the discussion 

1s now becoming specific to the situation appertaining to the Municipality 

of Milnerton. In adopting a systematic approach to the formulat ion of the 

organisation structure and process of management for the Municipality cog­

nisance will be taken of these apparent weaknesses with a view to obviating 

these in any future proposa ls. 
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CHAPTER SIX 

DEVELOPMENT OF A 'CODE OF ORGANISATION AND MANAGEMENT 

FOR THE MUNICIPALITY OF MILNERTON' 

6.1 Introduction 

In this Chapter an attempt is made to formulate a 'Code of Organisation 

and Management for t he Municipality of Milnerton'. This Code will suggest 

guidelines for the formulation of an organisation structure and process of 

management for the Municipality. The Code accepts as given the system 

of local government in South Africa and accordingly purports to offer guide­

lines on the organisation structure and management process within the para­

meters in which the municipal organisation must operate at present. 

The methodology has been to research data and information relevant to 

the purpose of this thesis and covering the following: 

the nature and some characteristics of the municipal organisation 

in the South African governmental structure; 

principles and theory of organisation and management m general; 

a corporate approach to the management of a municipality; 

a 'management by objectives' approach m municipal government; 

efficiency and effectiveness in municipalities; 

factors inhibiting optimal efficiency and effectiveness m the Munici­

pality of Milnerton; and 

factors likely to promote efficiency and effectiveness m the municipal 

operation. 
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The information referred to above has been presented m Chapters One to 

Five of this thesis. This information was then analysed by the author with 

a view to establishing a set of guidelines in terms of which the organisation 

structure and management process of the Milnerton Municipality might be 

evaluated and, if considered necessary, alternatives proposed, with a view 

to improving the organisation's efficiency and effectiveness. It is not con­

sidered necessary or appropriate m this Chapter to detail supportive commen­

tary in respect of each of these guidelines· since this would serve only to 

repeat what is already adequately documented in the various reference works 

quoted in ear lier Chapters of this thesis. However, the practical application 

of certain of the guidelines formulated in this present Chapter will be con­

sidered in the case study presented in Chapter Seven and it is accordingly 

submitted that additional comment on these guidelines would be more meaning­

ful at that stage and in the specific context of the municipal operation in 

Milnerton. 

6.2 Formulation of a Set of Organisation and Management Guidelines 

Introductory Note 

It has never been and never w 111 be the task of theory and science to pre­

scribe what should be done. Theory and science are intended as a search 

for fundamental relationships, for basic techniques, and for organisation 

of available know ledge - all, 1 t 1s hoped, based on clear concepts. How these 

are applied in practice depends on the s1tuat10n. Effective management 

is always contingency, or situational, management. The very concept of 

management involving the design of an environment in which people working 

together in groups can accomplish objectives implies this. Design presumes 

application of know ledge to a practical problem for the purpose of coming 

up with the best possible results for that situat10n. But this does not mean 

that the practising manager cannot gain from know mg the concepts, funda­

mentals, principles, theory and techniques of management. This 1s in fact 

what managing and management are all about - the application of know ledge 

to realities, in order to attain desired results (Koontz & O'Donnell 1976 

: 23). 
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It is clear, therefore, that the 'Code', to be meaningful, should not rest 

entirely on a theoretical basis nor 1s this the case. Rather, an attempt has 

been made to incorporate into the 'Code' the insight derived by the author 

on the basis of his prac tical experience with the Mun1c1pal!ty and a lso that 

of the many off1c1als in local government from both w 1thin and outside of 

the Munic1pal!ty, who were interviewed by the author. This approach was 

adopted m an endeavour to achieve a set of guidelines which might accommo­

date theory and practice m the context of the real1t1es of the s1tuat1on 

appertaining to MJ!nerton Municipality. The various statements or guidelines 

contained in the 'Code of Organisation and Management for the Municipality 

of MJ!nerton' are substantiated in each instance by one or a combination 

of the following: 

theory and principles of management and organisation; 

empirical evidence; 

the recommendations of Special Committees of Enquiry or Working 

Groups; 

the recommendations/viewpoints on management and organisation 

of several leading figures in municipal government m South Africa. 

Certain of the statements m the Code w 11! have no value m themselves, 

but find their validity as guides to effective pract ice. It is in this sense 

that the 'Code' has been formulated. Certain of the principles have stood 

the test of critical review as well as of check against practical situations. 

The real significance of the 'Code', it is submitted, can only be effectively 

portrayed m the study of "management in action" when the soundness or 

otherwise of the "framework" of the management process 1s revealed by 

its contribution to the practical working of that process. To illustrate this 

in text would necessitate a series of detailed studies going far beyond the 

specific purpose of this present study. Nevertheless, in Chapter Seven an 

attempt is made to show, in part, how the 'Code' might be applied in the 

context of the Milnerton Municipality. 
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"CODE OF ORGANISATION AND MANAGEMENT 

FOR THE MUNICIPALITY OF MILNERTON 

Definitions 

'Municipality' means the Muntcipahty of Milnerton. 

'Counc!I' means the MJ!nerton Town Council. 

'Management' refers to a distinct process consisting of planning, organising, 

actuating and controlling, performed to determine and accomphsh stated 

objectives by the use of human beings and other resources. 

'Organisation' is one aspect of the planning element of management and 

is concerned with the determination and specification of appropriate opera­

tional and functional responsibilities and the relationships emerging therefrom. 

'Organisation structure' refers to the framework within which and by means 

of which the process of management can be carried out in an efficient and 

effective manner and mainly determines the way m which management can 

act to: 

provide guidance and direction of the undertaking; 

supervise the daily operations of the undertaking; 

handle the problems that occur m the normal course of events; 

make adjustments to the undertaking to ensure that it can fulfill 

its functions m the best possible way and thus secure its continued 

existence. 
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Purpose of the Code 

To o ffer guidance for the formu lat ion of an efficient and effective organisa­

t10n struc ture and management process for the Municipalit y in the light 

of ce rtain of t he concepts, fu ndame nta ls, princi ples, theory and tec hniques 

of management and after taking into account the s1 tuat1onal cons1derat1ons 

as 1dentif1ed through interv1ews/d1sc uss1ons with selected officials of the 

Municipality and on the basis of empmcal evidence. 

General 

1. All of the approaches to organisation and to management contain 

important truths. Each 1s based on assumptions that are sometimes 

relevant. Each suggests structural arrangements worthy of considera­

tion. The management of an organisation should consider all the 

approaches and fit them to their needs. This 1s preferable to con­

cluding that a one-sided attack on any problem 1s adequate. A modern 

synthesis is needed to pull together ideas from all the approaches. 

Such a synthesis would start with the recognition that each approach 

1s a matter of degree. There are degrees of formalism, from the 

plannrng of each minor act1v1ty to the complete absence of formal 

planning. There are degrees of direction, frqm absolutism to the 

complete d1spers10n of authority. There are degrees in the application 

of line, staff and functional organisation. Different principles of 

organisation have different degrees of importance. The Municipality 

contains elements of all of the approaches. The problem of planning 

or replanning an organisation 1s one of finding the balance appropriate 

to the circumstances - a balance to fit the objective and make opti­

mum use of the available resources. 

Comment: This statement is based upon the findings of the author 

resultant from the research undertaken for this thesis and as sum­

marised on pages 51-53(a)of this thesis. 
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2. The 'Code of Conduct for Local Authorities prepared by a Committee 

appointed by the Admm1strator-m-Execut1ve Committee of Natal 

1s reproduced as Appendix "E". The code summarises succinctly the 

roles which councillors, off1c1als and members of the publtc should 

fulfill and offers sound gu1dehnes m these matters . 

Comment: Refer Appendix "E" of this thesis. This statement 

1s offered in an attempt to provide solutions to the problems 1dentif1e'd 

under the heading of 'Councillors' on pages 109 - 110 of this thesis. 

3. A systematic approach to the tramrng and 1nduct10n of councillors 

should be adopted. 

Comment: This statement 1s rncluded as a logical response to 

certarn of the problem areas identified under the heading of 'Council­

lors' on pages 109 - 110 and 135 (2nd paragraph) of this thesis. 

Structure 

4. Structural innovations in the Municipality should take cognisance 

of the need to bring about an equivalent and complementary change 

in the organisation's value system and hence its culture. 

Comment: Re fer to pages 182 - 186 of this thesis. 

5. The Council's Committee System should be based upon a structure 

of three committees, berng the Town Plannrng Committee, the 

Finance, Personnel and General Purposes Committee, and the Commu­

nity Services and Works Committee. All ten members of Council 

should serve on each of these committees and all three committees 

should enjoy full delegated powers as far as this is permitted by 

leg1slat10n and w 1th the proviso that where a dec1s1on does not carry 

the support of at least six members, such matters be referred to 

Council for approval. 
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Comment: This statement is offered as a response to the problems 

1dentd1ed under the heading of 'The Comm ittee System' on pages 

110 - I 11 of this thesis and takes due cognisance of al l relevant 

fac tors suc h as, for example, the t ime available to counctl lors for 

the attendance of meet ings; nature o f subjec t matter being disc ussed; 

workloads of the various committees and adm1n1strat1ve considera­

tions (preparation of agendas, quantit y of paper required, prompt 

action on resolutions taken, etc.). Furthermore, this system would 

ensure that all councillors are afforded the opportunity to participate 

in the formulation of policy and the development of services as 

opposed to the s1tuat1on whereby a great deal of power 1s vested 

in a few councillors. 

6. Specialised know ledge and contribution by councillors should be en­

gendered through the appointment of 'ad hoc' committees for specific 

purposes. 

Comment: 

this thesis. 

Refer t o pages 64 (last paragraph) through to 65 of 

7. There should be one chief executive in the organisation who is freed 

from direct departmental responsib1lit1es and who should be respon­

sible for carrying out the policy of the Council . He should have 

complete authority to take any action consistent with the policy 

he is implementing. 

Comment: Refer to pages 32 ( 3rd paragraph); 35 ( 3rd 

paragraph); 59 (2nd paragraph); 60; 67 (first paragraph); 103 (4th 

paragraph); and 135 (Section 7 .5) of this thesis. 

8. When the size of the organisat10n necessitates the subd1v1sion of 

executive and supervisory respons1biht1es, the most useful division 

is into specific primary groups determined by spec1alisat1on of key 

operating functions or as expressed m the goals and objectives of 

each such group. 
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Comment: By a "primary group" 1s meant no more than an attempt 

to reach groupings of major related activ1tes, in keeping with the 

total pattern of operation and of management in the Munic1pal!ty . 

This statement 1s a simple practical precept based 1n1t1ally on the 

recognition of the complex1 ty of the tasks having to be undertaken 

w 1 th!n management and on the known 11 m1 tat10ns of the human being, 

whatever the individual level of competence. Refer to page 32 (pen­

ultimate paragraph) of this thesis. 

9. The necessary units of act1v1ty involved in the object of the organisa­

tion should be analysed, sub-di vi ded and arranged in logical groups 

in such a way as to secure by specialisation the greatest results 

from individual and combined effort. In this regard 1t is necessary 

to determine and establish as separate entities the smallest number 

of dissimilar functions into which the work of the organisation may 

reasonably be divided. It is acknow ]edged, however, that an entirely 

logical grouping of act1v1ties in respect of ind1v1dual posts will not 

always achieve optimal efficiency and effectiveness in a municipality 

the size of Milnerton and in this regard a degree of flexibility must 

be allowed. This means that an employee may be called upon to 

assume responsibility for a duty which does not bear a logical relation 

to the main body of duties assigned to his or her post. 

Comment: Refer to pages .33 ( 6th paragraph) and 37 (3rd paragraph) 

of this thesis 

l O. The apportionment of strength among the various departments of 

the Municipality should be kept in balance. 

Comment: Refer to pages 34 ( 4th paragraph) and 37 (penultimate 

paragraph) of this thesis. 

11. The organisation structure should contain the least possible number 

of management levels, and forge the shortest possible chain of com­

mand. 
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Comment: This guide line is offered as a response to the problem 

identified under the heading of 'Excessive Length of the Chain of 

Command' on page l 08 of this thesis. 

12. The span of management control of a superior should be limited 

to a maximum of six executive or supervisory subordinates if their 

activities are interrelated. The right of frequent access should be 

granted by the supervisor to those 1mmed1ately responsible to him. 

Comment: There 1s a hm it in each managerial pos1t1on to the 

number of persons an individual can effectively manage, but the 

exact number in each case will vary in accordance with the effect 

of under lying variables and their impact on the time requirements 

of effective managing (Koontz and O'Donnell 1976 : 297). Taking 

into account all relevant aspects of the situation in Milnerton and 

based upon the viewpoints expressed by senior managers in the organi­

sation, it 1s proposed that in the MJlnerton situation the maximum 

number in this instance be limited to six. Refer also to page 34 

( 3rd paragraph) and Section 2.5 of this thesis. 

13. Co-ordination should be specified wherever possible in the framework 

of organisation and the need for co-ordination should be reviewed 

constantly. In this regard the matrix organisation should be employed 

with a view to promoting effective teamwork whenever the co-opera­

tion of different functions and skills are required so as to facilitate 

the economic use of the abilities and specialist skills of staff and 

management. 

Comment: Refer to pages 31 - 32; 58 (1st and 2nd paragraphs); 70; 

72 - 73 (Sect10n 3.6); 104 (5th paragraph); 105 Ost paragraph) and 106(a) 

(under the heading of 'Lack of Co-ordination) of this thesis. 

14. The superior co-ordinating authority must rest somewhere and in 

some form in the orgarnsation and there should be a process, formal 

in character, through which this co-ordinating authority operates 
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from the top throughout the entire structure of the organised body. 

The communications problem 1s an important cons1derat1on m formula­

ting an organisation structure and channels of commun1cat1on should 

provide for intermediate levels of lateral and similar contact, without 

recourse to going up and down the vertical levels. 

Comment: Refer to pages 34 (8th paragraph); 37 (6th paragraph); 

40 (3rd paragraph); 58 (2nd paragraph); 59 (2nd paragraph); 103 (5th 

paragraph); 104 ( 91h paragraph); 106(a) (in response to the problems 

dealt with under the heading of 'Lack of Co-ordmat10n') and 108 

(m response to the problem 1dentJf1ed under the heading of 'Inadequate 

Means of Communication') of this thesis. 

15. The organisation structure must be directed towards achievmg the 

corporate aims of the Municipality and the specific objectives of 

the various functional units. 

Comment: Refer to pages 63 (1st paragraph); 68 and 104 ( 5th 

paragraph) of this thesis. 

16. Every part of the organisation should be the expression of the purpose 

of the organisation or it 1s meaningless and therefore redundant. 

Comment: Refer to page 68 of this thesis. 

17. The organisation should ensure that the public can easily identify 

those responsible for the Council's policies; it should provide intell1g1-

ble government. Amongst the paid officials the organisation should 

provide for clear leadership by a team of officials rather than a 

loose associat10n of specialists joining together when circumstances 

dictate and their mclmations allow. 

Comment: Refer to page l 05 (3rd paragraph) of this thesis. 
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18. The organisation must be sens1t1ve to the needs of the c1t1zen and 

there should be clear faci11 t1es for grievances to be heard. Members 

of the public should have, and should be conscious that they have, 

avenues of appeal and c !ear Jy defined sources of information. The 

private rnd1v1 dua l should not feel that his only contacts w 1th the 

local authonty are at election time, when his rate demand arrives, 

or when he needs to use the local authori ty 's services. 

Comment: Refer to pages 105 (3rd paragraph) and 175 (section 

7 .16) of this thesis. 

19. Organisational rev iew and re-organisat ion should be recognised as 

a contmuous process and specific prov1s1on should be made for it. 

The organisation should be flexible enough to adapt to changes m 

circumstances. 

Comment: Refer to pages 33 (2nd paragraph) and 34 ( 5th paragraph) 

of this thesis. 

Authority, Responsibility and Accountability 

20. The definition of respons1b1hties and relat1onsh1ps forming an organi­

sation structure should provide a clear line of formal authonty 

running from the top to the bottom of the Council's organisation. 

Comment: Refer to pages 33 ( 8th paragraph) and l 07 (under 

the heading 'The Need for the Clear Defmition of Responsib1hties 1
) 

of this thesis. 

21. The content of each position m the Muninpahty, includmg the duties 

mvolved, the authority and respons1b1hty contemplated, and the 

relationships with other positions, should be clearly defined in writing 

and published to all concerned. Such duties, authonty and respons1-

bil1ty should be commensurate w 1th the level which the relevant 

post occupies in the organ1sat1on's hierarchy. 
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Comment: Refer to pages 31 (6th paragraph) and 34 ( 1st paragraph) 

of this thesis. 

22. The defm1t1on of respons1bihties 1mpl1es corresponding authority. 

Delegation of duties imphes a delegation of authority commensurate 

with these duties. Formal authority and respons1b!11ty must be co­

terminous, co-equal and defined. 

Comment: Refer to pages 32 (8th paragraph) and 34 (2nd paragraph) 

of this thesis. 

23. As a general rule no person should receive orders from more than 

one superior but when through necessity of circumstance this 1s 

just1 f1ed, then the immediate superior should be apprised of the 

situation at the earhest opportunity. This authority relationship 

should not be departed from unless superiors have authorised their 

subordinates to communicate directly across authority lines m the 

case of authorised functional spec1ahsts. 

Comment: Refer to pages 36 ( 2nd and 3rd paragraphs); 39 (6th 

and 7th paragraphs); 42 (4th paragraph) and 107 (under the heading 

of 'Receiving Instructions from More than One Person') of this thesis. 

24. The respons1b1hty of each executive should be explained m general 

terms to all salaried employees. 

Comment: Refer pages 34 ( 1st paragraph) and 107 (under the 

heading of 'The Need for the Clear Definition of Respons1b1hties') 

of this thesis. 

25. The integration of functional (specialist) sect10ns must take place 

m such a way as not to impair the clear Imes of responsibility and 

command. 

Comment: Refer to pages 35 (final paragraph); 36 (1st paragraph) 

and 105 (2nd paragraph) of this thesis. 
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26. The functional authority of all those carrying respons1bil1ty for 

special functions should be c !ear Jy explained to ever yone m the 

organisation. 

Comment: Refer to pages 35 ( 6th paragraph) and l 05 (2nd 

paragraph) of this thesis. 

27. When the increasing size of the organisation or any other factors 

threatens to impair the effectiveness and ef f1c1ency of management 

through the over loading of executive and supervisory members, 

appropriate prov1s1on must be made for the delegation of responsibil!­

t1es to the lower levels in the direct line or to the specialist mem­

bers; appropriate provision must then also be made to ensure conti­

nuous effective co-ordination. 

Comment: Refer pages 31 (8th paragraph); 32 { 4th paragraph); 

10 4 (10th paragraph) and 107 (under the heading of 'Too Much Power 

at the Top')of this thesis. 

28. Decisions that recur frequently should, wherever possible, be reduced 

to a routine and delegated to subordinates provided that the number 

of stages of delegation are as few as practicable. 

Comment: Refer to pages 104 (10th paragraph) and 107 (under 

the heading of 'Too Much Power at the Top') of this thesis . 

29. The d1v1s10n of functions and respons1bd1t1es between councillors 

and officials should be as follows: 

(a) Ultimate direction and control of the affairs of the authori­

ty to lie with the Council; 

(b) Councillors take the key dec1s1ons on the objectives of 

the authority and on the plans to attain them; 
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(c) The councillors should review, periodically, progress and 

the performance of the services; 

(d) The officials provide the necessary staff work and advice 

so that councillors may set the objectives and take dec1s1ons 

on the means of attaining them; 

(e) The officials are responsible for the day-to-day admm1stra­

t1on of services; 

(f) The officials should be responsible for ident1 fymg and 

isolating particular problems which, In their view and 

from their understanding of the minds of the councillors, 

have such implications that the councillors must consider 

and decide thereon. 

Comment: Refer to Appendix "E" as well as to pages 65, 

66 and 166-167 of this thesis. 

Personnel 

30. Remuneration of personnel should be fair and reasonable to both 

employer and employee consistent w 1th cond1t10ns over which the 

employer has control. The remuneration structure should accordingly 

take into account an evaluation of the post, the performance of 

the incumbent, the levels, patterns and trends m the employment 

market, and the ability of the organisation to pay. 

Comment: Refer to pages 40 {1st paragraph); 104 ( 8th paragraph) 

and 176 of this thesis. 

31. The grading structure of the organisation should be rational!sed 

m that 1t should provide for meaningful and standardised job designa­

tions and the least number of levels m the h1erarch1cal structure. 
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Comment: Refer to page 108 (under the head ing of 'Job Des1gna-

t 1ons which are App lied Inconsistently and wh ich do not describe 

the Nature of the Pos1t1on 1
) of this t hes is . 

32. A systematic approach t o t he training a nd in duction of off 1c1 al s 

should be adopted. 

Comment: Refer 10 pages l 04 ( 3rd paragraph) and l 09 - 11 O 

(under the heading of 'Councillors') of 1h1s thesis. 

33. In dea ling wi t h people t he management should take account of the ir 

desire for equity and equalit y of treatment. A combinat ion of kindl i­

ness and justice w!ll el1c1t loyalt y and devot ion. 

Comment: 

Refer to pages 40 (5th paragraph) and 101 - 102 of this thesis. 

34. The form of the organisation should be such as to secure from each 

ind1v1dual the maximum m1t1at1ve of which he 1s capable within 

the limits imposed by respect for authority and d1sc1pline. 

Comment: Refer to pages 40 (7th paragraph) and 104 (10th para-

graph) of this thesis. 

35. The training and testing of future managers must be made possible 

by the organ1sat1on structure. A ladder of pos1t1on of increasing 

respons1b!l1ty and authority should be provided so as to attain perpe­

tual succession. 

Comment: Refer to pages 37 (9th paragraph) and l 04 ( 3rd 

paragraph) of this thesis. 

36. The interests of any one employee or group of employees should 

not prevail over the interest of t he entire organisation. Every part 

of the Mun1c1pal1ty should be an expression of the purpose of the 

ent ire organisation. 
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Comment: Re fer to pages 39 ( f ina I paragraph) and l 04 (5th 

paragraph) of this thesis. 

Planning and Control 

37. Prov1s1on must be made for proper planning and independent control 

systems supported by adequate information and commun1cat10n 

systems. In this regard the capabd1t1es of the electronic computer 

should be exped1t10usly explored on a cont inuou s basis w 1th a view 

to its opt imal utilisation in the prov1s1on of management information. 

Comment: Refer to pages 31 ( l st paragraph); l 04 (4th para­

graph); 104 (7tn paragraph) and 173-174 (section 7.15) of this thesis. 

38. It is necessary to appraise on a regular basis the management infor­

mation systems and to adapt these constantly with due regard, 

firstly, to the information needs of the organisation for effective 

dec1s10nmaking and, secondly, the automatic feedback of manage­

ment - orientated data geared to productivity control. 

Comment: Refer to pages 31 ( 2nd paragraph); l 04 ( 4th 

paragraph) and 173-174 (section 7.15) of this thesis. 

39. The determination of norms or standards for the provision of services 

can make a meaningful contribution to the formulation of policy 

objectives and the application of measures aimed at higher product1v1-

ty . 

Comment: Refer to pages 86 - 88 (section 4.7) and 103 (final 

paragraph) of this thesis. 

40. Management should attempt to identify goals and objectives in re­

spect of the total organisation and m respect of each of the major 

functional units w 1thin the organisation. A conscious effort should 

be made to introduce measures whereby the performance of the 

organisation might be measured. 
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Comment: Refer to pages 77 (section 4.3); 82 - 83, 90 - 91 (section 

4.9); 98 - l 00 (section 5.5); l 03 ( 6t h paragraph) and l 09 (under the 

heading of 'Inadequate Means of Measuring Performance') of this 

thesis. 

41. Recognition and support should be given to the application of organ1sa­

t10n and work study principles. 

Comment: Refer to page l 09 (this guideline is in part response 

to the problem identified under the heading of 'Inadequate Means 

of Measuring Performance'). 

42. All data and reports used for purposes of control should be m terms 

of the organisation structure. No person's effort should be expressed 

m terms of any data which he 1s not in a position to influence. 

Comment: Refer to page 31 ( 1st paragraph) of this thesis. 

43. The organisation structure should be sound in terms of internal 

check and internal control systems. 

Comment: Refer to page 46 (4th paragraph) of this thesis. 

44. Control must be independent to be effective. 

Comment: Refer to page 46 (4th paragraph) of this thesis. 

45. It should be recognised that certain services provided by the Munici­

pality could possibly be provided to the community more advanta­

geously by private enterprise and dec1s1ons m this regard should 

be based on the application of cost-benefit principles pertaining 

to the current and projected circumstances m each mstance." 

Comment: 

thesis. 

Refer to pages 181 - 182 (under section 7 .19) of this 
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6.3 Concluding Comments 

Commentary on the statements included in the 'Code of Organisation and 

Management' 1s contained m the ear her Chapters of this thesis and m the 

many reference works quoted. It 1s submitted that further comment at 

this point would therefore not serve any add1t1onal purpose. However, when 

the various prov1s1ons of the Code are applied in the case study which is 

presented m Chapter Seven, add1t1onal general commentary will be offered 

together with comments specific to the application of the various guide­

lines contained m the Code in the context of the Municipality of Mdnerton. 

It 1s furthermore noted that the proposed 'Code' should be reviewed on 

a regular basis and adapted where necessary when this 1s warranted through 

related changes to the situation in Mllnerton. 
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CHAPTER SEVEN 

CASE STUDY : AN INVESTIGATION AND EVALUATION OF THE 

ORGANISATION STRUCTURE AND PROCESS OF MANAGEMENT 

OF THE MUNICIPALITY OF MILNERTON AS AT JUNE 1985 

7 .1 Introduction 

The purpose of this Chapter is to present a case study which exammes the 

organisation structure and process of management in respect of the top 

and senior management structure of the Municipality. The actual structural 

levels included in this instance will, therefore, embrace the Council and 

its Committees, as well as all officials on the first five levels of the organisa­

tion's hierarchy. In addition, specific reference will be made to certain of 

the posts presently accommodated on lower levels of the hierarchical struc­

ture of the organisation when this is necessary to support a particular argu­

ment. 

The methodology used is to describe the present structure and process of 

management of the Municipality and to consider and evaluate these in terms 

of the Code as formulated in Chapter Six. It should be stressed that in a 

work of this nature it is neither necessary nor practical, nor is it the inten­

tion, to make detailed submissions in respect of each of the statements 

contained in the Code. The intention, as has been stated ear lier, is merely 

to provoke thought on possible alternatives to the present arrangements 

at Milnerton. In certain instances, however, it will be necessary to elaborate 

on statements contained in the Code. The approach adopted will be to deal 

m detail, therefore, only with certain aspects of the Code which, in the 

view of the author, warrant specific mention to achieve the purpose of this 

thesis and add meaning thereto. At the outset certain salient features of 

the Municipality (forming the subject of this case study) are described. 
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7.2 Description of the Municipality of Milnerton 

Milnerton is a progressive, modern town, forming part of the Cape Peninsula 

metropolitan complex, situated along the Atlantic coast, 8 km from Cape 

Town (refer Map No. l and Map No. 2 on pages (xx) and (xxi) respectively. 

Geographically, Milnerton is situated at the mouth of the funnel through 

which the major portion of development engendered by the Cape Town metro­

politan complex is being generated. 

Since acquiring municipal status in 1955, Milnerton has developed from what 

was primarily a scene of pleasant residential tranquility, to a vigorous and 

bustling new town. 

Evidence of this growth is presented in the table hereunder: 

Percentage 
Grow th Factor 1980 1985 Growth 

Population 23 751 33 558 41,3 

Personnel 402 474 17,9 

Dwelling Units 5 045 7 832 55,2 

Length of Roads ~200kms 240kms 20,0 

Water Meters 5 000 7 500 50,0 

Water Consumption 5 687 megalitres 6 582 megalitres 15,7 

Sewage Purification 2 500 ml 4 410 ml 76,4 

Library Books Issued 313 827 416 182 32,6 

Vehicular Volume 45 000 59 000 31, 1 

Income (Operating) 6 500 000 15 400 000 137,0 

Table 1 : 
Milnerton Municipality : Selected Growth Factors 



129 

The Town has a municipal area of 5 743 ha with a total valuation (1982 

base year) of R593,3 million being R516,0 million (Rateable) and R77,3 million 

(non-rateable). In terms of the conditions stipulated by the Remuneration 

of Town Clerks Act the Municipality qualifies as a group 8 local authority . 

In terms of the newly proposed 13-factor formula for determining the 'group­

ing' of local authorities, the Municipality would qualify as a group 9 local 

authority. The Municipality's expenditure budget for the financial year com­

mencing July 1985 was R22,7 million being R7,2 million in respect of the 

Capital Account and Rl5,5 million on Operating Account . The Municipality 

comprises 474 employees (222 salaried and 252 weekly paid). 

The results of the 1985/86 financial year indicate a very successful year. 

Council's Reserves have been strengthened to accomm::>date future capital 

projects and Council has not had to enter the Capital Market since March, 

1982. The central government has continued to exercise macro financial 

control upon the budgets of municipalities. The restriction placed upon the 

1985/86 budget was 10% on operating expenditure and 12,5% on capital 

expenditure, a maximum limit which was way below both the inflation rate 

and the growth rate of Milnerton. In an economic climate when both the 

private and public sectors are being battered by externally imposed economic 

forces, 1t is inevitable that municipalit ies should be asked to produce more 

with less. Arbitrary across the board cuts in expenditure rarely produce 

satisfactory results. Such an approach often results, not so much in increased 

productivity, but rather m a reduction of quality standards, the worsening 

of employee morale, and, in the case of a municipality particularly, reduced 

levels of service leading to dissatisfied residents. In present-day municipal 

government there is an increasing imbalance between the demand for more 

and better services on the one hand and limited financial resources on the 

other. To overcome this problem the Municipa lity of Milnerton has attempted 

more than ever before to optimise human resources. Despite the tremendous 

growth experienced in the Town during recent years, increases to the staff 

complement of the Municipality have been minimal. 

The organisation structure of the Municipality as at June 1985 may be depic­

ted as follows: 
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Whilst the 'cut-off' point for the purpose of this thesis is 30 June 1985, 

it is noted that the number of Councillors on the Milnerton Town Council 

has subsequently been increased with effect from 1 November 1985 from 

eight to ten, and this thesis takes cognisance of this development. 

From the above diagram it is apparent that there are four standing commit­

tees, namely, a Finance and General Purposes Committee, a Town Planning 

Committee, a Utilities Committee and a Public Health and Amenities Commit­

tee. The Council consists of eight members all of whom are members of 

all the committees. Theoretically this means that the decisions of the commit­

tees can be acted upon after each committee meeting although in practice 

this is not the case since only the Town Planning Committee has been vested 

with full delegated powers. Accordingly resolutions of the Town Planning 

Committee are submitted to the 'Council' meeting 'for information' and 

the recommendations of the other three committees are submitted 'for appro­

val'. In practice reports prepared during the course of a month and which 

do not make the deadline for inclusion on committee agendas are submitted 

direct to the Counci I meeting. There are only three 'senior' departments, 

namely, the Town Clerk's Department, the Town Engineer's department 

and the Town Treasurer's Department. The official heads of these departments 

are logically the Town Clerk, Town Engineer and Town Treasurer who are 

recognised as the Municipality's 'senior heads of departments'. The Town 

Clerk accordingly does not enjoy official recognition as the organisation's 

Chief Executive but operates rather as a 'primus inter pares' although on 

the grading schedule he is remunerated at a level which is marginally higher 

(equivalent to one notch in the remuneration scales) than the other two 

senior heads of department who are remunerated on Grade Two of the salary 

structure. The three senior heads of department are supported by their re­

spective deputies on grade three of the structure and the following posts 

are recognised on grade four of the grading structure: 

Town Clerk's Department 

Assi stant Town Clerk 

Chief Fire Of ficer 

Chief Traffic Officer 

Director of Parks, Sport and Recre ation 



Town Engineer's Department 

Assistant Town Engineer 

Works Manager 

Building Surveyor 

Town Treasurer's Department 

Assistant Town Treasurer. 
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The posts identified on grade five of the structure are as follows: 

Town Clerk's Department 

Chief Administrative Officer 

Deputy Chief Fire Officer 

Deputy Chief Traffic Officer 

Town Engineer's Department 

Assistant Works Manager 

Superintendent : Treatment Works 

Principal Technical Assistant 

Town Treasurer's Department 

Internal Auditor/Cost Accountant 

Chief Accountant 

Valuation Officer 

In addition, the Civil Defence/Security Officer (accommodated on grade 

six) and the Librarian (accommodated on grade seven) are included in the 

Town Clerk's Department. 
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7.3 Application of the Code - Approach 

The Code formulated in Chapter Six will now be applied to the Municipa­

lity. It is submitted that it is not possible to allocate a meaningful and com­

plete order of priority m respect of each of the statements comprising the 

Code. However, as a general guideline this Chapter will address initially 

the organisation structure and thereafter seek to deal with the aspects which 

concern the actual process of management. In terms of these parameters 

it is logical now to consider initially the top management structure of the 

Municipality. 

7.4 Council and Committee Structure 

In regard to the Council and Committee structure the Code is specific and 

proposes a committee system based on three committees instead of the 

four at present. The three committees proposed are the 'Finance, Personnel 

and General Purposes Committee', the 'Town Planning Committee' and the 

'Community Se rvices and Works Committee'. Furthermore, the Code advo­

cates maximum delegated powers as permitted by leg1slat10n to all three 

committees with the proviso that committee decisions which do not have 

the support of at least six councillors should be referred to the full Council 

for approval. 

The reason for this quali f1cat1on is that a decision on a matter in respect 

of which the chairman of a committee has to exercise his casting vote could, 

m fact, be reversed at the meeting of the full Council when the' identity ' 

of the 'chairman' will have changed and may accordingly result in a decision 

which 1s different to that taken by the committee. 

The proposal for a committee system comprising three rather than four 

committees is based upon practical experience at the Mumcipality which 

has revealed that the co;nbined workload of the Utilities Committee and 

of the Public Health and Amenities Committee does not warrant two commit­

tees. The proposal is to combine the work of these two committees into 

a single committee described as the 'Community Services and Works Commit-
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tee'. The question might well be asked whether it would not be simpler 

to do away with committees altogether and merely have one or two Council 

meetings each month. The fact of the matter is that councillors do require 

the opportunity to discuss certain matters away from the public eye. Some 

councillors are not always prepared to debate a matter in open Council 

in the same manner in which they would do so 'in-committee'. The committee 

meeting offers a valuable forum for open and frank discussions between 

councillors and officials and certainly in the case of the Milnerton Munici­

pality should be retained. With the exception of 'confidential' items all mat­

ters discussed and/or decided by a Committee would be referred to 'open' 

Council for noting and the public would accordingly be aware of these deci­

sions. This would lay rest to any criticism of the Council having acted 'behind 

closed doors'. 

The main advantage of the proposed system whereby full powers are delegated 

to all committees (subject to the simple majority proviso) would be that 

officialdom would be able to effect immediate action on alt 'committee' 

decisions and subsequent detailed reports to Council would therefore be 

obviated. The accordant advantages in terms of increased administrative 

efficiency and effectiveness are substantial. It 1s not considered nece ssary 

to deal in detail with the advantages and disadvantages of the various commit­

tee systems practised in South Africa. Readers who require additional informa­

tion in this regard are referred to Evans (1969 : New Management Committees 

in Local Government). The author would, however, make reference to one 

of the arguments which has been put forward in the past in favour of smaller 

committees namely that this allows councillors to concentrate on specific 

aspects of the municipal operation thereby becoming 'experts' in these areas. 

For example, in the case of the Milnerton Municipality, why not have three 

committees of, say, four or five members. A committee system along these 

lines has in fact been introduced on a trial basis at Milnerton. Experience 

has shown that most councillors attend all the committee meetings whether 

or not they are actually members of the committee concerned. In principle, 

the present councillors are against delegation of po..vers to these smaller 

committees and the result is that all matters discussed by the committees 

are referred to the Council meeting where in many instances they are sub­

jected to a fuli and repetitive debate. 
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This system has caused a two-fold increase in terms of the paper used and 

the resources of the administrative personnel employed and in the author's 

view is less efficient than the system proposed in the Code. The Code also 

addresses the question of specialised know ledge and contribution by councillors 

in statement No. 6 which proposes that 'specialised know ledge and contribu­

tion should be engendered through the appointment of ad hoc committees 

for specific purposes'. This line of reasoning is similar to that which was 

proposed by the Bains Group as described in Chapter Three of this thesis. 

To promote informed and consistent decision-making at councillor level 

the Code proposes the adoption of a systematic approach to the training 

and induction of all councillors (statement No. 3). This standpoint is supported 

by the Browne Committee (1980 : Vol. 1,75) and could be achieved by way 

of an in-house orientation course (refer Appendix "F" for a possible framework 

for such a course) presented by senior officials and including a tour of -the 

Municipality's key installations, and through the attendance by councillors 

of relevant seminars and/or courses offered periodically by outside bodies. 

Furthermore, any systematic approach to the training and induction of Coun­

cillors should include the presentation to all Councillors of a "Councillors' 

Handbook" (refer Appendix "G" for a suggested framework), compiled by 

the Municipality's senior officials, as well as a "Policy Manual" which should 

contain all Council's policies. This latter document would also serve as a 

base from which to work towards the promotion of informed policy evaluation 

and review on a regular basis. 

7.5 The TO\Vn Clerk as Chief Executive 

At the next hierarchical level of the Municipality the Code is again specific 

m that it proposes a single Chief Executive in the organisation who should 

be responsible for carry mg out the Council's policy and who should have 

complete authority to take any action consistent with such policy (State­

ment No. 7). It is suggested that the Town Clerk be officially recognised 

as the Council's Chief Executive and that he be relieved of all direct depart­

mental responsibilities to enable him, as head of the permanent staff of 

the Council, to co-ordinate (and integrate where necessary) the activities 
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of the Municipality. Ordinance No. 20 of 1974 makes prov1s1on for the re­

cognition of the Town Clerk as a 'Chief Executive and Administrative Of­

ficer'. The position should be designated as 'Town Clerk/Chief Executive' 

and should accordingly be accommodated on Grade 1 of the Municipality's 

Salary Grading Structure. 

The Town Clerk/Chief Executive should be accorded total administrative 

authority over all other officials and be ultimately responsible to the council 

for anything entrusted to the paid officials. Each departmental head would 

be responsible for the internal administration of his department and account­

able to the Town Clerk/Chief Executive. The Chief Executive should according­

ly be responsible to the council for implementing the policies laid down 

by the council and for co-ordinating the work of all departments. (Statement 

No. 17). 

It could be argued that combining being head of the Town Clerk's Department 

as well as Chief Executive might give direct control over several important 

functions such as the committee administration. This would enable the Chief 

Executive of a municipality to influence the course of affairs without too 

much show of interventionism and to have the immediate support of a large 

number of staff as his eyes and ears. However, major departmental duties 

carry with them heavy personnel and departmental policy responsibilities 

which could prove very time-consuming for a Chief Executive. It may be 

argued that these can be delegated but in practice this is easier said than 

done since councillors and staff alike recognise only one head to a depart­

ment. Furthermore, if the Chief Executive is to be the Council's principal 

adviser in all policy formulation he must be seen to be entirely unbiased 

and completely outside of any departmental conflicts, and above all, free 

to use his time in the way that the overall policy demands of the municipality 

require (J. Skitt 1975: 150 - 164). 

Departmental heads should continue to advise the various committees on 

their own functions and the Town Clerk/Chief Executive would become in­

volved when the co-ordination of the policies of administration of two or 

more departments is concerned, or when a department 1s po!Jcy needs to 

be looked at in the light of the council's general policy. It 1s certainly not 

envisaged that the Town Clerk with the adc':ed powers and status of a Chief 
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Executive should attempt to give instructions to professional officers on 

actions where their professional skills are involved. Rather, the departmental 

heads would work together on those matters which transcend the purely 

professional and departmental considerations under the Town Clerk's leader­

ship and on producing agreed and co-ordinated recommendat10ns. Where 

a departmental head 1s in disagreement with recommendations being put 

to a committee there can be little doubt that his dissenting opinion should 

be made known to the committee, and further, he should be granted the 

opportunity to be heard on the subject. There are a number of advantages 

attached to having an official who 1s the undoubted and undisputed Chief 

Executive of the Municipality. There 1s an improved co-ordination of depart­

ments and the presentation to the Council of integrated views of officials 

which should logically result in the improvement of the general level of 

efficiency. The Council should have forward planning done for it and should 

not be faced with unco-ordinated advice from a number of departmental 

or branch heads. It should have one official to whom it can turn as the respon­

sible man to give co-ordinated advice to ensure that its decisions are con­

veyed to the appropriate department and are carried out. The Chief Executive 

should be supported by a team of senior officials over which he would preside. 

It is furthermore submitted that in the case of the Milnerton Municipality 

the senior officials offering immediate support to the Town Clerk/Chief 

Executive should comprise the departmental heads. It is now necessary to 

identify the various departments into which the Municipality should be divided. 

7 .6 Establishment of Departments 

Any attempt to group activities into organisational components necessitate 

the establishment of some integrating pattern or principle. The Code offers 

definite guidance when giving consideration to the subdivision of executive 

and supervisory responsibilities and suggests that the most useful division 

is into specific primary groups determined by specialisation of function or 

operation as expressed in the goals and objectives of each such group. (State­

ment No. 8). An analysis of the key functions of all the salaried posts in 

the organisation was undertaken with a view to grouping these key functions 
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into organisational components. The methodology was to analyse job descrip­

tion schedules completed in respect of the 138 salaried positions on the 

Council's fixed establishment. The analysis resulted in the following functional 

groupings: 

(i) Administration 

Committee and administrative services 

Personnel 

(ii) Finance 

Financial Accounting 

Development of Budgeting System 

(iii) Protective Services 

Fire Brigade 

Traffic Control 

Civil Defence 

Security 

Health (the Municipality is a member of the Jomt Health Control 

Scheme). 

(iv) Recreational Services 

(v) 

Library Service 

Halls 

Parks 

Sport 

Technical Services 

(Bringing together activities of a high labour content requiring effi­

cient management scheduling and control) 

Road Construction and Maintenance 

Streets 



(vi) 

(vii) 

Cleansing 

Stormwater Drainage 

Sew age Reticulation 

Water Reticulation 

Vehicle Maintenance 

Building Maintenance 

139 

Parks and Sportsfields Maintenance. 

Town Planning and Engineering Services 

Bringing together professional services relating to the long--range 

physical structure of Milnerton including Building Survey and also 

design work relating to the Technical Services. 

Auxiliary Services 

Data Processing (shared facilities) including manage ment information 

systems. 

Internal Audit. 

Whilst it would appear from the above cla ssification that there is cause 

for a structure based upon seven departments, it is necessa ry to modify 

what might be theoretically sound with what is practical in the circumstances 

applic able to the Municipality of Milne rton. 

It is appropriate , therefore, to consider again the role proposed for the Town 

Clerk/Chief Executive within the context of a corporate approach such as 

is advocated for Milnerton. The Town Clerk/Chief Executive, as head of 

the permanent staff of the Council, should be responsible for ensuring through 

the various 'departmental heads' the efficient running of the organisat10n. 

In order to perform these fun ct ions effectively, the Chief Executive must 

be freed from the day-to-day administrative duties that presently burden 

the Town Clerk. Based upon purely funct10nal considerations the next level 

in the organisation structure could be diagrammatically illustrated as follows: 



Town Clerk/ 
Chief Executive 
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Finance 

Administration 

Fire Prevention 

Civil Defence/ 
Security 

Traffic Control 

Parks and Sport 

Library Service 

Halls 

Technical Services 
(Works) 

Town Plannrng and 
Engineering Servi­
ces 

Auxiliary Services 
(data processing, 
internal audit) 

Figure 7 : Functional Analysis 

) 
) 
) 
) 
)­
) 
) 
) 

) 
) 
) 
)­
) 
) 
) 

Protective 

Recreational 
and Cultural 
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However, the above organisational arrangement comprising eleven functional 
i 

units or departments fails to comply with the Code presented in Chapter 

Six on the following grounds: 

The span of management (control} of a superior shall be limited 

to a maximum of six executive or supervisory subordinates whose 

responsibilities interlock (Statement No. 12) It is quite clear that 

no magical figure exists which will determine the correct span of 

management control in different cases. This number will vary ac­

cording to circumstances and particularly the persons involved and 

the nature of their dealings. In Milner ton, how ever, the number 

of executive or supervisory officials reporting directly to the Town 

Clerk should not, it is submitted, exceed six. This is the view of 

this author and one which is supported by the present Town Clerk 

of the Municipality. 

The concept of the Town Clerk as Chief Executive implies that 

he must be freed from the day-to-day administrative duties. (State­

ment No. 7). The structure depicted in Figure 7 above does not 

make provision for this freedom from administrative involvement. 

The head of the administrative services could assume responsibility 

for the purely administrative aspects of the various departments 

but this would resuit in the heads of the various departments being 

responsible to the Town Clerk for certain matters and to the adminis­

trative chief on other matters. An arrangement along these lines 

is not advised (Statement No. 23) or supported at this level of the 

organisation's hierarchy. 

It is essential that the various departments of the organisation should 

be kept in balance in terms of the relative apportionment of strength 

among departments (Statement No. 10). The functional components 

proposed in Figure 7 do not comply with this statement and would 

necessitate senior and perhaps junior departments and departmental 

heads would similarly be accorded different levels of status within 

the organisation. 
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Co-ordination should be specified wherever possible in the framework 

of organisation and the need for co-ordination should be reviewed 

constantly. (Statement No. 13). It is submitted that the Town Clerk 

would have difficulty co-ordinating the municipal operation through 

eleven departments and a smaller number of departments is supported 

in principle. 

it is necessary to determine and establish as separate entities 

the smallest number of dissimilar functions into which the work 

of the organisation may reasonably be divided (Statement No. 9). 

It is submitted that the structure depicted in Figure 7 does not 

comply with this statement and that scope exists for the formation 

of a structure based upon fewer departments. This problem 1s now 

addressed with a view to reducing the number of departments. 

With reference to Figure 7 above it is submitted that the 'Technical Services 

(Works)' grouping and the 'Town Planning and Engineering Services' grouping 

are so interdependent and interrelated that any arrangement which does 

not make provision for effi cient co-ordination between these two functional 

uni ts would not be the most effective struc ture in the Milner ton context. 

If it is accepted that the funct10ns included under 'Technical Services (Works)' 

and 'Town Planning and Engmeering Services' need to be co-ordinated as 

at present, then the status quo should be re t ained and these services grouped 

under the Town Engineer. It is further proposed that the grouping of auxiliary 

services comprising internal audit and data processing should resort under 

the control of the Town Treasurer. This is in fact the present situation and 

will serve to establish the position of the Town Treasurer at 'departmental 

head' level. 

Upon further examination of the structure depicted in Figure 7 it is apparent 

that it is possible and logical to group the Fire Prevention, Civil Defence/ 

Security and Traffic Control services under the heading of 'Protective Servi­

ces'. A further logical grouping would be 'Recreational and Cultural Services' 

comprising parks, sport, halls and the library service. An organisation struct­

ure along those lines may now be diagrammatically illustrated as follows: 



Town Clerk/ 
Chief Executive 

-

-
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Finance Services 
(Including Auxiliary 
Services 

Administrative Services 

Protective Services 

Recreational and 
Cultural Services 

Town Planning and 
Engineering Services 

The present arrangement at the Municipality is that the Town Treasurer 

and the Town Engmeer are responsible for the administrative management 

of their individual departments . It is felt that in these instances the 'status 

quo' should be retained. 

The remaining functional components would then be as follows: 

Commumty Services 

Administration 

-f 
Fire Prevention 

Civil Defence 

-[ 

Protective Services Traffic Control 

Recreat10nal and -{r;~~; 
Cultural Services Halls 

Library 

Administrative Services 

Taking into account the nature and scale of operation of each of the above 

services m the Milnerton context it 1s clear that on their own they do not 

warrant departmental status and it is therefore proposed that they be grouped 

into one department. The primary link or thread between these services 

1s that of administrative management. It 1s accordingly submitted that the 
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head of the administrative services should take over the responsibility of 

the administrative management of the various community services from 

the Town Clerk and that these two functional groupings, 1.e. of administrative 

services and of community services, should resort under one department. 

The Council's departments would then be the Town Treasurer's Department, 

the Town Engineer's Department, and the Department of Administration 

and of Community Services. The head of the latter department should be 

designated appropriately as 'Director of Administration and of Community 

Services'. An arrangement along these lines would free the Town Clerk/Chief 

Executive from direct involvement in the day-today administration of the 

various functional units, permit him to co-ordinate the activities of the 

Council through three departmental heads instead of eleven officials, and 

would result in three departments in which the relative apportionment of 

strength is more evenly balanced. (Statement No. 10). This structure may 

now be diagrammatically presented as follows: 

Grade l 

Grade 2 
Town 

Treasurer 

Town Clerk/Chief Executive 

Director of Administration 
and of Community ServJCes 

Town 
Engmeer 

These three departmental heads are accordingly accommodated on the second 

level (Grade 2) of the grading structure. 

7. 7 Management Group 

The Municipahty should attempt to achieve integration at the policy formula­

tion stage as distinct from co-ordination m the form of compromises later 

on m the planning process and it is extremely important that the entire 

pohcy formulation process should be concerned with the affairs of the local 

authority and the community as a whole (Statement No. 15). It follows that 

the concept of a management group 1s highly significant. Corporate planning 
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has led to the concept of corporate management in which at least certain 

heads of departments accept responsibility for the affairs of more than their 

own department. 

The introduction of three departments would eliminate any problem of span 

of management control for the Chief Executive. lf there are fewer people 

through whom he has direct access m framing policy, conveying implementa­

tion instructions and formulating long term strategy, this will increase the 

probability of a successful operation. It is with this in mind that the innova­

tion of three departmental heads under the leadership of a Chief Executive 

is considered necessary. The argument often advanced for smaller management 

teams is that a smaller group can reach decisions and have more productive 

discussions than a larger one. Up to a point this is probably true. Set against 

this, however, are the needs of the situation. The object of the Senior Man­

agement Team is to secure integration of policy formulation by drawing 

on the whole range of professional and other skills at the disposal of the 

Municipality . The effect of excluding any of the skills from a powerful policy­

making arena and especially some of the major ones, would be to secure 

a degree of commitment which 1s less than is necessary or desirable for 

the needs of the organisation. It is important, therefore, that all three depart­

mental heads be included on the Senior Management Team. 

It is accordingly proposed that this group together with the Town Clerk 

should form the · Council's Senior Management Team. This team would then 

represent all departments thereby building up its sense of corporate manage­

ment whi 1st keeping the group small. 

It 1s important for the departmental heads to develop a commitment to 

a corporate approach if it 1s to be successful. This w1lf imply a shift of 

emphasis in the role of departmental heads who would otherwise devote 

most of their time and commitment to t he running of their 01.Vn depar tments. 

The shift will be much more towards the recognition that their most signifi­

cant role is to corporate planning in the shaping of policy choices for the 

elected representatives thereby providing them with helpful information 

and alternatives. The Senior ivlanagement Team would be a group collectively 
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com mitted to working with the elected members and to drawing out the 

expertise from wtthin the departments to help shape these policy choices. 

In order to as~ist in closer teamwork and co-ordination in council-wide policy 

and organ1sat1onal matters, as well as to share administrative problems or 

experience, the Senior l'vlanagement Team should meet formally on a regular 

basis at least once a ,veek and, if necessary, more frequently, dependent 

upon demand or special projects. 

It would be preferable if the meetings were regulated on as informal a basis 

as possible. Notes of substantive decis ions may well be kept and circulated. 

Where required, policy reports intended for committees may first receive 

consi derat10n of the heads of department and these would therefore need 

to be circulated to all members of the Senior Management Team. 

Matters which couid be dealt with are: 

policy and brnad strategic planning matters where a multi -disciplinary 

appro2.ch iS hkely to le ad to a more co-ordinated approach in assisting 

the Council in poltcy formulation ('policy' includes substantial changes 

to existing policy); 

the setting of adm inistrative goals and objectives for the Council; 

organisational or administrative proposals by departments which 

are likely to affect, aJbeit indirectly, other departments or to set 

a precedent which 1s hkely to be followed by other departments; 

Council-wide budgetary priority proposals or use of savings on votes; 

other management or a.dmirustrative matters such as would benefit 

from being dealt with corporately. 

More speci fie matters are lis ted here under. In the main, these cover the 

broad sub-heads of management. The intention would be tha t the Sernor 
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Management Team would deal with the matters on a corporate basis, possibly 

in formulation stage, and prio r to the submission of any relevant report 

to the committees. 

Financial 

Staff 

capital and opera ti ng budget proposals; 

three-year capital budget priority suggestions related to cash flow 

projections; 

priority use of substantial savings on annual budge t; and 

reporting on over expenditure. 

maier policy reports wi t h staff implications; 

annual additional staff lists; 

recruitment policy; 

overall training and development po licy and programme; and 

departmental re-organisations; creation and upscaling of posts; ap­

pointment of heads, deputies, branch heads and deputies, and other 

posts of special significance. 

P Janning Po !icy 

council-wide policy and broad strategic planning matters and co­

ordination. 
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Administration 

establishment of priorities for organisation and methods study; 

establishment of priori ties for computerisation; 

important administrative procedures and controls; 

economy control measures. 

If, as was stated ear lier, the departmental heads are required to devote 

more time to the affairs of the Municipali ty as a whole then this implies 

that they would have less time to devo te to the running of their own depart­

ments. It is proposed that the deputy heads of departments should fulfill 

a more active role in this regard. The post s of Deputy Town Engineer and 

Deputy Town Treasurer remarn unchanged but it is proposed that the post 

presently designated as 'Director of Administration/Deputy Town Clerk' 

be redes1gnated to 'Deputy Director c f Administration and of Community 

Serv ices'. 

These three deputy departmental heads should be accommodated on grade 

3 of the grading structure. 

7 .8 Establishment of Branches 

It is proposed that the fourth and fift h levels of the organisation structure 

should identify the various branches of the three departments. Grade 4 of 

the salary structure is accordingly applicab le to 'Level l' branch heads with 

'Level 2' branch heads accommodated on Gr ade 5. It is proposed that the 

Civil Defence Operation should resort under the Chief Fire Officer. This 

1s a logical innovation in view of the location of the civil defence head­

quarters in the Fire Station Complex which is situated some distance from 

'head office' and also in view of the nature of the work associated with 

the civil defence function. 

Based upon the functional analysis contained in paragraph 7 .6 above, the 

following di vision of functions 1s proposed: 
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Department Director of Administration and of Community Services 

Functional Unit 

Present 

Fire Department 

Traffic Department 

Parks, Sport and 

Recreation Depart­

ment 

Administrative De­
partment (includes 

Library ) 

Proposed 
Brancres 

Level 1 : 

Fire Brigade 

Traffic Control 

Level 2 : 

Parks, Sport & 

Recreation 

Library 

Administrative 

Job Designation of the Immediate Head 
of the Functional Unit 

Present 

Chief Fire Officer 

Chief Traffic Officer 

Director of Parks, 

Sport & Recreation 

Librarian 

Assistant Town 
Clerk 

Proposed 

Chief Fire Officer 

Chief Traffic Officer 

Chief Parks, Sport 
and Recreation 

Officer 

Chief Librarian 

Chief Administ rati ve 
Officer 

Table 2 : Administrative and Community Services - Proposed Branches 

Department : Town Engineer 

At present the town planning function is fulfilled by the Town Engineer which official holds 

a Master's Degree in this field. Consideration should be given to the appointment of a Town 

Planner to take o er these responsibilities from the present Town Engineer upon his retirement, 

which is imminent. It is envisaged that the proposed post of Chief Town Planner would operate 

as a staff function to the Town Engineer with Level 2 Branch Head status. 

Functional lilit 

Present 

Works Department 

Building Survey 

Department 

Design and 

Technical Services 

Proposed 

Branches 

Level 2 

Works Branch 

Building Survey 

Branch 

Design and Technical 

Services Branch 

Job Designation of the Immediate Head 

of the Functional Unit 

Present · 

Works Manager 

Building Surveyor 

Assistant Town 

Engineer 

Proposed 

Chief Enginee ring 

Officer (Works) 

Chief Building 

Surveyor 

Ch ie f Engineer 

(Design & Tech­

nica l Services) 

Table 3 : Engineering Services - Proposed Branches 
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Department : Town Treasurer 

Present 

f 1n:tional lklit 

Proposed 
Branches 

Level 2 

Expenditure 

Income 

Audit 

Job Designation of the Immediate 
Head of the functional Unit 

Present 

Assistant Town 

Treasurer 

Chief Accountant 

Internal Audi tor/ 

Cost Accountant 

Proposed 

Chief Accountant 

Expenditure 

Chief Accountant 

Income 

Chief Internal 

Auditor 

Table 4 : Financial Services - Proposed Branches 

The primary areas of innovation in the above regard are the following: 

the recognition of branches on two levels is considered necessary 

in view of the specialist nature of the two 'emergency' services 

which in the above proposals are recognised as '1st Level' branch 

heads and which are accommodated on grade 4 in the new structure 

with 'Level 2' branch heads on grade 5; 

the rationalisation of job designations to the extent that branch 

head designations are all prefixed with the word 'chief' ; 

the recognition of the immediate head of the Library as a 'Level 

2' branch head. The library service is accordingly accorded' Level 

2'branch status; 

the number of manage ment levels m the Town Treasurer's Department 

1s reduced by one, thereby shortening the 'chain of command' . This 

Department would accordingly ident ify its branches at a level which 

1s consistent with the levels at whlCh branch status is recognised 

in the other two departments. 
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Apart from the above, the main changes to the present situation are m the 

Town Treasurer's Department and it is necessary at this point to examine 

the structure of this Department in some detail. In doing so the opportunity 

is presented to indicate the benefit which might be derived from the applica­

tion of certain of the statements contained in the Code . 

7.9 The Town Treasurer's Department : Existing Situation and Some 

Proposals for Innovation 

This department is the direct responsibility of the Town Treasurer, who 

states as his job goal the following: 

"To act as financial adviser, accountant, internal auditor and treasurer of 

all the Council's funds by ensuring that all financial transactions are properly 

recorded m terms of the statutes, ordinances, and resolutions of Council, 

and that all expenditure is properly verified and all monies due to the Council 

are accounted for." 

The Town Treasurer was unable to give any indication in regard to the time 

allocated to each of his key functions but the primary function was identified 

as follows: 

Management of the var10us functional units of the Town Treasurer's Depart­

ment with specific reference to Accounting, Audit and the Management 

of Funds. 

The Deputy Town Treasurer occupies the second level of management m 

the Department. The incumbent of this post has identified the goal of his 

job as follows: 

"To ensure that all Council' s financial transactions are properly recorded 

acc ording to sound financial accounting princip les and Central Government 

Laws, Municipal Ordinances and Council Minutes." 
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The key functions attached to this post relate to investments management , 

control of subsidies received in respect of proclaimed main roads, maintenance 

of an assets register, administration of loans and loans repayments, prepara­

tion of financial statements and carrying out general accounting functions . 

The third level of management in the Town Treasurer's Department consists 

of one post of Assistant Town Treasurer . At the time of this investigation 

this position was not filled, nor were there any plans to do so. Accordingly, 

no information was submitted m · regard to the job goal and the post's key 

functions. 

The next level in the management structure of the Town Treasurer's Depart­

ment consists of the positions of Internal Auditor/Cost Accountant, Valuation 

Officer and Chief Accountant. The stated job goal of the Internal Audi tor/ 

Cost Accountant post is to audit the income and expenditure of the Councll 

and to establish sound methods and procedures to protect Council's assets. 

The key functions of the post include the internal audit of all expenditure 

and income, the creation of improved methods, controls and procedures 

relating to various financial transactions, cost accounting procedures, assist­

ance with the preparation of the financial statements, all insurance matters, 

and the supervision of the 'Expenditure Section' and the control of 'Stores'. 

The Internal Auditor/Cost Accountant 1s directly responsible to the Town 

Treasurer for the internal audit aspect of his work and to the Deputy Town 

Treasurer for the accounting aspect . 

The second position on this level 1s that of Chief Accountant. The job goal 

m regard to this position is stated as follows: 

"To administer all the functions of the mcome sections of the Town Trea­

surer's Department by ensuring that all necessary steps are taken to ensure 

that all monies due to the Council have been accounted for." 

The key functions identified re late to the control of income (20%) and the 

administration of the housing subsidy scheme (40%) and to assist the Provin­

cial Auditor with his investigations . 
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The third position on this level in the Town Treasurer's Department is that 

of Valuation Officer whose job goal it is to ensure that the valuations of 

all immovable property in the municipal area are carried out in terms of 

the Valuations Ordinance. The post identifies the valuation of buildings (5 0%) 

and the valuation of land (20%) as being the key functions of the post. 

All three positions on this level of management report direc tly to the Deputy 

Town Treasurer. 

The 5th level of management m the Town Treasurer's Department comprises 

three posts of Accountant and these are presently identified as Accountant 

- Rates, Accountant - Water, and Accountant - Expenditure. 

The top echelons of the Town Treasurer's Department may accordingly be 

illustrated diagrammatically as follows: 

Gr.2 

Gr.3 

Gr. 4 

I 

Town Treasurer 

Deputy Town Treasurer 

Assistant Town Treasurer 
(post vacant) 

I 
I 

Gr.5 Internal Audi tor/ 
Cost Accountant Chief Accountant Valuat10ns 

Officer 

Gr.6 Accountant 
Expenditure 

Chief Storeman 
Buyer 

Accountant 
Water 

Figure 8 : Town Treasurer's Department 
Existing Management Structure 

The three posts of 'Accountant' are described as follows: 

I 
Accountant 

Rates 
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Accountant - Expenditure 

The key functions of this post require the incumbent "to ensure that all 

Council's expenditure is verified by means of supporting documents before 

payments are made and to make all payments timeously. To ensure that 

all monies due to the Council (excluding rates, and the charges in respect 

of the provision of water, refuse removal and sewage disposal services) are 

collected and accounted for, and to ensure that Council's Cash Book and 

Bank Account are reconciled on a continuous basis". 

Accountant - Water 

The incumbent of this post is required "to ensure that every meter installed 

in the municipal area is read on a regular basis; that all income due to the 

Council in respect of water charges, refuse collection charges and sewerage 

charges is received and accounted for". 

Accountant - Rates 

The incumbent of this post is responsible for the "collection and recording 

of all rate income due to the Council". 

Further examination of the organisation structure of the Town Treasurer's 

Department reveals that the Internal Auditor/Cost Accountant is also directly 

responsible for the wages section and for one post of Clerk Gr. l which 

incumbent is responsible for capturing all data for processing on the main 

frame computer. Whenever necessary this employee also assumes duties 

as a relief cashier. The Internal Auditor/Cost Accountant is also responsible 

for the 'Stores' section. Apart · from the post of Chief Storeman/Buyer 

the staff complement includes a Storeman/Clerk and two posts of Stores 

Assistants . The incumbent of the post of Secretary to the Town Treasurer , 

in addition to a secretarial function, is also responsible for calculating and 

processing staff salaries and for this function is accountable to the Internal 

Audi tor /Cost Accountant. 
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The Chief Valuations Officer has a staff of three to assist him in his duties. 

These are the posts of Senior Assistant Valuation Officer ; Typist/Clerk 

and Clerk Gr. 3/Meter Reader . 

The Accountant - Rates 1s assisted by three posts of Clerk Gr. 2 , whilst 

the Accountant - Water controls a staff of three being a Clerk Gr .1, Meter 

Reader /Chauffeur and Meter Reader /Clerk. 

There is one post of Cashier and this pos1t1on reports directly to the Chief 

Accountant . 

In regard to the data processing capab1hty, the Municipality has entered 

into an agreement with the Parow Municipality for the use of its computer. 

In this regard the incumbent of the position designated as Chief Accountant 

1s recognised as the ha1son person between the M!lnerton Municipality and 

the Municipality of Parow. 

The present structure of the Department does not recognise logical funct10nal 

components with the status of a 'branch'. Whilst in an organisation the size 

of M!lnerton 1t is acknowledged that the precise grouping of functions 1s 

not always entirely practical and a degree of flexibility is sometimes neces­

sary to allow posts to carry add1t10nal duties which are sometimes unrelated, 

the author would nevertheless submit that consideration should be given 

to the follow mg proposals. 

Internal Audit 

In M!lnerton Munic1pahty the audit function resorts under the Town Treasurer 

at the fourth level of management. 

Statement No. 44 of the proposed 'Code of Organisation and Management 

for the Municipality of M!lnerton' specifies that control must be independent 

to be effective and this draws attention to an apparent weakness in the 

'modus operandi' of the Municipality's internal audit funct10n. 
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The 'Financial Code for Local Authorities' which was compiled by a working 

group of the Institute of Municipal Treasurers and Accountants (S.A.) and 

approved by the Permanent Finance Liaison Committee, states that all levels 

of local government, regardless of size or complexity, should establish formal 

written policies and procedures, in the form of financial regulations, for 

the conduct of their various financial operations. In paragraph 1.2 of the 

aforementioned 'Financial Code' it lists internal audit as one of the items 

which should be included in such financial regulations. In paragraph 2.5.1 

the Code states that a sound system of internal audit should be established 

as an independent appraisal function for the review of activities as a service 

to all levels of management. 

The 'Financial Code' lists as the responsibility of internal audit, the review, 

appraisal, and reporting upon, of the follow mg: 

internal control including the soundness, adequacy and application 

of financial and other management controls; 

the extent of compliance with established policies, plans, procedures 

and legal requirements insofar as these involve the finances of the 

local authority; 

the extent to which the local authority's assets and interests are 

accounted for and safe-guarded from losses of all kinds arising from: 

(i) fraud and other offences; 

(ii) waste, extravagance, ineffictent administration, poor value 

for money or other causes; 

(iii) fire and storm risks; 

(iv) the suitability and reliability of financial and other manage­

ment data developed within the organisation; and 

(v) computer programmes and computer security. 
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In paragraph 2.5.3 of the 'Financial Code' reference is made to the need 

for co-operation between internal audit and external audit including the 

exchange of relevant information in order to max1m1se audit resources, but 

without derogation of their independent audit function. 

In a report to the Council's Finance & General Purposes Committee on 31 

July 1971+, the inadequate co-ordination between the Town Treasurer and 

the Town Engineer's Departments was highlighted. The problem revolved 

around the recurrence of over-expenditure or unauthorised expenditure incur­

red by the Town Engineer's Department to complete projects duly autho rised 

by Councd. What would happen in practice is that the Town Engineer would 

proceed with a project to its natural conclusion (i. e . its completed state) 

whereafter, upon the normal processing of requisitions and invoices, 1t would 

be discovered by the Treasury that the estimated cost as approved by Council 

had been exceeded. The problem revolved around the fact that unauthonsed 

expenditure was only revealed after the act. 

It was considered necessary to impose tighter control over the costing of 

capital works. At the time the costing of the capital works was predominantly 

of an historical nature due to the fact that there was no staff capability 

w 1th in the Town Treasurer's Department to monitor the dady movement 

of material, plant and veh1c les for the specific works. With a view to im­

proving the financial co-ordination between the Town Treasurer's Department 

and other municipal departments, the staff establishment of the Town Trea­

surer's Department was increased by the addition thereto of one post of 

Cost Accountant/Internal Auditor. Although this post 1s designated as Cost 

Accountant/Internal Auditor, in practice the incumbent of this post is also 

respons1b le for I inter aha, the wages section, stores, general expenditure 

as well as various administrative matters. The incumbent is furthermore 

extensively involved in the preparation of the operating estimates. An invest1-

gat1on of the job description of this post reveals that the incumbent is able 

to devote less than £.LO% of his working hours to the audit function. The 

present modus operandi confhcts with the basic principles of sound internal 

control and the concept of internal check 1s also seriously neglected. The 

post des1gnat10n 1s quite clearly misleading in terms of the present job content . 
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The actual audit work carried out by the Cost Accountant/Internal Audi tor 

1s done so in terms of a narro·.v terms of reference and tends to concentrate 

on appraising the accuracy and propriety of financial transactions. Whilst 

this work will always be an important objective of the control function, 

1t should not dominate the internal audit activities since this would only 

serve to diminish the influence of internal audit as an independent appraisal 

function. The internal audit function as it exists in Mdnerton, effectively 

relegates internal audit to a narrow financial role which 1s seen merely as 

an extension of the Town Treasurer. 

Justifiable demands for improvements in public accountab ih ty have intensified 

in recent years and w i 11 continue to do so. In this regard two aspects will 

demand more attention - financial stewardship and output measurements. 

Internal audit could go a long way towards meetmg these demands if it 

1s permitted to operate m a corporate perspective. There 1s lit tle evidence 

in the present circumstances pertaining to Mdnerton that the function of 

audit is seen in this wider context. If the situation in Mllnerton 1s to be 

rectified then the weakness of the present arrangement must be identified. 

First ly, the job content of the post of Cost Accountant/Internal Auditor 

must be reviewed. Secondly, it 1s necessary to dist inguish two distinct roles 

which should be the responsibility of the Town Treasurer m Mdnerton and 

which should have correspondmg influence upon the post of Cost Accountant/ 

Internal Auditor. The two distinct roles are a corporate role when fulfilling 

functions as a member of the proposed 'Senior Management Team' and a 

functional role for finance and other responsibilities which are attributed 

to the incumbent in an executive capacity. Similarly, the Cost Accountant/ 

Internal Auditor should have a dual responsibility. A corporate responsibility 

which transcends financial responsibilities and a respons ibility for financial 

propriety, accountability and control. In Mtlnerton it has been the tendency 

to concentrate on the technical aspects of auditing and this has resulted 

in a failure to develop a corporate approach to audit work. 

If the 'audit section' 1s to fulfill a corporate role and mdependently appraise 

po lic1es, plans and procedures, then the question must ari se as to whether 

the aud1 t function should not report direct to the Town Clerk/ Ch1e f Execu­

tive of the organisation. 
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The corporate role of internal audit must b-= developed in Mdnerton to :neet 

the increasing requirements for greater public disclosure and accountabi lity. 

Concentration on the accuracy and propriety of financial transactions will 

c urb the potential of the internal audit function as an independent appraisal 

agency. 

The place of internal audit w ithm the Milnerton Municipality must be re­

vtewed. As long as audit is seen in a narrow context the full audit potential 

w 111 not be realised. Whilst in the specific situation in the Municipality of 

Milnerton it 1s not practical to recognise the Internal Auditor on the level 

of Department Head, this function should certainly report direct to this 

level. The posit ion should be accorded Branch Head status and this proposal 

LS accor dingly included in the alternattve organisatLOnal struct ure proposed 

for the Town Treasurer's Department (refer Figure 9 ). 

The Browne Committee acknow !edged that 'the local authority t reasurer 

bears the main responsibility for ensuring that effective control is maintained 

m the organisat ion and, apart from budgeting procedures, he has to rely 

largely on the audit department to carry out this function or to verify that 

It is carried out by other offic ials. In the Committee's view, the treasurer 

should retain the responsibility for this function and the internal audit depart­

ment should preferably fall under him . The Committee also recom mended 

that "the head of the internal audit function should report at least once 

a month on all aspects of its work and that copies of the report should be 

submitted to the Town Treasurer, the Town Clerk and the Council (Browne 

et al 1980 : Vol. 1, 70). This is also the view of the present author when 

this quest ion 1s viewed in the context of the Milnerton Munic1palJ.ty. 

It is accordingly submitted tha t the post of 'Internal Auditor/Cost Accountant' 

should be rede signated as 'Chief Internal Auditor' and accommodated on 

the newly proposed grade 5 in the Town Treasurer's Department. The job 

content of this post should be reviewed to accept the respons1b1lit1es along 

the Imes sugges ted m the 'Financial Code' prepared by a Working Group 

of the Institute of Munic ipal Treasurers and Accountants of South Afr ica 

as set out above. 
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Expend, ture 

The post of Assistant Town Treasurer on Grade 4 has been vacant since 

1979 and 1t is proposed that this post be redesignated as Chief Accountant -

Expenditure and included on the newly proposed grade 5 of the grading 

structure. Responsibility for all functions at this level of the Department 

which relate to the management of Council's expenditure should be grouped 

under this post and this functional component should be accorded Level 

2 branch status and accordingly be identified as the Expend1 ture Branch . 

Income 

The post presently designated as Chief Accountant on the existing grade 

5 in the Department should accept . responsibility for the management at 

this level of all income of the Council. This position should be included on 

the newly proposed grade 5 and re-designated as Chief Accountant - Revenue 

in charge of the Department's Revenue Branch . The job content should 

be reviewed accordingly and specific attention paid to the fact that at present 

the incumbent of the post of Chief Accountant occupies 40% of his time 

administering the Council's Housing Subsidy Scheme. It is sub!n1tted that 

work of this nature should be delegated to an official at a less senior level 

in the Department. 

The above proposals are supported by the proposed 'Code of Organ1sat1on 

and Management of the Munic1pahty 1 w Ith specific reference to Statements 

No. 9, No. 1 O, No. 11, No. 12, No. 20, No. 21, No. 23, No. 28, No. 31 , No. 

34 and No. 44. 

The resultant structure would be along the lines indicated in Figure 9 below 

and it is submitted that the job contents of lower level positions affected 

by these changes should be reviewed accordingly. 
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Gr. 4 

Gr. 5 

Gr. 6 
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Council I 
--·-------------, 

I I Town Clerk/Chief Executive I I 
I 

I 
-· - - - - - - - -- - -- - - - - -, 

I Town Treasurer I 

I Deputy Town Treasurer I 

I (Level l Branch Heads) I 

Chief Accountant I Chief Accountan~ 
Expenditure j Income _ 

l Principal Valuat10ns Office~ 

Figure 9 : Town Treasure.r's Department 
Proposed Management Structure 

1 
I 

1 
I 

Chie f Internal 
Auditor 

7.10 Support Function for the Senior Management Team 

Consideration should also be given to the possible format ion of a group com­

prising the Senior Management Team, the three deputy departmental heads 

and the 'Level l' branch heads. This group could possibly be referred to 

as the 'General Management Team' as opposed to the 'Senior Management 

Team', with meetings held on a regular basis. The purpose of the 'General 

Management Team would be to deal with management problems which are 

more appropriate for discussion at a level. lower than that of the 'Senior 

Management Team'. 

The Senior Management Team clearly needs to be serviced with mformat10n. 

It canno t expect simply to meet and gener a te policy ideas or shape unportant 

policies in any form without a good deal o f ground work being done first. 

One way would be to have a group involving all t he disciplines at branch 

head !eve I and chaired by one o f the de puty heads of departments. The func­

tion of such a grou p would be to serv ice the mformatton needs of the Senior 

~ 1\anagemenr Team. It would provide tnfor mat ion, 1t would build up gradually 
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a frameNork for policy making which would be responsive to changing needs. 

A major function would be to generate 'position statements' to keep the 

members and 'Senior Heads of Departments' abreast with the way existing 

policies are going. 

What is needed 1s a team within the authority manned by all the disciplines 

to do some informat10n gathering to give new insights, new approaches and 

new poss1b1lit1es for action. (Statement No. 13). This team should be seen 

by the 'Senior M3.nagement Team' as a key point in the policy formulation 

process and they would draw on 1t regularly as a support function. This group 

would develop the common basis across the whole authority from which 

a variety of plans and policies would derive. There will also be issues which 

need to be tackled by interdepartmental working groups and such groups 

would take a variety of forms. Some will be temporary but full-time, others 

will meet part-time only. The organisation proposed above provides a frame­

work for effective management but the organisation will not be fully effective 

unless the processes of management are understood and applied. A systematic 

approach is required to ensure that the component parts of the organisation 

are not distracted by the pressure of current problems from the direct10n 

and control at those points where direction and control are necessary. 

It 1s for the councillors m 'ad hoc' Committees, or the Council to conduct 

these reviews and where appropriate to take the dec1s1ons. But it is for 

the Town Clerk/Chief Executive together with the Senior Management Team 

to draw up the programme of the Counc1 l's business and in doing so to ensure 

that such items are brought forward for d1scuss1on as will enable the program­

me to be maintained and business which JS 1mportant, to brought forward. 

It will be the responsibility of the 'Town Clerk/Chief Executive' to see that 

effective systems of controls are devtsed and made available to the commit­

tees so that their reviews have purpose and result. In this he will be assisted 

by the other members of the Senior Management Team, each playing his 

specialist part, but contributing to the overall responsibilities of the authority. 

In conducting the reviews, the 'Town Clerk/Chief Executive', together with 

the other members of the Senior Management Team and the members in 

committees, should not rely on routine compansons with the past, but should 

place emphasis on the need to relate current performance to objectives 

already agreed. The proposed organisation structure of the Municipality's 

top and senior management levels may now be diagrammatically lilustrated 

as follows: 
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Systematic management 1s a cyclical process requiring a time-table which 

does not leave direct ion and control to chance . The time-table should provide 

for periodic review by the relevant committees of the long-term objectives 

of the Municipality, and for decisions to be taken by the Council. It should 

also provide for review by the committees of the short-term objectives 

such as the budget and the annual programmes of the various services. The 

time-table should also provide fixed times for the review by the committees 

of the performance of the various services, and of the progress on various 

schemes so that results may be assessed. These reviews in themselves may 

lead to modificat ion of the long- and short-term objectives. 

7.11 Informal Communication Channels 

It is important to acknowledge the place of informal communication channels 

within any formal organisat10n structure. As Albers (1966 : 265) states, in­

formation flow 1s restricted by proh1b1t1ons against bypassing levels or 'short­

c1rcu1ting' the line of command and a superior should not directly give orders 

to anyone who 1s more than one level below him m the hierarchy. However, 

emergency cond1 t10ns may cause a superior to take a personal hand m the 

affairs of subordmate offic ials . (Statement No. 23) 

In the orgamsat10nal structure proposed for the Municipality of M!lnerton 

the author must stress that whilst the process of bypassmg an immediate 

superior should not be encouraged, it is also necessary to draw a distmction 

between h1erarch1cal decisional relationships and other kinds of contact . 

The following instructions from an organisational publication of the Radio 

Corporation of America are relevant m this regard: 

"The organisat10n structure and the organisation chart define lines of responsi­

bility and authori t y but do not indicate channels of contact. The RCA organisa­

tion permits and require s the exercise of common sense and good judgment, 

at all organisational levels, m determining the best channels of contact 

necessary for the exped1t 1ous handling of the work. Contact between units 

of the organisation shou ld be carried out m the most direct way. In making 

such contacts, however, 1t 1s the duty of each member of the organisation 

to keep his sen10r mformed on: 
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any matters in respect of which his senior may be held accountable 

by those senior to him; 

any matters likely to cause controversy within or between any units 

of the corporation; 

matters requiring advice by the senior or his co-ordination with 

other units; 

any matters involving recommendations for change in, or variance 

from, established policies. RCA could not operate without freedom 

of decision at many key action points down the line; yet those who 

carry senior responsibility must be kept in a position to exercise 

the direct10n and control for which they are held accountable (Albers 

1966 : 265-266). 

It is along these lines that the proposed formal organisation structure for 

Mllnerton could accommodate exceptional cases where informal lines of 

contact could be practised within the above parameters of keeping the imme­

diate superior informed. 

7.12 Management on a Corporate Basis - A New Approach 1s Needed. 

No constructive purpose will be served merely by changing who does what 

and dev1smg a new formal organisation structure. The basic premise under lying 

the changes proposed for the Municipality is that the approach to the manage­

ment of the affairs of the Municipality should be more coordinated and that 

the posi tion of Town Clerk should be officially accorded higher status than 

the other chief officials and should carry overall responsibility for the co­

ordination of the Council's affairs. Whilst some changes in the structure 

of the Mun1c1pahty's organisation are necessary, there is plainly a relationship 

between the structure of an organisation and the processes which that struc­

ture is expected to sustain. A change in the management structure w i 11 

not necessarily bring about a change in the management process. It is this 
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relat1onsh1p between process and structure which needs to be reflected m 

the new system of management proposed for the Municipality. 

7.13 The Functions and Responsibilities of Councillors and Officials 

The management and execution of functions at local government leve I involve 

two groups of people, the councillors and the officials. If the functions and 

respons1bdit1es of councillors on the one hand and of officials on the other 

are more clearly defined, then the shape of the organisation becomes more 

apparent. 

The view often expressed 1s that the function of councillors is to decide 

'pol!cy' and of officials to 'execute' or 'administer' it. It has been argued 

that policy cannot be defined and indeed that it should not be defined. Some 

issues are considered by some to be so important that they can be safely 

termed 'policy issues'. But what may seem to be a routine matter may be 

charged with political significance to the extent that it becomes a matter 

of policy. Other routine matters may lead by practice and experience to 

the creation of a principle or a policy; an isolated case may itself be a prece­

dent for a line of similar cases. In advising on major issues officials are 

clearly contributing to the formulation of pol!cy, but in shaping administrative 

dec1s1ons officers may also, even if less obviously, be formulating a policy. 

'Policy' and 'administration' will not serve to distinguish between the respons1-

bili ties of councillors and of of fic1als. Bains saw the process of management 

in local government as a scale or continuum (see Figure 4). At the two ex­

treme ends of the scale the respective roles of members and officials are 

clear enough. However, nowhere along the scale does the balance of control 

and advice change absolutely. The relationship changes very gradually unt!I 

a new dominant source of control or advice emerges. Thus at no point on 

the scale can 1t be said that everything beyond or before that point 1s exclu­

sively the province of either element. 

The Munte1pahty, in addition to providing a wide range of public services, 

must necessarily study the present physical and social environment of the 
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municipal area 1t serves, and assess its future needs and developments. Ob­

jectives must be 1dent1 f1ed and also the means to be adopted to attain them. 

The problems cannot be taken m 1solat1on since the objectives have to be 

reconciled w I th one another. Key decisions have to be taken on the means 

and plans to attain these objectives. It 1s necessary to ensure that resources 

are available to do what is wanted when 1t 1s wanted and to do 1t effectively 

and efficiently. Action needs to be co-ordinated, performance watched, 

and timing and costs reviewed, so that corrective action can be taken when 

necessary. 

It 1s the counc1llors who should take and be responsible for the key dec1s10ns 

on objectives, and on the means and plans to attain them (Statement No. 

29). They must penodially review the pos1t1on as part of their function of 

directing and controlhng. It is the off1c1als who should provide the necessary 

staff work and advice which will enable the councillors to identify the pro­

blems, set the objectives and select the means and plans to attain them. 

It 1s the off1c1als who should direct and co-ordinate the necessary action, 

and ensure that material 1s presented to enable councillors to review progress 

and check performance. 

In this regard specific reference will now be made to Statement No. 40 

of the Code which calls upon management to identify goals and objectives 

m respect of the total organisation and of each of the maier functional 

units within the organisation. Furthermore, a conscious effort should be 

made to introduce measures whereby the performance of the organisation 

might be measured. Statement No. 37 of the Code recognises the need for 

proper planning and independent control systems supported by adequate infor­

mat10n and communicat10n systems. 

Statements No. 37 and No. 40 of the Code provoke thought m an area which 

is too vast for in-depth invest1gat1on in this thesis. However, the author 

would draw attention to an apparent need to develop a means of measuring 

output in respect of the various servICes provided by the Munic1pahty and 

also to consider a budget format which provides meaningful information 

which will assist management m their dec1s10n-makmg. In this regard the 

following d1scuss10n is relevant. 
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7.14 Budget Format 

The budget format presently used in the Municipality is the line-item budget. 

(Refer to Appendix "I" for example). This budget format 1s concerned with 

the effective allocation of resources, translated into financial terms, to 

specific departments and branches within those departments. It 1s extremely 

difficult to develop from a departmentally based budget the management 

control function so vitally important in the management process. The line­

item budget format is helpful to those who understand the complicated finan­

cial thread which runs through the Municipality but it fails when used as 

an aid to councillors to control effectively the management process within 

the Municipality. In t his context finance has been referred to as 'a thread 

running through all affairs and is everybody's business' and should not be 

considered a specialist's monopoly. 

The traditional budget format as used in Milnerton relates inputs, in financial 

terms, to the various departments and sub-divisions thereof, but does not 

provide relevant managerial information for councillors and senior manage­

ment in regard to output. For example, an examination of the layout presently 

employed by the Municipality for the library service reveals that it is impossi­

ble to establish the level of the service offered to the residents of the Town. 

What are the goals and objectives of the library service? what different 

categories of service does the library offer? (for example, children's library, 

research faci Ii ties, exhib1 tions, mobile library, etc.); and to what extent 

are resources allocated to particular types of prov1s1on within each sub­

heading? Furthermore, what 1s the number of book issues per annum? what 

is the library membership? how many books are in stock? what 1s the popula­

tion of the town? and how many personnel are employed m the library ser­

vice? Basic data and information as specifi ed above are vital to enable man­

agement to make informed and meaningful input to the dec1s1on-making 

processes and can be used to determine, for example, how many members 

are served by the Municipality's library and at what unit cost, whether or 

not such unit costs have risen over the last, say three years, and, if so, 

due to what factors? This and other information 1s all part of the essential 

picture which has to be developed if an effective management control func­

t10n 1s to be developed. In many instances the relevant data 1s available 

but a t no stage 1s it presented to management m a meaningful manner. 
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In the Mtlnerton context the budget appears to have existed solely to ensure 

that the money available in any one period 1s matched to the expenditure 

in that period. In this regard it has certainly introduced its own measure 

of effectiveness and that 1s whether or not all the money that was put in 

the estimates has been spent at the end of any one year . "The financial 

budget, as a reliable measure of progress, 1s merely a reliable measure of 

progress insofar as one has managed to expend resources; it does not m 

any way relate to the achievement of specific management targets. There 

is a manifest need for the budget to do more than merely show the amount 

of money it 1s planned to expend in any one year and re late that to a parti­

cular department." (Skitt 1975 : 90 - 91). 

Sk1tt (1975 : 91-93) states that in order to achieve a management control 

system which will relate expenditure to achievement, the budget must de­

scribe resources by: 

relating programmes for their achievement to the stated objectives; 

expressing each programme (down to act1v1 ty level) in terms of 

the resources expended upon them; 

reporting on the comparison of actual performance w 1th p Janned 

performance; 

controlling, or the accountability function of bringing into line, actual 

performance with planned performa nce. 

The characterist ics of a management control budget as set out above would 

require a different format from the traditional budget format. In fact, the 

budget would have to be set out according to the objectives of the various 

services provided by the Municipality. However, 1t is submitted that it is 

also possible to link the management control budget to the existing budget 

structure with minor changes and relate resources to that rather than to 

decide on an entirely different format. 
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In view of the fact that different levels of control are required, ranging 

from that of the elected representative to the departmental and branch 

heads, the question must be asked whether 1t 1s possible, or practical, to 

have all the data and information necessary for that w 1de range of control 

within one budget. It would seem more practical to operate two budget 

formats - one on a subjective base, essentially for internal control, and the 

second, based upon objectives, and providing the data and information neces­

sary for management control. 

At present the Municipality operates a single computerised budgetary system 

and thought should be given to utll1smg this computer-based programme 

to produce different control documents. Whilst it 1s acknow !edged that the 

development of a computer programme could be a complex task the argument 

for using a computer for this purpose is 1ts ability to manipulate masses 

of data into meaningful information which could assist the planning and 

control functions of management. The existing budgetary system meets most 

of the accounting needs of the Municipality but falls short in terms of the 

provision of meaningful management control data and information. It is 

on this premise that it 1s considered prudent to maintain the existing financial 

budget m its present format and to run a management control budget · in 

parallel. 

"The problem of output measures has to be faced if there is to be an ef­

fective pay-off, in practice, to any of the advantages of corporate planning. 

Indeed, unless we can develop measures of effectiveness, we cannot except 

m an mtu1t1ve way say that the existing s1tuat1on needs development. Whether 

they are output measures or intermediate measures of effectiveness or 

achievement targets, the outputs related to inputs in a management control 

budget should comply w I th the follow mg requirements: 

they should be quantified; 

they should be directly related to objectives; 

they should be comprehensive; that 1s to say, they should undertake 

to evaluate all outputs relating from any activity or programme, 
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rather than those simply directly related to the objective under 

which they appear; 

each output will probably necessitate the explication of cross-walks 

between programmes and other activities." (Skitt 1975: 107) 

The above requirements may not be possible to achieve in all cases of output 

measurement and very often intuitive judgments, or subjective judgments 

of fact, of the persons most intimately concerned with a problem, are not 

only the only measures available, but very often the most effective (Skitt, 

1975 : 108). 

The author supports the above view and the approach proposed for the Munici­

pality of Milnerton is one in terms of which an attempt should be made 

to develop intermediate measures of effectiveness together with management 

achievement targets, and, within this process, to realise output measures. 

What appears to be certain is that there 1s a need to develop an output 

based budget which should run in parallel to the existing financial budget. 

"Programme/Performance budgeting systems and variations thereof have 

received a mixed reception. Some local authorities have embarked upon 

the concept with great enthusiasm and continue to develop the principles 

with progressively greater sophistication; others have become disillusioned 

and have abandoned the concept completely. The primary difficulty encoun­

tered by organisat10ns which have attempted to set up the system appears 

to have been the basis upon which objectives were framed. Introduction 

of the system necessitates a considerable number of man-hours being spent 

by senior executives in designing object1 ves, and the broad nature of the 

main objectives adopted did not seem to justify the cost of identification. 

For this reason the desirability of introducing programme/performance bud­

geting systems or a modification thereof w 1 thin local authorities in South 

Africa has been severely questioned." (Browne et al 1980 : Vol. 2, 43-44) 

"Whilst programme budgeting can assist in making selections between different 

programmes for the same service, there has been Ii ttle evidence to show 

how priorities can be determined between programmes for totally different 
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services; thus the ability of programme budgeting to rationalise the use 

of scarce capital resources within local authorities 1s obscure. Furthermore, 

if the line-item system of budgeting 1s abandoned m favour of programme 

budgeting there is a danger that the dominant objectives of the programme 

budget will not be integrated with the most economic use of resources, 

and it may not be possible to maintain effective budgeting control when 

departmental costs are merged into programmes." (Browne et al 1980 : 

Vol. 2, 44) 

The Institute of Municipal Treasurers and Accountants S.A. (Browne et al 

1980 : Vol. 2, 44) encouraged local authorities to undertake an analysis of 

municipal functions and to establish output measurements with a view to 

providing considerable aids to management. The author has also identified 

the need for such an analysis to be undertaken in regard to the Mi lnerton 

operation. It is also submitted that it would be meaningful to relate these 

output measurements to specific objectives. In view of the fact that goals 

and objectives have not been specifically identified for any of the services 

currently offered by the Municipality, the author has included as part of 

the research, the preparation of goals and objectives statements. However, 

smce the scope of this thesis does not permit the identification of goals 

and objectives for all the services offered by the Municipality it was decided 

to select one of the proposed departments for this purpose. In view of the 

fact that the author is actively involved with the services included m the 

proposed 'Department of Administration and of Community Services' it was 

considered appropriate to concentrate on these branches, being the following: 

Leve l 1 

Fire Brigade 

Traffic 

Level 2 

Administrat ive 

Parks, Sport and Recreat10n 

Libraries. 
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A statement of goals and objectives (refer Appendix "]") in respect of the 

proposed 'Department of Administration and of Community Services' was 

prepared on the basis of a detailed analysis of the relevant job descriptions 

and on information gleaned from interviews with the branch heads concerned 

as well as from discussions with senior officials in these branches. The need 

for output measurements has been described ear lier in this Chapter and 

an attempt is accordingly made to identify possible output measurements/ 

performance indicators which might be applied in respect of each of the 

objectives stated. This list forms part of Appendix "]". It is suggested that, 

for the reasons outlined in this section, statements of goals and objectives 

should be prepared in respect of all services provided by the Municipali t y 

and that wherever practicable performance indicators should be identified 

in respect of each objective. 

7.15 A Data Base Management Information System 

Following on from the need for meaningful management information, it 

is submitted that an investigation should be undertaken into the use of cost­

benefit analysis and other evaluation techniques to establ!sh planning as 

part of the management function. New techniques of measurement and control 

and the use of computers in this regard should be investigated. 

The concept of the co-ordinated management of an authority's affairs through 

a Senior Management Team of officials led by the Town Clerk highlights 

the need for a management information system which will serve the authority 

as a whole and not only individual departments. 

To assist the Senior Management Team in its work, attention should be di­

rected to the possible implementation of a data base management information 

system. The main purpose of such a system would be to provide manage­

ment information for the monitoring of policy implementation; the evaluation 

of new policies or amendments to existing policies; the selection of priorities; 

the initiation of pol!cy documents, and the support of managerial activities 

generally. 
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In this regard any investigation into the possible establishment of a data 

base management system should consider the following aspects: 

why 1s the data base management information system required? 

what are the future requirements in this regard? 

is the system to be manual or computerised? 

if it 1s to be computerised, what system should be used? 

what software? 

will the user(s) require direct access? 

who will operat e the system? 

what data/information will be stored in the system? 

(for example: policy documents, relevant legislat10n, conditions of 

service, grading schedule, establishment tables, personnel records, 

organisation structure - posts/purpose/functions, financial data, budget­

ary control information, statistics - demographic/social, Government 

reports/proceedings.) 

what special facilities are required? 

(for example: electronic diaries, electronic mail, spreadsheets, gra­

phics.) 

to what extent would the system be utilised? 

(for example, hourly, daily, weekly, monthly.) 

how will the system be updated and by whom? 

Thus far in this Chapter reference has been made, when this ha s been appro­

priate, to several of the statements contained in the 'Code of Organisation 

and Management' which was formulated in Chapter Six. In a work of this 
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In a work of this nature 1t 1s not the intention to examine each one of these 

statements in depth, although many of the statements contained in the Code 

have already been considered in this case study. The purpose of the Code 

1s merely to provoke thought m regard to various aspects of the Municipal! ty's 

organisation structure and process of management. However, m concluding 

this present Chapter brief add1t1onal comment 1s offered on a select10n of 

these statements. 

7.16 Sensitivity to the Needs of the Citizens 

Statement No. 18 : The organisation must be sensitive to the needs of the 

citizen and there should be clear facilities for grievances to be heard. Mem­

bers of the public should have, and should be conscious that they have, ave­

nues of appeal and clearly defined sources of information. The private indivi­

dual should not feel that his only contacts with the local authority are at 

election time, when his rate demand arrives, or when he needs to use the 

local authority's services. 

The Mun1c1pality presently employs m a casual capacity a person whose 

sole respons1bil1 ty It 1s to liaise w I th the public in regard to grievances or 

general enquiries. The advantage of such a pos1t1on 1s that the public have 

a recognised channel of communicat10n to follow and are assured of a prompt 

response to their enqu1r1es, be they verbal or written. It 1s suggested that 

the need for this post should be confirmed and a permanent pos1t1on, designa­

ted 'Public L1a1son Officer', be established at a senior level on the Council's 

fixed establishment. The incumbent of this post should possess· the qualif1ca­

t1ons and ab1hty to undertake a full mvest1gat1on and to present a detailed 

report to the Council's senior management as to how liaison with the public 

might be improved. Alternatively, Consultants might be appointed for this 

purpose. In add1 t1on, 1 t 1s proposed that attention be given to conducting 

a public opinion survey of the services presently provided by the Municipal! ty. 

This survey could conveniently be conducted through the medium of the 

Mun1c1pal1ty's newsletter which 1s presently produced on a biannual basis. 
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7.17 Remuneration of Personnel 

Statement No. 30 : Remuneration of personnel should be fair and reasonable 

to both employer and employee consistent with conditions over which the 

employer has control. The remuneration structure should accordingly take 

into account an evaluation of the post, the performance of the incumbent, 

the levels, patterns and trends m the employment market, and the ability 

of the organisation to pay. 

Of particular significance in regard to the above statement is the 'grouping' 

of local authorities in terms of the Remunerat10n of Town Clerks Act, 

1983, and in terms of which the salary of the Town Clerk and therefore 

that of other officials is controlled. However, within these parameters, an 

attempt should be made to prepare a remuneration structure which meets 

the requirements of Statement No. 30 of the Code. In regard to the evaluation 

of posts it is proposed that the Peromnes job evaluation system should be 

utilised for this purpose. The Peromnes system requires that each position 

is evaluated in terms of the following eight 'factors': 

(a) complexity of problem-solving; 

(b) consequences of errors of judgment; 

(c) physical and psychological pressure in the work situat10n (degree 

of stress); 

(d) required know ledge (to funct10n competently in the position); 

(e) job impact (internally as well as externally); 

(f) comprehens10n demands w 1th respect to spoken and written com­

mun1cat1on ; 
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(g) required educational qualifications or intellectual ability; 

(h) required job experience/on the job training. 

Each factor is defined and also represented by a scale running from a very 

low level to a very high level of demands in terms of the specific factor. 

The second aspect relates to the actual performance of the incumbents 

of the post and it is submitted that these performance appraisals should 

be undertaken by the following 'groups': 

the Town Clerk in respect of Departmental Heads; 

The Town Clerk and the relevant departmental head in respect of 

a deputy departmental head; 

the relevant departmental head and deputy-departmental head in 

respect of branch heads; 

the relevant departmental, deputy-departmental and branch heads 

in respect of a deputy branch head; 

the relevant branch and deputy branch heads in respect of all other 

officials. 

In all instances the comments of the immediate supervisor must be taken 

into account. The author does not have definite views on the type of system 

to be used for any such performance appraisal but would submit that it 

should take cognisance of the following factors: 
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in1t1ative (independent thinking, versatility, adaptability); 

know ledge of work; 

reliability/sense of responsibilit y (punctuality/dependabJl1ty); 

human relations (tact, courtesy, sincerity, co-operation); 

ability to acquire know ledge/understand instructions; 

appearance; 

productivity; 

quality of work. 

A suggested layout of a performance appraisal evaluation document 1s at­

tached as Appendix "K". 

To be successful any job evaluation and/or performance appraisal exercise 

requires, inter alia, the support of management, particularly the top manage­

ment. In this regard a participative approach by the management of the 

Municipality is favoured. It is imperative that the top and senior management 

of the Council understand and favour the system of job evaluation and/or 

performance appraisal being employed, and furthermore, that they remain 

involved throughout the investigat10n. 

NOTE 

The Municipality's objectives m terms of Statement No. 30 of the 

proposed Code and in regard to its pay policies and practices, should 

be to attract the right kinds (calibre) and numbers of entrants; to 

retain the right kinds and numbers of people; and to motivate the 

right kinds of behaviour. 



179 

7.18 Rationalisation of the Grading Structure 

Statement No. 31 : The grading structure of the organisation should be ra­

tionalised in that it should provide for meaningful and standardised job desig­

nations and the least number of levels in the hierarchical structure. 

In this regard an attempt should be made to introduce, wherever possible, 

job des1gnat10ns which are descriptive. In add1t1on to this st1pu lat1on, the 

following guidelines are offered: 

Grade l 

Grade 2 

Grade 3 

Grades 4 & 5 

Grade 6 

Grade 7 

Grade 8 

Grades 9-12 

Town Clerk/Chief Executive. 

Town Engineer 

Town Treasurer 

Director of Administratwn and of Community Services. 

Grade 2 designations should be prefixed with 'Deputy' . 

Branch heads. Designations should be prefixed with 

'Chief'. 

Grade 4 designations should be prefixed with 'Deputy'. 

All other job designations used on this grade prefixed 

with 'Principal'. 

All job des1gnat1ons should be prefixed with 'Senior'. 

Basic job designations. 

Basic job designations followed by 'Grade l ', 'Grade 

II', etc. where this is necessary to distinguish iden­

tical job designations on different levels. 

A practical application of the above guidelines to the proposed structure 

for the Municipality would result in the following changes amongst the top 

seven salary grades: 
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Grade Present Designation Proposed Designation 
Present Proposed 

1 l Town Clerk Town Clerk/Chief Executive 

2 2 Town Engineer Town Engineer 

2 2 Town Treasurer Town Treasurer 

2 Director of Administration 
and of Community Services. 

3 3 Deputy Town Engineer Deputy Town Engineer 

3 3 Deputy Town Treasurer Deputy Town Treasurer 

3 3 Deputy Town Clerk/ Deputy Director of Administra-
Director of Administration tion and of Community Servi-

ces. 

4 4 Chief Fire Officer Chief Fire Officer 

4 4 Chief Traffic Officer Chief Traffic Officer 

4 5 Assistant Town Engineer Chief Engineer : Design 
and Technical Services. 

4 5 Assistant Town Treasurer Chief Accountant-Expenditure 

4 5 Assistant Town Clerk Chief Administrative Officer 

4 5 Building Surveyor Chief Building Surveyor 

4 5 Works Manager Chief Engineering Officer 
Works. 

4 5 Director of Parks, Chief Parks, Sport and Re-
Sport & Recreation creation O fficer. 

5 6 Chief Administrative Principal Administrative 
Officer Officer 

5 6 Deputy Chief Fire Deputy Chief Fire Officer 
Officer 

5 6 Deputy Chief Traffic Deputy Chief Traffic Officer 
Officer 

5 5 Cost Accountant/ Chief Internal Auditor 
Internal Audi tor 

5 5 Chief Accountant Chief Accountant-Income 

5 7 Valuation Officer Senior Valuation Officer 

5 6 Superintendent - Principal Superintendent 
Treatment Works - Treatment Works. 

5 6 Principal Technical Principal Technical Assistant 
Assistant 

6 7 Accountant Senior Accountant - Rates. 
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6 7 Accountant Senior Accountant - Water. 

6 7 Accountant Senior Accountant-Expenditure. 

6 7 Senior Technical Assistant Senior Technical Assistant 

6 7 Senior Technical Assistant Senior Technical Assistant. 

6 7 Senior Plans Examiner Senior Plans Examiner 

6 7 Senior Plans Examiner Senior Plans Examiner 

6 7 Works Control Clerk Senior Works Control Clerk. 

6 7 Senior Administrative Senior Administrative Officer. 
Officer 

Table 5 Proposed Job Designations Grades l to 7 

7.19 Provision of Certain Services by Private Enterprise 

Statement No. 45 : It should be recognised that certain services provided 

by the Municipality could possibly be provided to the community more advanta­

geously by private enterprise and decisions in this regard should be based 

on the application of cost benefit principles pertaining to the current and 

projected circumstances in each instance. 

Local government m South Africa is being confronted increasingly by the 

concept of the privat1sat1on of certain services. The municipal funct10nary 

must, therefore, be aware of the manner m which the private sector operates 

and of the advantages that can be obtained by utilising 1t to good effect 

in municipal context. 

The question of whether or not to privatise certain serv ices normally provided 

by the public sector is an extremely complex one. The management of the 

Municipality must be aware continually of the poss1b1ht1es which exist to 

privatise certain services. It will suffice for the purpose of this present 

work to refer to a paper by Mr. J.G. Brand, a former Ct ty Engineer of 

Cape Town, entitled 1Privat1sat1on m Mun1c1pal Government: A practical 

viewpoint.' (Brand 1985: 47). This paper debates the increased application 
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of business principles to the provision of municipal government services 

and considers privatisat10n, as one such means, in the context of alternatives. 

Mr. Brand sums up his conclusions in this paper as follows: 

"Firstly, responsible, cost-conscious management, to obtain the maximum 

benefit from available resources in the interest of the local community, 

is increasingly in evidence in municipal government. 

Secondly, the much-hallowed profit motive of the private sector is not a 

guarantee that a particular result will be obtained at the lowest cost. Compe­

tition is, how ever, usually such a guarantee, albeit that competition between 

the public and private sectors might be necessary. The know ledge that munici­

palities keep a close watch on, among other things, the cost-effectiveness 

of rendering a particular service by the private sector and its own service 

departments, must have an impact on the private sector's tender prices 

and contract performance. 

Thirdly, privatisation could be advantageous in certain areas in respect of 

certain services or under certain circumstances and not in other areas or 

circumstances m respect of the same services. Each case must be carefully 

considered on its merits. It is extremely dangerous to generalise in favour 

of either privatisation or the render ing of municipal services by municipal 

service departments. Local government is a complex phenomenon. How com­

plex only becomes apparent after a careful analysis of all relevant facts 

and of practices already adopted." (Brand 1984/85 : 47) 

The objective should always be to obtain the maximum benefit from available 

resources in the interests of the local community . 

7.20 The Need to Recognise the Organisation's Value System 

Statement No. 4 : Structural innovations in the Municipality should take 

cognisance of the need to bring about an equivalent and complementary 

change in the organisation's value system and hence its culture. 



183 

The organisational proposals for Milnerton have been associated with organisa­

tional innovation and reform in two areas. These are, first, the area of man­

agerial process and, secondly, that of organisation structure. In regard to 

the management process it is suggested that this be carried out on a corpo­

rate basis with an increased emphasis on the measurement of output to im­

prove the means of the decision-making and control procedures. In bringing 

about any such changes a great deal of attention must be given to the need 

to bring about an equivalent and complementary change in the Municipality's 

value system and hence its culture. The cultural element has been defined 

as encompassing the values, beliefs, prejudices, goals and expectations of 

the organisation's human members. Change in this area must be initiated 

through improved internal communications and consultation, a nd a compre­

hensive programme of training in the underlying theories and objectives 

of corporate management and the benefits and problems of operating matrix 

structures. "The cultural element is important since the success or failure 

of structural or procedural innovations in any organisation will be determined 

to a large extent by the degree of commitment experienced by the human 

participants." (Haynes 1969 : 186). 

Argyr is emphasised the need for structural and procedural changes to be 

accompanied by an appropriate influencing of values (Argyris 1962 53) 

and pointed out that the importance of cultural adjustment is amplified 

when increased innovative capacity and organisational flexibility is sought 

through the adoption of a matrix design. This is because matrix design tends 

to impose new and unfamiliar expectations with regard to perceptions of 

group identity and loyalty (as will be the case with the relationships between 

the 'General Management Team' and the 'Senior Management Team') and 

new levels of challenge and responsibility (as reflected in the need to partici­

pate at corporate level). Clearly, the imposition of a matrix project dimension 

within an organisation which has hitherto only experienced a purely functional 

orientation will necessitate a considerable change in the behavioural orienta­

tion of incumbent managers and participants. Many managers will, during 

the course of such a system's operation, be removed from the familiar depart­

mental environment where they are constantly reminded of sectional interests 
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and are subject to goal displacement. Instead, they will be placed within 

an unfamiliar, less permanent, managerial setting involving equally unfamiliar 

interpersonal relationships and where the operational concern is less with 

service provision and more with interdepartmental, interdisciplinary analysis 

and problem-solving. The behaviour styles and values needed for the effective 

use of matrix organisation are different from those which would have been 

developed for the effective use of a traditional bureaucratic, mechanistic 

organisation. Problems may therefore arise because the individual's orientation 

and the manager's everyday behaviour styles, will have been developed over 

time in a way which best equipped him to survive and succeed in the tradi­

tional organisation. 

With the introduct ion of the corporate management system managerial process 

and organisational structure will be fused together, but the effectiveness 

of this fusion will be dependent upon the supportive or destructive response 

of the organisation's value system. If the response is negative then the value 

system which has emerged over many years in Milnerton will remain firmiy 

entrenched after the attempted introduction of the procedural and struct ural 

innovations and the authority's culture will continue to display the charac­

teristics of one most conducive to the successful operation of a highly dif­

ferentiated, bureaucratic organisation. 

Any attempt to reform a hitherto static, mechanistic organisation and to 

create in its place a flexible, adaptive, organic entity must involve innova­

tion in three areas: 

the procedural - the actual philosophy and process of management 

adopted; 

the structural - the structural mechanisms and devices which form 

the supportive framework within which the rnanagement process 

is to be carried out; and 

the cultural - the values, be liefs, goals and expectations held by 

the human membe rs of the organisat10n; 
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In attempting to change the whole character of an organisation as well as 

its structures and functional procedures, these three elements must be fused 

together to form a comprehensive, fully integrated approach to organisa­

tional innovation and reform. For such reform to be effective it 1s imperative 

that the complex interrelationships and mutual dependence with exists be­

tween all three elements be clearly recognised. Preoccupation with only 

one or two elements to the exclusion or neglect of any other, can have the 

effect of nullifying the whole reforming effort. For example, the structural 

and procedural elements cannot be pushed ahead with little or no attention 

paid to the need to bring about an equivalent change in the organisation's 

value system and culture. 

Participants must not encounter a sudden and vio lent re jection of traditional 

roles, conventions and expectations. New committees and management groups 

cannot appear virtually overnight and be expected to begin striving towards 

the attainment of a new set of goals and objectives about which many partici­

pants are ignorant or, at best, vague. Such a strategy, as Argyr is has pointed 

out, can often have the effect of heightening the powers of resistance within 

the organisation, exacerbating resentment and feelings of host i lity towards 

the innovations being introduced (Argyr is 1967 : 35). The approach most 

likely to succeed wouid be one which calls for a more gradual adoption of 

a new system ac companied by a comprehensive, organisation-wide programme 

of training in the need for change and the ways m which the proposed struc­

ture and processes are conducive to increased operational effectiveness. 

In addition, emphasis must be placed on demonstrating the nature and value 

of the individual's contr ibution at all management levels throughout the 

organisa tion. 

No change effort can succeed unless it has the support and commitment 

of top management. In the context of this study the term 'top management' 

must be taken as referring to senior officials and key personnel below them 

and not just to the political policy-making groups. The need for know ledge 

and commitment in this connection is particularly significant. Know ledge 

and understanding of objectives and process is an essential prerequisite for 

personal commitment to any reform strategy. 
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The effective use of teams and groups is essential if matrix design is to 

be successful. In the initial stages where interdisciplinary, interdepartmental 

teams are established a certain amount of inertia and conflict may exist. 

People may tend still to polarise issues, mistrust each other's motives and 

attempt to protect what they perceive to be their own function or area 

of responsibility. A well-organised monitoring and guidance programme is 

needed to facili t ate essential adjustments to the organisation and process 

of management. It is important to realise that well-established administrative 

and managerial values cannot be changed overnight in a once-and-for-all 

fashion. Rather, they must be worn down and eroded by an energetic program­

me of education and training. 

7.21 Concluding Comments 

In this Chapter an attempt has been made to explore certain of the state­

ments contained in the 'Code of Organisation and Management for t he Muni­

cipality of Milnerton' as presented in Chapter Six. The intention has not 

been to prescribe in a rigid manner what the organisation structure and 

management process should be for Milnerton. Rather, the Code offers general 

guidelines which it is hoped will serve to stimulate thinking in this regard. 

There would appear to be a 'prima facie' case for the management of the 

Municipality to adopt a corporate approach to the management of the Coun­

cil's affairs. The organisation smtructure should be reviewed m an effort 

to accommodate management on a corporate basis and to make provision 

for structural integration whenever this is practicable to achieve the effective 

co-ordination of the various functional units of the Municipality. 

There appears also to be a need to place greater emphasis on the provision 

of planning and control data. The formulation of a set of goals and objectives 

m respect of the various services provided by the Municipality, together 

with appropriate performance indicators, would seem to be a necessary first 

step in this regard. As part of this study a statement of proposed goals 

and objectives was prepared in respect of each of the services included in 

the proposed 'Department of Administration and of Community Services'. 
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These goals and objectives were formulated on the basis of an analysis of 

the information and data contained in the relevant job descriptions and infor­

mation obtained from the officials of the various functional units invo lved. 

In addition to the above, certain other innovative measures m regard to 

the Council's organisation structure and process of management were sug­

gested. Because these suggestions are listed as specific proposals in the 

following Chapter, it will suffice in this present section to state m general 

terms that the proposals relate to innovation in the following areas: 

the Council and Committee structure; 

the position of the Town Clerk as a 'Chief Executive' rather than 

a 'primus inter pares'; 

the re-organisation of the Council's departmental and branch structure 

on the basis of a functional analysis of the various activities of 

the Municipality; 

the formation of a senior management group comprising the Town 

Clerk and three departmental heads; 

the review of the Council's internal audit function; 

the classification of the functions and responsibilities of councillors 

and officials; 

the implementation of a management control budget format; 

the improvement of channels of communication between the Council 

and its stakeholders; 

policies affecting personnel; 

the privatisation of certain services provided by the Municipality. 
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In conclusion, the point was made that any attempt to change the character 

of the Municipality as well as its structure and certain of its functional 

procedures, must take cognisance of the need to bring about an equivalent 

change in the organisation's value system and culture. 
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CHAPTER EIGHT 

FINDINGS, OVERALL CONCLUSIONS AND 

SOME SPECIFIC PROPOSALS 

8.1 Introduction 

The Municipality of Milnerton has experienced exceptional growth smce 

its inception thirty years ago and particularly during the past five years. 

Evidence of this growth is contained in Table l which presents a comparative 

study of relevant growth factors in respect of the period 1980 to 1985. 

Although this growth incorporates increased property ownership and has 

therefore resulted in a substantial broadening of the rate base, the Munici­

pality has come under increasing pressure in recent years to provide services 

on a larger scale with financial resources which, in real terms, have de­

creased. This has highligted the need for the management of the Municipality 

to concentrate to a greater extent than ever before, on ways and means 

of improving the organisation's cost-effectiveness with specific attention 

being directed to the efficient utilisation of its human resources. The ubiqui­

tous problem facing the Municipality has been the optimal allocation of 

limited resources to satisfy the increasing needs of the community it serves. 

1n this regard the allocation of priorities on a more informed and systematic 

basis has assumed increased importance. Greater emphasis wilJ accordingly 

be placed on the need to manage the affairs of the Municipality on a cor­

pocate basis. This line of reasoning supports the concept of the Town Clerk 

assuming the role of the organisation's chief executive. 

lnere is a need to give common direction of effort, to establish team work 

and to harmonise the goals and objectives of the individual with the overall 

goals of the organisation. A management by objectives approach appears 

to offer some of the answers in this regard. Efficiency and effectiveness 

in the determination and attainment of these objectives will be largely de-­

pendent upon the correct identification by the Municipality of real needs 

on the part of the community. One of the major problems envisaged is the 
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ability to measure performance. A general point about performance indicators 

is that many of them will not reveal much in themselves over one period 

of time. Much more revealing are changing patterns of performance. Factors 

which appear to be inhibiting optimal efficiency and effectiveness in the 

municipal operation in Milnerton, were identified. 

succinctly as follows: 

These may be stated 

a lack of co-ordination and integration of the Municipality's activi­

ties; 

uncertainty m regard to the exact nature of responsibilities attached 

to certain posts, particularly on the lower salary grades; 

there have been instances when employees have received instructions 

from more than one superior and this has caused confusion and inde­

c1s1on, particularly when such instructions have been in conflict 

with each other; 

inadequate means of communication within the organisation; 

inadequate means of measuring performance; 

certain councillors lack an understanding of the municipal organisa­

tion and its complexities; 

councillors are presently split into two distinct 'camps'; 

inconsistency of certain of the decisions of the council; 

the present committee system in Milnerton: 

controlling legislation; 

responsibilities of certain officials are not commensurate with the 

level which the post occupies in the organisation's hierarchical struct­

ure; 
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financial restrictions; and 

unfavourable press coverage. 

Commentary on the above factors is presented in Chapter F 1ve and will not 

be repeated here. However, it is submitted that many of the apparent weak­

nesses m the organisation can be attributed to the tremendous growth ex­

perienced by the Municipality. Milnerton is no longer a 'small town' and 

it would appear that the organisation structure and process of management 

which may have been adequate in the past, is now in need of review. 

8.2 Overall Conclusions 

There 1s a need to review the organisat10n structure and manage­

ment process of the Municipality of Milnerton. 

ln order to facilitate a systematic approach to the formulation of 

an efficient and effective organisation structure and process of 

management for the Municipality, 1t 1s necessary to take cognisance 

of the follow mg aspects: 

principles and theories expounded by exponents m the fields 

of organisation and of management; 

practical experience m other munic1pallt1es; 

apparent strengths in the present organisation; 

aoparent weaknesses in the present organisation; and 

relevant 'local' cirumstances which are peculiar to the Muni­

cipality of Milnerton. 
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The review of the organ1sat1on structure and management 

process of the Municipality should accordingly be undertaken 

in accordance w 1th the guide lines contained in the 'Code 

of Organisation and Management for the Mun1c1pality of 

M!lnerton' as presented in Chapter Six of this thesis. 

8.3 Specific Proposals 

The application of the 'Code of Organisation and Management of the Mun1c1-

pality of M!lnerton' to the organisation structure and management process 

of the Municipality as it exists and 1s practised at present would suggest 

certain innovations. Although certain of the statements contained in the 

Code are specific there are others which provide only general guidelines 

which invite discussion and which are open to a degree of 1nterpretat10n 

in their implementation. The case study presented in Chapter Seven offered 

some proposals in this regard and these are summarised as follows: 

Proposal No. 1 

The Council's committee system should be based upon a structure 

of three committees, being the Town Planning Committee, the 

Finance, Personnel and General Purposes Committee, and the Com­

munity Services and Works Committee. AJJ ten members of Council 

should serve on each of these committees and all three committees 

should enJOY full delegated powers as far as this 1s permitted by 

leg1slat1on and with the proviso that where a decision does not carry 

the support of at least six members, such matters be referred to 

Council for approval. (Section 7.4) 

Proposal No. 2 

Specialised know ledge and contribution by counciJJors should be engen­

dered through the appointment of 'ad hoc' committees for specific 

purposes. (Section 7 .4) 
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Proposal No. 3 

The Town Clerk should be accorded chief executive status m the 

organisation and should be responsible for carrying out the policy 

of the Council with complete authority consistent with the policy 

he is implementing. (Section 7.5) 

Proposal No. 4 

The Municipality should be structured into three departments as 

follows: 

Department of the Town Treasurer; 

Department of the Town Engineer; 

Department of the Director of Administration and of Com­

munity Services. 

(Section 7 .6) 

Proposal No. 5 

The Town Clerk together with the three heads of department should 

comprise the Council's Senior Management Team. (Section 7.7) 

Proposal No. 6 

The Municipality should recognise branches on two levels as follows: 

Level l 

Level 2 

Fire Brigade; and Traffic Control 

Admin1strat1ve; Parks, Sport and Recreation; Library; 

Works; Building Survey; Design and Technical Services; 

Expend1 ture; Revenue; and Audit. (Section 7 .8) 
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Proposal No. 7 

The internal audit function should be established in the organisation 

in terms of the relevant respons1btl1t1es set out in the 'Financial 

Code' prepared by the Institute of Municipal Treasurers and Account­

ants. (Section 7. 9) 

Proposal No. 8 

The Senior Management Team together with the three deputy heads 

of departments and all 'Level l' branch heads should comprise the 

Council's 'General Management Team'. (Section 7.10) 

Proposal No. 9 

Goals and objectives should be identified in respect of the total 

organisation and along the lines of the statement of goals and objec­

tives formulated for the proposed Department of Administration 

and of Community Services and attached as per Appendix "J". (Section 

7.14 and Appendix "J"). 

Proposal No. 10 

One of the aspects requiring attention 1s that of the nature and 

quality of information upon which management can base its decisions. 

In this regard specific reference is made to the need for administra­

t1 ve measures whereby the measurement of output might be undertaken 

on a systematic basis. (Section 7 .14 ). 
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Proposal No. 11 

Provision must be made for proper planning and independen t control 

systems supported by adequate information and communication sys­

tems. The capabilities of the elec tronic computer should be expedi­

tiously explored on a continuous basis with a view to its optimal 

utilisation in the provision of management information. In this regard 

the poss1b1lity of introducing a management control budget which 

could provide data necessary to measure the effectiveness of the 

organisation in terms of output achieved rather than only resources 

apphed, together with a systematic approach to the allocation of 

budget priorities, should be investigated. (Section 7.14) 

Proposal No. 12 

A centralised electronic data bank should be established fo r use 

by all departments of the Municipality. (Section 7.15) 

Proposal No. 13 

The implementation of an employee performance appraisal system 

should be investigated. (Section 7 . 17) 

Proposal No. 14 

An investigation should be undertaken into the possible privatisation 

of all services provided by the Municipahty . (Section 7.19) 
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8.4 11Quid Vero?" 

Although the author has made an attempt to list the spec1f1c proposals in 

paragraph 8.3 in some order of priority, the question must now be asked: 

"What exactly is the next step?" 

Browne et al (1980 : Vol. 1, 75) recommended that all local authorities be 

requested to keep their internal organisation structure under constant review 

with a view to applying sound organisational principles and techniques as 

well as adapting them continuously to the requirements of changing circum­

stances. 

Following upon the above and as a result of this present study, an "Organisa­

tion and Management Review" Working group comprised of councillors and 

officials of the Municipality who have relevant experience in these fields 

should be appointed to investigate and comment upon the proposals contained 

in this thesis. 

8.5 Final Comment 

All of the approaches to organisation and to management contain important 

truths. Each is based upon assumptions that are sometimes relevant. Each 

suggests structural arrangements worthy of consideration. The management 

of the Municipality should consider all these approaches and fit them to 

its needs. This is preferable to concluding that a one-sided attack on any 

problem is adequate. A modern synthesis 1s needed to pull together ideas 

from all the approaches. Such a synthesis would start with the recognition 

that each approach is a matter of degree. There are degrees of formalism, 

from the planning of each minor activity to the complete absence of formal 

planning. There are degrees of direction, from absolutism to the complete 

dispersion of authority. There are degrees in the application of line, staff 

and functional organisation. Different principles of organisation have different 

degrees of importance. The Municipal! ty contains elements of all of the 

approaches. The problem of planning or replanning the organisation is therefore 
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one of finding the balance appropriate to the circumstances - a balance 

to fit the objective and make optimum use of the available resources. 

This research work does not purport to offer the final and complete solutions 

in regard to the Municipality's organ1sat1on structure and management process 

since the review of these aspects 1s essentially a continuous process. What 

is of importance is that the organisat ion should be flexible enough to adapt 

to changes in circumstances. It 1s equally important that any proposed struc­

tural innovations in the Municipality should take cognisance of the need 

to bring about an equivalent and complementary change in the organisation's 

value system and hence its culture. Other factors which will have to be 

taken into account are the introduction of the Regional Services Councils 

and the possible reduction of status of the local authority to a "primary 

local authority" with a concomitant Joss of functions; also the changes which 

are occurring in Cape Town generally - rapid urbanisation of the black popula­

tion (now forming almost one third of Cape Town's population) and rapidly 

increasing poverty and unemployment. Such factors cannot leave Milnerton 

untouched and w i II need to be taken into account upon the av ai labi Ii ty in 

the future of reliable and meaningfully deta!led information in this regard. 

This thesis is presented in the hope that it will serve to stimulate some 

thought and offer some guidance in regard to the direction in which the 

Municipality of Milnerton should move in terms of its organisation structure 

and process of management. 

It 1s perhaps appropriate, therefore, to conclude with the words of Oliver 

Wendell Holmes: 

"The great thing in this wor Id 1s not so much where we stand; as 

in which direction we are moving." 
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200 APPENDIX "A" 

STUDY TOUR OF MAJOR CITIES 

STATEMENT OF OBJECTIVES 

To gain further meaningful insight and understanding, beyond 

that which is attainable through formal study, as part of my 

research for a Master's Degree in Public Administration at the 

Uniuversity of Cape Town on the subject of "A Systematic Approach 

to the Formulation of an Organisation Structure and Process of 

Management for the Municipality of Milnerton ". 

In pursuance of l above. to interview several top officials in the 

field of Municipal Government Administration in South Afr1ca 

to determine their viewpoin t s in regard to various aspects of orga­

n1sat1on structure and the management process. 

To acquire or request certain data/information relevant to my 

field of research. 

To acquire information appertaining to the use of electronic data 

banks in Major Cities and to establish reliable lines of communica­

tion with appropriate officials of the Major Cities in the field 

of Research and Development with a view to promoting the future 

interchange of meaningful data/information on a regular basis . 

To acquire greater insight in the field of municipal government 

administration. 

T.N. Hollis-Turner 
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STUDY TOUR OF MAJOR CITIES 

LIST OF OFFICIALS INTERVIEWED 

Post Designation 

Municipality of Cape Town 

Town Clerk 

City Administrator 

Senior Deputy City Administrator 

Assistant Town Clerk, Office 
of the Chief Executive 

Assistant City Treasurer (Audit) 

Municipality of Johannesburg 

Town Clerk 

City Secretary 

Deputy City Treasurer (Administrative) 

Deputy City Treasurer (Accounting) 

Assistant City Treasurer (Research and 
Training) 

Municipality of Durban 

Town Clerk 

Associate Town Clerk 

City Treasurer 

Chief Internal Audi tor 

Municipality of Pretoria 

Town Clerk 

Deputy City Treasurer 

Municipality of Port Elizabeth 

Town Clerk 

Deputy Town Clerk 

Assistant Town Clerk 

C1 ty Treasurer 

Deputy City Treasurer 

Chief In tern al Audi tor 

Chief Organisation and Methods Officer 

Incumbent 

Dr. S. Evans 

Mr. G. Hofmeyr 

Dr. D.L. Craythorne 

Mr. C. Greenwood 

Mr. C. Nates 

Mr; M. Venter 

Mr. H.T. Veale 

Mr. A. Bennett 

Mr. B. Mumford 

Mr. B. Lombard 

Mr. G. Haygarth 

Mr. P.M.E. Van Zyl 

Mr. W.B. Stone 

Mr. J.S. Scott 

Mr. P. Delpor t 

Mr. J.A.M. Venter 

Mr. P.K. Botha 

Mr. I.S. Terblanche 

Mr. D. Colson 

Mr. A. Strydom 

Mr. E. Landsberg 

Mr. G. Davison 

Mr. A. McCleod 
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•..• ............................................................... 
•. .• ........................................•...................... 
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. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 

Work Time devoted to 
this function: 
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LIST OF OFFICIALS INTERVIEWED 

MUNICIPALITY OF MILNERTON 

Post Designation 

Town Clerk 

Town Engineer 

Deputy Town Engineer 

Assistant Town Engineer 

Works Manager 

Town Treasurer 

Deputy Town Treasurer 

Internal Audi tor/ Cost 
Accountant 

Accountant - Expenditure 

Accountant - Rates 

Chief F ire Officer 

Deputy Chief Fire Officer 

Chief Traffic Officer 

Deputy Chief Traffic Offi-
cer 

Traf fie Superintendent 

Assistant Director of 
Administration 

Senior Administrative 
Officer 

Administrative Officer­
Estates 

Administrative Assistant 

Secretary : Director of 
Administration 

Secretary : Town Clerk 

Public Liaison Officer 

Director of Parks, Sport 
and Recreation 

Incumbent 

Mr. J.H. Veldsman 

Mr. S.P. Wood 

Mr. D. Brook 

Mr. S. Laubscher 

Mr. D. Barson 

Mr. R. Grace 

Mr. S. de Witt 

Mr. J. Barnard 

Mr. M.J. Visser 

Mr. K. M. Traut 

Mr. R.B. Muir 

Mr. R.F. Farra nt 

Mr. D.J. Fourie 

Mr. L.R.M. Snyman 

Mr. M. Whare 

Mr. L.P. Deacon 

Mr. P.J. du Preez 

Mr. N. Right ford 

Mr. S. Brink 

Mrs. S.C. Wulff 

Mrs. J. Reichert 

Mr. G.v.R. du Bruyn 

Mr. G.W. Conradie 

Total years service with the Municipality 

APPENDIX "D" 

Number of Years 
Service with 

the Municipality 

4 

16 

12 

.5 

16 

8 

17 

15 

7 

7 

16 

12 

14 

20 

8 

6 

12 

4 

9 

9 

13 

3 

9 

242 
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CODE OF CONDUCT FOR LOCAL AUTHORITIES 

INTRODUCTION 

This Code is not a restrictive and punitive device. Its main purpose is to assist councillors 
and officials as well as members of the public who have dealings of any sort with their local 
authority, so that each group may have a clear concept of what is expected of them from an ethical 
point of view, both in their individual conduct and in their relationship with the other groups con­
cerned. This Code lays down general principles anJ does not deal with specific situations except in 
one or two instances. In other words it is a frame-work upon which more specific provisions may be 
built when found desirable as a result of experience. It should also be remembered that most rules 
are subject to exceptions. 

Certain matters which assume special importance in any Code of Conduct of this nature 
are or may be dealt with by legislation. This legislation may add to but cannot detract from the 
principles laid down in the Code. 

Perhaps the most fundamental p0int to be stressed here is that every councillor and 
official on accepting office assumes a special duty to the public whom his local authority serves, and 
he must completely subordinate his self interest in all circumstances in which there might be, or 
even appear to be, the possibility of any conflict of interest. In other words nobody should allow a 
situation to arise where in the scope of his council work there is any possibility of his judgment 
being influenced by motives of personal advantage or even of gratitude (which usually includes a 
lively appreciation of favours to come). 

As a coroEary to this, no councillor or offii::ial should ever do anything which might tend 
to place any other councillor or official in such a situation, nor should any member of the public 
ever do so. Any action or lack of action by a councillor or an official which creates in the mind of 
the ordinary citizen a lack of confid ence in the honest and impartial administration of the city is 
unworthy conduct. 

It is not merely of some importance, but it is of fundamental importance, that justice 
should not only be done, but should manifestly and undoubtedly be seen to be done. 

To all perscns concerned v..;th this Code it is suggested that an excellent test of the pro­
priety of any contemplated action is to ask themselves if they would feel quite at ease if the course 
they contemplate were to be publicly ventilated, or would they feel some degree of shame or 
em barrassm ell.I.. 

Although this Code is divided into sections each part is complementary to all other parts. 

The following notes can usefully be borne in mind when applying the Code :-

1. Where the term "councillor" is used it necessarily includes members of town boards 
and of health committees, and in addition, save where the context refers obviously to councillors 
only, the term indudes non-local au thority members of municipal, statutory or advisory boards or 
committees e.g. Town Planning Committees, Traffic Advisory Committees, Licensing Appeal 
Boards, Local Affairs Committees, Transport Management Boards etc. 

2. It is obvious that members of smaller local authorities, particularly health committees, 
are more in direct contact with their ratepayers and with day to day local authority affairs. These 
circumstances do not however detract from the general principles contained in this Code. It is for 
example quite usual for any one member of a health committee to be deputed to arrange daily or 
weekly programmes of road grading maintenance, or to interview on behalf of a committee some 
official of State. When so acting, the health committee member is acting with the express authority 
of his health committee. He would however be off~nding against the Code of Conduct if he were for 
ex~ mple to take upon himself to investigate personally complaints about buildings or public health 
matters. 

3. Where in this Code business dealings with the local authority are dealt with, the refer­
ences are to actu:il contracts or proposed contracts with the local authority other than in regard to 
matters common to rate payers gen 2rally. 

4. When reference is made to the financial or personal interest of a councillor or an 
official i t includes the interest of the spouse or of members of the immediate family of such person. 
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PART I 

THE PROVISIONS OF THE CODE GENERALLY APPLICABLE TO COUNCILLORS 
AND OFFICIALS 

1. Every councillor and every local government official is, quite apart from his respon­
sibilities to his council or committee or department, responsible to the public and must not allow 
himself to be influenced by motives of personal advantage. No councillor or official should grant 
special consideration, treatment or advantage to any person which would not be made available to 
any other member of the public in similar circumstances. 

2.. Councillors and officials should conduct themselves so as to promote the full con­
fidence of the public in the integrity of its local government and their conduct in both official and 
private affairs sh~u.ld be above reproach. They_ should do nothing ~hich _would cre~te i~ the mind 
of the ordinary otizen a lack of confidence m the honest and impartial adm1mstration of the 
municipality, and should not give any grounds for the impression that they can be improperly 
influenced in the performance of their duties. 

- 3. No councillor or official should make use of advance or confidential information ob­
tained as a result of his position for his personal gain or for the personal gain of others, nor should 
he disclose any such confidential information concerning the property, government or affairs of his 
municipality. (Extreme care should be exercised in the making of any public statements in regard 
to the affairs of the council - particularly negotiations - which may operate to the detriment of 
the local authority). 

4. (a) The existing legislation with regard to councillors being involved in contracts or other 
transactions with the local authority as also the representing of outside interests before 
the council or appearing in any matter for or against the council is annexed. Quite 
apart from the necessity however of observing the law, it is stressed that every coun­
cillor and official should also be sure that he does not offend against the principles of 
this Code, and so create any conflict between his official duties and his personal interest. 

(b) The crux of the doctrine of conflict of interest lies in the fact that a councillor or official 
who in his capacity as such, takes part in a decision in which he has a personal interest, 
direct or indirect, may put it beyond his power to bring to the problem to be decided that 
impartiality of thought which his office demands of him, even though he is in no way 
contravening the law. Where such councillor or official has a direct fin a ncial interest in 
the result of any decision taken, he can be in no doubt that he should not take part in 
such a decision. because he obviously cannot bring an impartial mind to bear upon the 
subject. 

In the case of an indirect financial interest, or of a direct or indirect personal 
interest. it should be borne in mind that it is not enough for a councillor or officia l to 
be satisfied in his own mind that the nature of his interest will in no way affec t his 
impartiality if a third party would have reasonable grounds for doubting this. 

Councillors and officials should have no difficulty in cases of conflict of 
interest if they follow the following simple ethical rules : 

(i) They must remember that they are engaged in public business and before participating 
in a decision. must consider whether they have any form of direct or indirect personal 
interest before they take part in the proceedings. 

{ii) If they belit>ve they have, they should not take part in such proceedings or decisions. 

(iii) Whenever a doubt arises as to the right or ethics of participating in such decisions, the 
doubt must be resolved by not doing so. 

(ivl Even where the councillor or official has no doubt that he himself would act impartially, 
he should then consider whether a reasonable man aware of the facts might not come to 
a different conclusion. In such event he should take no part in the proceedings or 
dec1s10n. 

PART II 

C'Ol'NCILLORS IN THEIR RELATIONSHIP WITH THE PUBLIC 

l. A councillor is the elected representative of his municipality and not only of his war~. 
His first duty is thus to the municipality as a whole and only provided it is not repugnant to this 
principle should ht' regard himself as a special advocate for his ward and he should not endeavour 
to further sectional interests to the. detriment of the municipality as a whole. 
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The primary function of the councillor is to serve as a member of a committee or com­
mittees, and of the council as a whole, in the consideration of policy and in supervising 
or reviewing where necessary the general administration of the council's affairs. The 
detailed or day to day administration of the municipa lity does not however fall within 
the scope of the duties of an individual councillor, subject to his right to request the 
head of the department to report on any matter, or to ask the committee concerned to 
institute an enquiry into or otherwise deal with any aspect of the administration which 
he may feel requires attention. 

A councillor should only intervene in matters of departmental administration affecting 
the public where an unsuccessful approach has been made to the department concerned 
by a member of the public, and the councillor is satisfied that the department's refusal 
to act appears unreasonable. In such circumrtances the councillor should take up the 
matter with the head of the department or the Town Clerk. · 

A councillor or group of councillors s}:iould not have official dealings or discussions with 
outside parties in connection with any matters being dealt with or to be dealt with by 
the council or any committee of the council, unless the ToY.-n Clerk or other appropriate 
official or officials are present. 

3. A councillor who may be required to exercise a quasi-judicial function e.g. to decide a 
town planning or licence application or to take an administrative decision such as on the award of 
a tender, should resist any attempt by interested members of the public to influence his decision.· 
He must be in a position to decide any matter with a free and unbiased mind, and where it might 
appear possible fo r any reason whatsoever that he might be biased in advance in favour of any 
particular party, he should recuse himself from sitting. 

4. Nothing in the preceding provisions of this Code is intended in any way to restrict 
the practice of councillors giving general advice or assistance to members of the public in their 
approach to the council or its various departments, or to councillors being approached by members 
of the public in regard to matters affecting the community as a whole, or a substantial section of the 
community, as for instance in regard to road improvements, the provision of parks and so forth , but 
generally speaking even in such matters it is preferable for any representations to the council to be 
routed through the appropriate channels. 

PART III 

COUNCILLORS AND THEIR RELATIONSHIP WITH OFFICIALS 

l. A councillor as an individual has no executive pov,:er and therefore cannot give instruc­
tions to officials or make decisions binding on anyone else in regard to council matters. This applies 
equally to the Mayor and chairmen of committees. The practice in matters of urgency or necessity of 
the Mayor or chairmen granting certain authorities in advance of committee or council a pproval is 
not regarded as unethical, provided there are good grounds for being satsified that the action ta ken 
wil be duly ratified by committee or council, and the head of the deparrment has no objection. 

2. While a councillor is entitled to be of help to members of the public in their dealings 
with the council, and to make enquiries about any matter passing through the administrative 
machine, he should only do so through the head of the department concerned, or the official author­
ised by the head of the department. 

3. Councillors are entitled to expect officials to supply them with reasonable information 
in order to enable them to perform their functions as councillors in the interests of the public, but 
should refrain from making unnecessary or excessive demands in this regard. Any disagreement 
between a councillor and an official as to the interpretation of this clause should be referred to the 
relevant committee for decision. 

4 . . A councillor should not inspect departmental records or premises except by arrangement 
with th~ committee or the head of the department concerned. 

5. A head of department is entitled to submit through the usual channels any report 
falling wihin the scope of his department to the responsible committee, and no councillor or 
councillors may give instructions to withhold or dela y any such report except with the agreement of 
the head of the department concerned, and any such report should, except where the urgency or 
confidential nature of the matter dictates otherwise, be submitted in full and in writing and should 
not merely be interpreted to the committee verbally by the chairman or any other councillor. 

6. In all nonnal circumstances councillors should ensure that before a final decision is 
taken on any item, the officials concerned have had reasonable opportunity of studying the matter 
and expressing their views. 

7. A councillor should at all times feel fully entitled to seek the advice of the officials 
concerned who are there to give all reasonabie assista nce, and thus councillors should endeavour to 
obtain, whether in committee or otherwise, from such officials the relevant information on any 
points of doubt they may have before voicing them in the council chamber. 
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8. The relationship between the individual councillor and the official should be one of 
partnership and in no sense does the relation of master and servant exist between them. Councillors 
should endeavour to build a relationship of mutual confidence between the council a nd its officials, 
and should do nothing which might unnecessarily embarrass them or humiliate them, nor endeavour 
to shelter behind them where the decision of the council or committee has gone wrong, even though 
such decision resulted from the adoption of a recommendation of the official in question. Once the 
official has given his advice or recommendation the council or committee is free to adopt, modify 
or reject it. 

9. Individual councillors should refrain from exercising any pressure on officials who are 
required to give advice or make recommendations. This applies equally to chairmen who should 
remember that although they may have a certain amount of discretion and should take a close 
interest in the departments falling under their committees they should do nothing tending to usurp 
the authority or functions of the head of the department. 

10. Where an official in the exercising of any quasi-judicial discretion conferred upon him, 
is required to decide an issue such as a town planning or a licence application, or where in the 
exercise of his normal duty an official is required to report upon a matter to the relevant committee, 
a councillor should not, while the application is under consideration or the reporr is iD the course of 
preparation, attempt to influence the decision or report of the official concerned in any way. 

11. No councillor should directly or personally ivolve himself in negotiations with 
officials in regard to any matters affecting his personal, professional or business interests, except 
in the way in which any member of the public would normally do. Councillors should not ask for or 
expect special treatment from officials in personal matters. For instance a councillor who has com­
mitted a parking offence may make representations in the same way as any member of the public, 
and if the offence resulted to some extent from his official duties as a councillor, iliH may well be 
taken into consideration purely on its merits, but not the mere fact that he is a councillor. 

PART IV 

THE OFFICIAL IN HIS RELATIONSHIP WITH THE COUNCIL A .. ""J.D 
INDIVIDUAL COUNCILLORS 

In the light of the previous chapter, the official's position in this regard becomes largely 
self evident, but it is desirable to lay down the following specific provisions: 

l. The official is the servant or employee of the council as a whole and not of individual 
councillors but he owes a special duty to the latter to assist them in all reasonable ways in the 
proper carrying out of their public duties. A senior official should regard himself as being in a 
special advisory position, working through his head of department and do all in his power to 
promote a relationship of mutual confidence and respect \vith councillors. 

2. The official is responsible for the day to day administration of the council's affairs 
assigned to him, and where necessary, must report to the relevant committees thereon. He may sug­
gest policy but may not decide it except where specifically empowered to do so. Deciding policy is 
generally the function of the council and thereafter it is the duty of the official loyally to implement 
it subject to his right to ask for it to be reviewed from time to time. 

3. A head of department is entitled and expected to report to his committee on all matters 
he considers necessary, and while he should endeavour to have the closest relationship with his 
chairman, he should not tolerate undue interference from him or any other councillor in the dis­
charge of his duties. He should not allow any undue pressure to be brought upon him. 

4. Heads of departments should furnish councillors with all reasonable information they 
require in order to enable them to perform their duties as councillors. They may withhold confiden­
tial information or refuse to furnish information which may involve considerable research unless 
directed by a committee to do so. 

5. A head of department should endeavour to ensure that as a general rule all applica· 
tions, negotiations and so forth with the public are channelled through the proper official sources. 

6. Should any head of department consider t!-iat any councillor is deliberately or persis­
tently contravening the principles set out in 3 and 5 above, he should have no hesitation in taking 
the matter up with the Town Clerk or with his chairman. 

7. A head of department or his representative at a committee meeting is fully entitled 
to express the views of his department on any relevant matter under consideration, and where 
any such matter requires the decision of the council, the head of department is also entitled to ask 
the Town Clerk to ensure that his views are made known to the council. 
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8. In reporting on any matter to committee, the official should not only set out the argu­
ments favourable to his recommendation, but should give the committee all relevant points of view. 

9. An official is not subject to instructions from individual councillors except in special 
cases authorised by the council, and should treat a councillor in his personal affairs in exactly the 
same manner as he would treat an ordinary member of the public in similar circumstances. 

10. Where an official is required to take a decision or to report ~n any matter to a com· 
mittee, he should resist any attempt by a councillor or any interested party to influence his decision 
or report in any way. 

11. Quite apart from any law or regulation that may from time to time be in force, 
ordinary common sense and sense of duty should dictate to any official that he should not canvass 
or otherwise actively participate (other than by voting) in any municipal election contest in the area 
of his local authority, for or against any candidate, and whether or not any such candidate is a 
sitting councillor. 

(The purpose of this clause is to assist in developing and maintaining an impartial 
municipal service.) 

12. No official should in his private capacity engage in any form of employment or be 
associated with any business or transaction if such employment or association is incompatible wi th 
the proper discharge of his official duties, or is likely to affect adversely his efficiency in his 
employment with the council. 

13. An official who is engaged in some other form of employment or who is associated 
with, or who has any fin ancial interest direct or indirect in any organisation or business concern, 
should, if he is required in his official capacity to report upon or make any recommendation in 
regard to such employment, organisation or business concern, disclose the nature and extent of '1is 
interest to the head of his department, or in the case of a head of department, to the appropriate 
committee of the council. 

PARTY 

THE OFFICIAL AND HIS RELATIONSHIP WITH THE PUBLIC 

In addition to the other applicable provision s of this Code: 

1. Every council official in his dealings with the public or any member thereof should 
regard himself as a public relations officer, who may by his manner, or behaviour, or conduct, 
influence for good or bad the reputation of his council. He should observe in his official acts the 
highest standards of morality and discharge the duties of his office faithfully, regardless of personal 
considerations, recognizing that the public interest is his primary concern. His conduct in both 
official and private aff3:irs should be above reproacr... 

2 . . It is the official's duty to serve the public and to be of such assistance as possible and 
he should do his best to ensure that at all times any member of the public receives proper and 
courteous attention . 

J. Where an official has family ties or close personal friendship with any member of the 
public having negotiations or other dealings with the council, he should ensure that such relation­
ship in no way influences any decision in regard to the matter. 

PART VI 

THE PUBLIC IN ITS DEALING WITH COUNCILLORS AND OFFICIALS 

Any member of the public will have a fair idea of the functions of councillor and official 
respectively, if he reads through the preceding provisions of this Code. When it is realised that the 
average person is dependent on municipal services for the ordinary everyday conveniences of his 
life, it hardly needs stressing that it is most desirable that he should have a municipal council that 
functions efficiently and harmoniously, and enjoys the respect and co-operation of its citizens in 
return for its endeavours to serve the public to the best of its ability. This, however, is only likely 
to be the case if amongst other things, members of the public in gerneral a ppreciate that local 
government, while being more intimate and personal than any other form of government, is not 
intended for the particular benefit of individuals, but for the benefit of everyone within the munici­
pality. The following simple rules are set out to guide the public in its dealing with the local 
authority, and should be read in conjection ·with the previous provisions of this CoJe : 

1. The officials of the council are appointed to deal with the public and to set in motion 
the necessary machinery to attend to all business of the council, and in particular, all transactions 
of whatever nature between individuals, firms, ratepayers associations and the like on the one hand, 
and the council on the other. No member of the public should expect from an official any special 
consideration, treatment, or advantage, beyond that which is available to every other member of the 
public. Officials of the council in their dealings with the public are required in most cases to imple­
ment and administer statutes and municipal bye-laws which are largely inflexible. The municipal 
>fficial is obliged to administer these laws with impartiality and tact, and however irksome the law 
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may be, members of the public should not a ttempt to circumvent it by brinbring pressure to bear on 
offici als. 

2. Remember that councillors, including the councillors of your own ward and any coun­
cillor who may be a personal friend or acquaintance of yours, owes his first duty to the municipality 
as a whole and not to any particular ward or person or group of persons. . 

3. Remember also that a counCillor as an individual is not the person to attend to the day 
to day transaction of business between the council and outside interests, and as an individual has 
no executive or administrative functions. It is only when sitting as a member of the committee or of 
the full council that he assumes any such status. The day to day administration of local government 
is the responsibility of municipal 0fficials, and all complaints and requests from the public should 
be directed to the municipal department concerned with the matter, or otherwise, to the Town Clerk. 
In the vast majority of cases it should be possible for satisfaction to be secured or for an official 
explanation of the position to be given. 

4. While a member of the public has every right to discuss matters relating to council 
policy or general administration with councillors. he should not approach a councillor in regard to 
any request or complaint affecting the day to day administration of the local authority unless and 
until a proper approach has been made to the Town Clerk or the responsible officer of the depart­
ment concerned. Under no circumstances should a member of the public attempt to persuade a coun­
cillor or an official to secure for him some personal advantage or favour, nor should he attempt to 
influence in any way a decision of a councillor or an official who is required to decide a matter in 
which such member of the public has an interesL 

5. No person should use his influence or friendship or other relationship with a ny coun­
cillor or official to obtain specially favoured treatment in any matter whatsoever, or hold out any 
sort of inducement to, or bring any pressure to bear upon any councillor or official to obtain such 
treatment. Apart from the fact that any such conduct may amount to a criminal offence. it will tend 
to undermine the healthy structure of the municipal machine, a nd cause untold difficulties in main­
taining the proper relationship between the councillor and official on the cne h a nd, and the cou ncil­
lor and the public on the other. 

6. Members of the public sho·..ild therefore always observe the proper channels of com­
munication with the council and refrain from doing anything which may in any way tend to place 
any councillor or offi cial in a position where there is a conflict between his duty to t"1e council or 
public as a whole, and the ties or calls of personal consideration. Remember that no man can serve 
two mastere. 

7. Members of the public are entitled to expect courtesy from officials of the council and 
they in their turn should show reasonable consideration in their dealings with the officials . If they 
l'Onsider they are not getting the courtesy and attention they deserve they should where possible, 
take up the matter with the head of the department or the Town Clerk, but should only in the last 
resort approach the Mayor or any other councillor. 

8. Members of the pubiic should remember that there are many other citizens all requir­
mg attention from the council and its officials, and that .the posi tion of the officials would become 
untenable should individual citizens make u::1re; sonable calls on their time. The public should 
therefore be reasonably brief and businesslike in its dealings and requirements and not make un­
nt>c.essary demands. Some ratepayers appear to consider it their duty as ratepayers to investigate or 
complain about every possible matter and to demand personal interviews on every occasion. Within 
reason, however, the interest of ratepayers and others in the affairs of the municipality is to be 
welcomed, a nd especially is it desirable that they bring to attention any specific matters of dis· 
satisfaction that come to their notice. 

9. Mem hers of the public .vho are not sure of the best way to approach the council , or 
how to go about any matter relating to council affairs, should consult the Town Clerk's Office which 
... 111 advise them to the best of its ability. 

PART VII 

GIFTS AND FAVOURS 

1. No councillor or official should accept any gift or favour (including excessive hospi­
tality or entertainment) whether in the form of service, loan, thing or promise from or on account 
':'f any per~on, fi~m or other body which to his knowledge is or is likely to be directly or indirectly 
mtt>rested m busmess or other dealings with the local authority which may tend to influence him 
m the ~i~c~arge of his duties, or which in the opinion of a reasonable man mi gh t do so. It is the 
respons1b1hty of every councillor and official to ensure that the principles embodied in this clause 
.1rt> observed by the immediate members of his family . 

2. Quite apart from any intentional effort to bribe or influence any councillor or officia l, 
mPmbers of the public and especially commercial firms should not make any· gifts or distribute any 
favours to any councillor or official or members of their immediate families where such action 
might result in placing such councillor or officinl under any feeling of moral obligation towards the 
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giver in respect of any dealings presnt or future , with the council. Furthermore, any councillor or 
official who shows any expectation or hope of receiving special treatment by reason of holding a 
position of importa nce or in fl uence in the municipa l s etup should immediately be rebuffed. 

ANNEXURE 

SUGGESTED CREED FOR COUNCILLORS (The use of which is commended by the 
Administrator-in-Executive-Committee.) 

As a councillor I believe : 

That the proper operation of democratic local government requires that councillors and 
officials be independent and impartial in their judgment and actions, that decisions on policy be 
made in the proper channels of the municipal structure, that public office be not used for personal 
gain, that the public have confidence in the integrity of its council, and that the public interest 
requires ethical standards of the highest order; 

That the realization of these ends is impaired whenever there exists or appears to exist 
an actual or potential conflict between the private interests of the councillor and his public duties; 

Therefore, as a councillor of ................... . .. . .. I affirm my solemn belief that the 
primary responsibility for maintaining a high level of ethics in municipal affairs falls upon the 
council as the governing body elected by the people; 

Consequently having studied the Natal Municipa l Code of Conduct, I believe it is my duty 
and will use every endeavour to : 

1. Represent and work for the common good of the people of my municipality and not 
for private interest, ensuring fair and equal treatment of all persons, claims and transactions with 
which I may be concerned. 

2. Refra in from accepting gifts or favours or promises of future benefit which might 
compromise or tend to impair my independence of judgment or action as a councillor. 

3. Refra in from disclosing confidentia l information concerning the municipal government. 

4. Help the council mainta in the highest standards of ethical conduct and do nothing 
which might offend a gainst such standards. 

ANNEX U RE 

SUGGESTED CREED FOR ADMINISTRATIV E OFFICIALS AND EMPLOYEES, the use 
of which is commended by the Administrator-in-Executive-Committee. 

As a municipal official or employee I believe : 

That the proper operation of democratic local government requires that municipal 
officials be independent and impartial in their judgment and actions, that decisions and policy 
be made in the proper channels of the municipal structure, that public office be not used for personal 
gain , that the public have confidence in the integrity of its government and officials, and that the 
public interest requires ethical standards of the h ighest order with respect to official conduct; 

That the realization of these ends is impaired whenever there exists or appears to exist 
an actual or potential conflict between the priva te interest of a municipal official and his public 
duties : 

Therefore as an official or employee of the municipal council of . .... . ....... . .. I affirm 
my solemn bel ief that I have a public responsibility to do all in my power to maintain the integrity 
of local government. Consequently, having studied the Natal Municipal Code of Conduct I believe 
it is my duty to : 

l. Observe the highest standard of ethical conduct in the performance of my public 
duties and to be efficient, courteous and impartia l in the performance of those duties, ensuring 
fair and equal treatment of all persons, claims and transactions coming before me in my official 
capacity. 

2. Work in full co-operation with other municipal employees in promoting the public 
welfare, recognizing that my private interest must always be subordinate to the public interest. 

3. Be scrupulously honest in handling public funds and in the conserva tion of munici · 
pa l pro perty, never using any funds or property under my care for private benefit of myself or others. 

4. Never accept or engage in any employment or occupation incompatible with my 
municipal duties. 
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5. Refrain from discl0sing confidential information concerning the affairs of this 
municipality. 

6. Refrain from accep:ing gifts or favours or promise of future benefit which might 
compromise my indept:ndence of judgment or action as a public official or employee. 

7. Help the council maintain the highest standards of ethical conduct and do nothing 
which might offend against such standard. 
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ORIENT A TION COURSE FOR COUNCILLORS -

A FRAMEWORK 

1. lntroduction to Senior Management Personnel 

2. Discussion Groups on the following: 

APPENDIX "F" 

The Office and Functions of Council's Chief Executive. 

The General Nature of Municipal Government and the Functions 

of Councillors. 

The Functions of the various Departments of the Council 

including Channels of Communication. 

3. Presentation of Councillors' Handbook (Refer Appendix "G"). 

4. A Tour of Council's Key Installations. 
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HANDBOOK FOR COUNCILLORS - A FRAMEWORK 

Item Subject 

1. The History of Milnerton 

2. Powers and Functions of Local Authorities 

3. The Administrative Structure of the Council 

4. Municipal Elections in the Cape Province 

5. Election of the Mayor and Committees 

6. Functions of the Committees 

7. Important Documents 

&. Offences by Councillors 

9. Code of Conduct for Local Authorities 
(Prepared by a committee appointed by the 
Administrator-in-Executive Committee of Natal) 

9.1 Suggested Creed for Councillors 

9.2 Suggested Creed for Admrnistrative Officials and Employees 

10. Council Meetings 

11. Leave of Absence to Councillors 

12. Hints on Committee Work 

13. Honorary Title of Alderman 

14. Civic Ceremonial and Social Events 

15. The Councillor as an Individual 

16. Requests for Information 

17. Recognition of Ratepayers' Assoc1at1ons 

18. The Finances of the Town 

t 9. Expenses and Allowances of Councillors 

20. General Information 

Councillors' Rest Room and Interv iew Room 

Internal Telephone Directory 

Councillors' Diary. 
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ESTIMATES OF EXPENDITURE FOR THE YEAR 1985/86 

LIBR/IRY 

VOTE 17 - 01 

ESTIMATES I APPROX I ESTIMATES 
TENI DETAILS RAKINGS I WAARSKYNLIK I RAMINGS 

I 1984/85 I 1984/85 I 1985/86 
I 
jSALAR~E3 , ~~SES AND ALLOWANCES I 
I I 

01 !Salaries an d Allowances - Whites I 110 145 122 4 75 131 338 
02 1Salarie3,W 2ges & Allowances:N/Whites I 19 184 17 163 32 100 
09 !Protective Clothing & Uniforms I 800 800 900 

I I 
I I 
I I 130 129 140 438 164 338 
I I 
I I 
I GENERAL EXPH!SES I I 
I I I 

12 I Admin istr ati on I 24 137 24 222 · I 28 080 
18 I Boo ks a:d Orci i nanc es I 1 75 100 I 2 200 
31 I Elect r i ci t y I 500 500 I 500 
35 I Insurance I 550 100 I 550 
41 jPrin tir~ and Stat ionery I 000 1 500 I 1 500 
49 jstores and Material I 25 25 I 50 
51 I Sundr ies I 500 000 I 000 
52 I Telephones I 450 450 I 450 
56 I 1 ra n sport and Pl ant I 35 0 350 I 4 000 

I I I 
I I 
I I 27 687 28 24 7 38 330 
I I 

APPENDIX "I" 

. --·------

BES011DERHEDE 

!SALARISSE, LO!IE E~ TO:U f 

I 
lsalarisse en roelae - Blcnke s 
lsalarisse, Lene & Tcelae :~/Slank!~ 
IBeskerade Kle~e & Unifo~~= 
I 
I 
I 
I 
I 
!ALGEMENE UI TGA~E 
I 
IAdminist rasie 
!Boeke er. Oraonnansies 
!Elektrisiteit 
I Vers ek ering 
1Drukwerk en Si<ryfbehoe~ces 
lvoorrade en ~at:risal 
I Ail er l ei 
ITele fon e 
I '-loer t uie en \- ervoe r 
I 
I 
I 
I 

IREPAI P.5 A~ D MAI~TEHANCE I ~~ IH ERSTEL EN ONDERHOUrSWERK 
I I I 

70 IBuilii r. 9 Re~airs I 400 400 400 jGebo ue Herstelwerk 
71 IC on tr'buticn to Repairs I jBydrae tot Her~tel en 

I Renewals Fu nd I 100 000 IHern uwi ngsfonds 
74 !Mair. ter. ar.: e (Ex Suspense Accounts) I 890 B90 I In.standhouding (Ui t Afwa; rck:; ;,in; 
76 !Office rurnitu re & Equipment Repai rs I 400 ·200 400 IKantoor toe rusti ng Herst el w~rk 

I I I 
I . I I 
I I 1 690 101 490 800 I 
I I I 
I I I 
I LOAIJ CHAR GES I ILENINGSKOSTE 
I I I 

90 !Interest I 10 06 7 9 295 109 502 IRente 
91 I Rede mption I 7 336 7 281 39 682 I Del9ing 

I I I 
I I I 
I I 17 403 16 576 149 184 I 
I I I 
I I I 
I CAP IT AL EXPENDITURE I I KAPITAALUITGAWE 
I I I 

98 !Contribu ti on to Capital Exp enditure I 200 200 I By dra tot Kapitaaluitgawe 
I I I 
I I I 
I I I I I 177 109 286 951 352 652 I 
I I I 
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1985/86 C,\P IT!IL EXPENDITURE ESTIHATES 

I METHOD OF I 
VOTE DESCRIPTION I FINANCE I AJIOUN T 

I / YEARS I 

!ADMINISTRATION - COUNCIL'S GENERAL EXPENSES I I 
I I I 

"6-66-01 IRecoating External Face of Municipal Offices I R/F I 32 000 
I I I 

. 6-66-02 !Replacement of P.A.8.X. Equipment and Rewiring of Telephones R/F I 85 000 
I I 

6-66-03 !Renovations and Relayout of Head Office Accomodation· R/F I 50 000 
I I 

6-66-04 !Catering Equipment R/F I 2 000 
I I 

' 6-66-05 !Provisions of Street maps for Table View R/F I 2 000 
I I 
I I 
I I 
IADHINISTRATION - TOWN CLERK'S DEPARTMENT I 
I I 

6- 56-J6 !Sundry Office Equipment I R/F I 1 62: 
I I I 
I I I 
I I I 
]ADMINISTRATION - TOWN ENGINEER'S DEPARTMENT I I 
I I I 

6-66 -J7 !Sundry Office Equipment I R/F I 3 one 
I I I 

6- 56- JS !Sundry Survey Equipment I R/F I 3 60C 
I I I 
I I I 
I I I 
IAD~INISTRATION - TOWN TREASURER'S DEPARTMENT I I 
I I I 

6-56-'J 9 !Sur.d ry Office Equipment I R/F I 2 co: 
I I I 

6-66- 10 12 Air Conditioners I R/F I 2 4QJ 
I I I 
I I I 
I I I 
IAD~I NISTRATION ~ LAW ENFORCEHENT I I 
I I I 

6-66-11 !Sundry Office Equipment I R/F I 2;c: 

I I I i 

I I I 
I I I 
!BUILDING SURVEY I I 
I I I 

6-6 6- 12 !Sund ry Office Equipment I R/F I 2 501) 

I I I 
I I I 
I I I 
IFI P. E BRIGADE I I 
I I I 

o4-5S- 'J l !Mi scellaneous Workshop, Hoseroom CB.A. Room Tools lc.c.o.L.F.I 1 SOrl 
. 
I 

I I 5 I I f 4-55-02 !sundry Office Equipment lc.c.o.L.r.l I OCO l I I 5 I 
I I I I 



APPENDIX "J" 

ST A TEMENT OF GOALS AND OBJECTIVES 

FOR THE 

DEPARTMENT OF ADMINISTRA TION AND OF COMMUNITY SERVICES 

21 8 
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INTRODUCTORY NOTE 

This statement of goals and objectives has been formulated on the basis 

of information contained in job descriptions prepared in respect of all salaried 

posts in the five functional units which, it is submitted, should be included 

as branches of the proposed Department of Administration and of Community 

Services. 

The relevant sections of the draft statements of goals and objectives were 

then discussed with the senior officials of these functional units and amended 

where this was considered to be necessary. 
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OVERALL GOAL OF THE MUNICIPALITY OF MILNERTON 

To achieve and maintain an efficient and effective municipal service which 

will er,_able the inhabitants of Milnerton to live in a safe and developing 

environment which meets their social and cultural needs. 
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OVERALL GOAL OF THE DEPARTMENT OF ADMINISTRATION 

AND OF COMMUNITY SERVICES 

To ensure that the services and amenities for which the Department is respon­

sible are provided in a manner which will optimise its contribution to the 

achievement of the Council's goal. 

BRANCHES OF THE DEPARTMENT 

Level I 

Fire Br igade 

Traffic Control 

Level II 

Administrative 

Library 

Pa rks, Sport and Recreation 
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FIRE BRIGADE 

GOAL: To prevent and combat urban fires and render rescue and 
emergency services so as to preserve life and property 
from all perils. 

OBJECTIVES 

To prescribe Standards for 
the achievement of the main 
objective 

To prescribe standards and 
requirements for the use, 
storage and transportation 
of flammable, toxic, radio­
active and explosive sub­
stances. 

1. 

2. 

OPERATIONAL ACTIVITIES 

The compliance with all Acts, Ordinan­
ces, By-Laws and Council Resolutions 
applicable to the Brigade. 

Examining building pla ns to ensure 
compliance with standards prescribed 
by by- laws and National Building 
Regulations and Act (103 of 1977) 
and relevant codes. 

3. Inspecting buildings during and after 
erection to ensure compliance with 
approved plans and prov1s1on and 
maintenance of fire-fighting appliances 
and equipment and means of escape. 

4. Enforcing prosecutions of 
of by-laws and National 
Regulations Act l 03 of 1977. 

prov1s10ns 
Building 

5. Review mg of by-laws on a regular 
basis. 

6. Keeping abreast of technological 
developments. 

7. 

8. 

Examining building plans where storage 
of flammable and other dangerous 
substances 1s contemplated. 

Inspecting industrial plants and fuel 
depots and other buildings during 
and after erection to ensure compliance 
w I th approved plans and standards. 



To plan, equip and man 
fire stations at strategic 
points in the municipal 
area. 

To give guidance and advice 
on fire hazards and the use of 
fire fighting appliances and 
other preventative media. 
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9. Regular inspection of industrial, 
commercial and residential buildings 
and fixed fire-fighting installations. 

10. Issuing permits for the storage of 
flammable substances. 

11. Enforcing observance of provisions 
of by-laws and regulations. 

12. Inspecting storage fact Ii ties and ve­
hicles used to transport flammable 
explosive and toxic substances. 

13. Determining the need and the ideal 
Joe a t10n for additional future fire 
stations. 

14. Training on a continuous basis of 
firemen and officers to man the 
station, the periodic review of such 
trainrng in the light of technological 
advance in the field of fire fighting 
and hazard identification. 

15. Ensurrng that the fire station 1s equip­
ped with the required fire-fighting 
and emergency appliances and equip­
ment; the periodic renewal of such 
appliances and the acqu1s1t1on of 
new forms of equipment. Evaluation 
of new methods and equipment prior 
to implementation m fire service. 

16. Organisrng personnel and machrnes 
as dictated by the number of calls, 
the intensity and location of a fire 
or number of fires berng handled 
at one time. 

17. Reviewing fees and charges payable 
for the services rendered by the 
Fire Brigade on a regular basis. 

18. Giving lectures and training on fire 
hazards, fire fighting methods and 
appliances and means of escape to 
members of commerce, industry, 
schools, etc. 

19. Liaising with 
and but lders m 
and by- laws. 

architects, engrneers 
respect of regulations 



To instruct owners to remove 
from their property materials 
constituting a fire hazard 

To deal with certain 
emergency situations 
outside the Milnerton 
Municipal area when 
called upon to do so. 

To achieve and maintain 
a high standard of civil 
defence planning and 
activation 
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20. Serving notices on owners of land 
and buddings to remove undergrowth, 
flammable materials, etc. which 
constitute a fire hazard. 

21. Having a private contractor clear 
land of undergrowth, etc. when the 
owner fa!ls to remove the fire hazard; 
and having the Town Treasurer recover 
the incurred cost from the landowner. 

22. Where a reciprocal agreement exists, 
providing fire-fighting services for 
local authon ties outside the municipal 
area who suffer a disaster. 

23. Determining Civil Defence policy. 

24. Establishing and reviewing goals 
and objectives. 

25. Planning and co-ordination. 

26. Reviewing of the organisational struc­
ture. 

27. Holding meetings and receiving reports. 

28. Inspecting, Testing and exercising 
equipment and the system. 

29. Reviewing and analysing feedback 
from the public, Government depart­
ments and other agencies. 

30. Assessing, evaluation, development, 
implementation and exercise of ovil 
defence. 

31. Writing disaster analysis. 

32. Analysing resources. 

33. Planning emergency procedures. 

34. Planning and holding civil defence 
exercises, the nature and timing 
of whICh are vital to civil defence. 

35. Developing the C1v!l Defence Division 
to provide a 24 hour capability to 
handle incidents, disasters and emer­
gencies. 



To protect all municipal 
personnel and installations 
including members of the 
public using municipal 
facilities. 
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36. Meetings and liaising with the follow­
ing: Chief of Civil Defence, Provincial 
Admin1strat1on, South African Defence 
Force Civil Defence L1a1son Officer, 
Civil Defence Officers of local authori­
ties in the Mutual Agreement, Mi ltex, 
Escom, S.A.P., Ratepayers Associa­
tions, technical and training personnel, 
Metro Control, Red Cross, S.R.I., 
and schools. These activities include 
talks, lectures, conferences, seminars 
and publications. 

37. Handling of all civil defence corres­
pondence and finance. 

38. Assessing threats to municipal person­
nel and equipment by criminals or 
terrorists and recommending protect-
1 ve measures. 

39. Writing and exercising emergency 
procedures to cover municipal employ­
ees and members of the pubhc using 
municipal fac1hties. 

40. Keeping abreast of developments 
in the security industries. 

41. Wr 1 trng speci ficat1ons to 
by equipment or services 
to the Municipah ty m the 
field . 

be met 
provided 
security 

42. Monitoring the equipment and services 
ment10ned m 9 above. 

43. Attending appropriate Council meetings. 
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TRAFFIC CONTROL 

GOAL: To control and regulate pedestrian and vehicular traffic 
in order to achieve its . safe and orderly movement. 

OBJECTIVES 

To prescribe and enforce 
standards and measures 
for traffic movement 

To advise on physical 
as distinct from human 
control measures 

To advise on and administer 
a centre for the examination 
and testing of vehicles and 
drivers 

To control public parking 
facilities 

1. 

OPERATIONAL ACTIVITIES 

Framing by-laws supplementary to 
th ~ Road Traffic Ordinance No. 
21 of 1966, its regulations and any 
related legislation. 

2. Organising Traffic Officers and arran­
ging for patrols at strategic pomts 
and areas. 

3. Enforcing the prescribed standards 
and measures through speed checks 
and special enforcement programmes. 

4. Processmg and servmg summonses. 

5. Initiatmg representations to the Provin­
cial Admmistration and other legisla­
tive bodies. 

6. Pos1tionmg traffic lights m liaison 
with the Town Engineer. 

7. Providing and paint mg road traffic 
signs on public roads. 

8. Liaising with the Town Engineer 
on the introduction of traffic control 
measures. 

9. Determining the need for and ideal 
location of a Traffic Control Centre. 

l O. Establishing, equ1ping and manning 
a testing centre. 

11. Reserving, restricting and prohibiting 
parking by means of road signs and 
street marking. 



To educate the members 
of the public 

To exercise control 
over use of public roads 

To enforce Municipal 
By-Laws 
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12. Giving lectures and demonstrations 
on traffic control and safety measures 
to school children and organisat10ns. 

13. Determining the need for and location 
of taxi ranks. 

14. Determining the 
special events 
volving the use 
pavements. 

advisability of holding 
and processions In­
of public roads and 

15. Cordoning off streets and doing what­
ever rs needed to cope with special 
events. 

16. Patrolling municipal area, issuing 
warnings or tickets rn cases where 
an offence has been committed in 
all cases concerning cont ravent10n 
of municipal by-laws including dogs, 
dumping- , beach-, hawking-, trade 
licence- and pamphlet distribu t ion 
offences. 

17. lnvestrga ting and reporting on com­
p lain ts received. 

18. 

19. 

Inspecting, 
dog- and 

Inspecting 
watchmen 
hawkers. 

advising and controlling 
trade licences annually. 

and controlling 
on building s1 tes, 

night­
and 

20. Removing unsightly, dangerous or 
unauthorised placards or signs and 
1 ssuing tickets where necessary. 

21. Investigating cases where the offence 
of dumping has been committed rn 
order to ascertain the offender and 
courteously requesting the removal 
of the offending matter. 

22. Studying new by-laws and amend­
ments m order to ensure a sound 
know ledge of law enforcement. 
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LIBRARY 

GOAL: To make books and cultural material available on loan 
and to encourage and advise on their use. 

OBJECTIVES 

To provide a free library 
service for the public with 
materials for educational, 
informational, cultural 
and recreational purposes 

1. 

OPERATIONAL ACTIVITIES 

Assembling, organising, prese rvmg 
and making freely and easily available 
to all people resident in the municipal 
area library materials (primarily 
books, periodicals, newspapers and 
other printed material), as well as 
films, art prints and recordings. 

2. Satisfymg all reasonable requirements 
at differing educational and cultural 
levels in the selection of materials. 

3. Providing a variety of levels of service 
ranging from the specialised services 
of the main library to the services 
provided by the mobile library m 
other areas. 

4. Providing 
qualified 
personnel. 

readers w 1th 
and informed 

guidance by 
professional 

5. Facilitating info rmal self-education 
of all people m the municipality 
and providing background readmg 
for formal study at educational insti­
tutions. 

6. Providing information for commerce, 
industry and public inst1 tut ions, as 
well as the general public w 1thout 
duplicating the specialised service 
of university libraries, museums, 
entertainment and news agencies 
and similar services. 

7. Encouragmg constructive 
time, placing special 
the cultivation of an 
reading. 

use of leisure 
emphasis on 
enjoyment of 



To achieve a library system 
that is organised and staffed to 
reach the determined level 
of service. 
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8. Including both official languages 
of the national community and the 
main foreign languages spoken m 
the total collection. 

9. Ensur ing that, where reasonable and 
feasible, when the people cannot 
go to the libraries, the libraries go 
to the people: catering for those 
who are unable to travel to the libra­
ries by providing services to various 
institutions, to the handicapped and 
housebound. 

l 0. Judging the benefits of the library 
services not only by what goes m 
(e.g. number of librarians, areas 
of library floor space, number of 
books) but also by results (e.g. usage 
and individual benefits, despite the 
difficulty in identifying and evaluating 
many of the factors involved in soCJal, 
economic and physical results. 

11. Basing the structure of the library 
service on a h1erarch1cal system that 
most satisfactorily provides the various 
levels of service for the municipal! ty. 
Such a system should: 

provide a central library most accessi­
ble from all parts of the municipal 
area and with the widest variety 
of specia li sed and non-specialised 
library services. 

provide, m areas where pockets of 
development are inadequately served, 
a mode rn we 11-equipped mobile library 
which can give basic service. 

12. Providing sufficient staff relative 
to the population served, usage and 
the range of service of the library 
system. 

13. Providing qualified and competent 
librar ians to administer and supervise 
the service, to undertake profess10nal 
and technica l assistance to readers, 
to maintain contact with educational, 
cultural and community organisations 
and to plan t he development of the 
service. 



To achieve a library system 
that is well planned physically 
especially as regards location 
and building design in order to 
maximise efficiency and ease 
of access for the population of 
the Municipality. 

14. 
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Pro viding clerical staff to carry 
out routine duti e s such as maintenance 
of records, recording and discharging 
loans and prepanng and maintaining 
collections. 

15. Maintaining professional staff salaries 
at a competitive level. 

16. Reviewing alternative ways of adminis­
tering libraries to see whether there 
would be any advantage in amending 
the present form of administration. 

17. Promoting co-operation in the provi­
s10n of services and co-ordination 
in the planning of future development 
between the Milnerton Library and 
the library services of other municipali­
ties and the Divisional Council. 

18. Investigating new and contemporary 
systems of l!brary science and recom­
mending what modernisation is neces­
sary. 

19. Providing the mobile library m areas 
heavily used by pedestrians. 

20. Locating the mobile library to mini­
mise personal travel time. 

21. Locating the mobile library m areas 
where there 1s no undue tra ffic or 
other hazard, especially to children, 
who may need to wait outside some­
times. 

22. Ensuring that adequate parking 1s 
available immediately next to the 
main library building and the mobile 
library locat10ns. 

23. Locating the 
adults would 
at night. 

main library so that 
be prepared to visit 

24. Housing the library in buildings that 
are tasteful, attractive and functional. 

25. Housing the library in buildings that 
allow most flexibility m the use 
of space, especially m public areas. 



To achieve the most effective, 
efficient and economic use of 
financial and other resources. 

To achieve the best library 
system for the community 
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26. Locating the new library buildings 
where they are most readily and 
conveniently accessible and designing 
them so they are recognised as such. 

27. Providing furnishings that are attractive, 
functional and informal, permitting 
direct access by library users to 
shelves. 

28. Housing libraries in buddings that 
have adequate space relative to the 
size of the libraries' potential chentele. 

29. Designing storage areas to give opti-­
m um protection and accessibility 
to materials. 

30. Allocating funds to provide a system 
of library services that best meets 
the needs of the municipality. 

31. Preserving the condition of books 
and repairing damaged ones in order 
to minimise unnecessary loss. 

32. Maintaining an active and positive 
view on the role of the library m 
the community. 

33. Being sensitive to the emergence 
of new needs and interest m the 
community that may require modifica­
tion of or additions to the library's 
collections and/or activities. 

34-. Instituting a public relations program­
me to inform the authorities and 
community of the functions, aims, 
resources and services of the library. 

35. Maintaining, where desirable and 
feasible, informal links w 1th other 
educat10nal, civic and cultural groups 
and organisations, including schools, 
adult education groups, leisure activity 
groups and those concerned with 
the promotion of the arts. 



GOAL: 

Note: 

OBJECTIVES 
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PARKS, SPORT AND RECREATION 

To maintain the Parks, Sport and Recreational facilities 
allocated to the Branch and to promote the interests of 
sport and the participation in sport of all residents in Mil­
nerton. 

These faci Ii ties include the Milner ton Sports Club, the 
Bothasig Sports Club, the Table View Sports Club, the 
Milnerton Golf Club, the Milnerton Tennis Club, the Milner­
ton Aquatic Club, the Cambridge-on-Sea Bow ling Club, 
the Milnerton Surf Life Saving Club and the Milnerton 
Canoe Club. 

OPERATIONAL ACTIVITIES 

To liaise between the Council 
and the various schools and 
also the sports c tubs opera­
ting on facilities established 
by the Municipality. 

1. 

2. 

Attending Committee 
Commit tee meetings 
whenever possible. 

or Management 
of the Clubs 

Assisting with the promotion of new 
Clubs including the drawing up of 
constitutions, e t c. 

3. Monitoring and ensuring the submisston 
of annual financial statements o f 
the various sport clubs on due date. 

~- Assisting and advising the various 
clubs on the maintenance of their 
premises after consultation with 
the Town Engineer. 

5. Assisting clubs with the recruitment 
of new members by liaison between 
clubs and schoo Is. 

6. Publicising sport and sporting faci li­
ties throughout the municipal area. 

7. Attending meetings of the Sport 
and Recreation Advisory Board. 

8. Liaising between the council and 
schools insofar as sport 1s concerned. 

9. Liai sing between Council and the 
Department of Sport and Recreation. 



To administer the beaches 
abutting the Municipal area 
and also the parks, open spaces 
and public recreational 
facilities alloc ated to the 
branch so as to meet 
recreational needs. 
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10. Assisting with major fund raising 

11. 

efforts of clubs as well as assisting 
with major tournaments organised 
by the vanous sporting c Jubs. 

Organising any sporting events as 
may be directed by the Council. 

12. Establising public recreational needs. 

13. Planning and developing beaches, 
sporting facilities, parks and open 
spaces and other recreational amenities. 

14. Operating a nursery to provide trees 
and plants required m the Municipal 
area. 

15. Initia t ing the planning, financing, 
construct10n and maintenance of 
such facilities as beach amenities, 
public swimming baths, caravan parks, 
bow ling greens, tennis courts and 
sports fie Ids. 

16. Initiating and controlling maintenance 
programmes. 

17. Programming the replacement, renewal 
or improvement of the amenities . 

18. Inspec ting Club premises on a regular 
basis. 

19. Supervising and controlling the labour 
force allocated by the Council to 
assist in the maintenance of sporting 
facilit ies estab li shed under the auspi­
ces of the Counci l.. 

20. Recommending suitable 
by-Jaws and sea-shore 
to Council. 

policies, 
regulations 

21. Ensuring that the by-law relating 
to the Control of the Seashore and 
the Sea abutting the Municipal area 
1s enforced as dtrected by Council. 

22. Organising holiday recreational acti­
vit ies for school chi ldren.. 

23. Organising recreat iona l activities 
for residents . 



To advise on the need for, 
and to manage municipal 
halls and the facilities in 
them which are under the 
jurisdiction of the Branch. 
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24. Maintaining an adequate staff for 
secun ty purposes and consulting 
the Security/Civil Defence Officer 
in this regard. 

25. Advertising the facilities available 
and generally promoting and letting 
municipal halls and their facilities. 

26. Maintaining a register of bookings. 

27. Advising lessees on the facilities 
available. 

28. Ensuring that lessees abide by the 
leg islati on and by-laws applicable 
to the leasing. 

29. Revising tariffs for the leasing. 

30. Ensuring that preventative mainte­
nance and re novation programmes 
are carried out. 

31. Cleaning hails. 

32. Budgeting for the replacement of 
furniture and equipment. 

33. Ensuring t iat the premises and the 
equipment contained therein are 
repaired and mamtamed. 

34. Maintaining records and monitoring 
the demand for facihties by the 
public. 

35. Liaising with other departments on 
community interests. 

36. Consu !ting the Town Engineer on 
the design and main enance of buildings. 



235 

ADMINISTRATIVE BRANCH 

GOAL: To provide secretarial and administrative services for the 
Council and its Committees. 

OBJECTIVES 

To provide secretarial 
services for Council and 
Committees 

To provide administrative 
and other services 

1. 

OPERATIONAL ACTIVITIES 

Ensuring that all agenda items contain 
the necessary information (and,w here 
necessary, other departments have 
been consulted) before the agendas 
are submitted to Council or Commit­
tees. 

2. Advising departmental management 
of any policy matter which requires 
further investigation, research or 
decision. 

J. Compiling agendas for and minutes 
of meetings. 

4-. Implementing certain decisions of 
the CounCil and Committees, convey­
mg decisions to those who must imple­
ment them and following up to ensure 
that they are brought to finality. 

5. Advising on rules of procedure, standing 
orders, etc. 

6. Providing councillors w 1th informa­
tion required by them to fulfil their 
duties. 

7. Obtammg authorities from the Govern­
ment and other official bodies. 

8. Preparing and submit ting by-laws 
for promulgation. 
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ADMINISTRATIVE BRANCH (Continued) 

OBJECTIVE 

To compile voters' rolls 
and conduct elections for 
the Council and to conduct 
public polls 

Electoral Office 

I. 

2. 

OPERATIONAL ACTIVITIES 

Keeping records required for electoral 
purposes. 

Compiling and maintaining records 
of the municipal boundary and ward 
boundaries and all properties in the 
munici pal area. 

3. Compiling and maintaining records 
of all premises. 

4. 

5. 

Comptlrng 
of owners 
m areas. 

Compiling 
elections 

and maintammg records 
and occupiers of property 

voters' rolls 
and meetings 

for Council 
and polls. 

6. Canvassing all occupiers of business 
premises and those fictitious persons 
who have not nominated authorised 
representatives. 

7. Assessing the qualifications of potential 
voters from application forms, other 
data received and inspections and 
1 ssurng ins tr uc t ions for resultant 
changes to be recorded. 

8. Advertising the preliminary voters' 
roll and processing claims and ob­
jections. 

9. Arranging for the appointment and 
sitting of the revision court. 

10. Rev1smg all voters' rolls. 

11. Obtaining information on changes 
m ownership, deaths and other factors. 

12. Adv er tlsing 
processing 

the voters' 
claims and 

roll, and 
objections. 
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13. Lodging objections on behalf of the 
Town Clerk m appropriate cases. 

14. 

15. 

16. 

17. 

Arranging for the appointment and 
sitting of revision courts. 

Preparing supplementary voters' 
rolls. 

Supplying and selling voters' 

Arranging for the printing 
and supplementary voters' 
keeping records of them. 

of 
rolls 

rolls. 

final 
and 

18. Supplying voters' rolls to those entitled 
to them. 

19. Recommending se !ling prices for 
voters' rolls and selling them. 

20. Preparing and conducting Council 
elections and public polls. 

21. Arranging for the provision of election 
furniture, equipment and materials. 

22. Identifying and inspecting potential 
po !ling stations. 

23. Placing all statutory notices and 
advertisements. 

24. Processing nomination forms, advising 
candidates of defects therein, arranging 
for the declaration of nominations, 
and receiving deposits. 

25. Selecting and reserving polling stations. 

26. Arranging for staff, traffic control, 
police attendance and furniture at 
all polling stations. 

27. Arranging for the preparation and 
printing of election material and 
its de 11 very to presiding officers. 

28. Preparing and arranging for the count­
ing of votes and declaration of results. 

29. Arranging payment of election staff 
and for premises. 
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30. Checking for and notifying the Attorney-
General of irregu !art ties in polling. 

31. Arranging for the refund of deposits. 

32. Disposing of used and unused election 
material. 

33. Assisting at public meetings. 

34. Arranging to control admission of 
voters to public meetings held m 
terms of section 204 of the Municipal 
Ordinance. 

35. Providing advice on electoral matters. 

36. Providing stat1st1cs, maps and advice 
on any proposed re-delimination of 
wards. 

37. Dealing with enquiries from the public. 

Notes on Electoral Office Objectives: 

Many of the duties envisaged m the legislation on elections and polls are 
the Returning Officer's respons1b1Iity rather than the local authority's or 
the Town Clerk's and there are specific limitations on delegation in certain 
instances. However, the Town Clerk 1s automatically also the Returning 
Officer in the absence of special provisions to the contrary . These objectives 
are thus in the right p lace, although the special legislation should be borne 
in mind. 
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ADMINISTRATIVE BRANCH {Continued) 

OBJECTIVE 

To provide printing and 
binding services for the 
Council. 

Printing and Duplicating Division 

l. 

2. 

OPERATIONAL ACTIVITIES 

Printing forms, other documents 
and reports for Council, Committees 
and departments. 

Preparing, printing and 
agendas, annexures and 
councillors and officials. 

despatching 
minutes to 

3. Completing short turn work for depart­
ments. 

4. Collating completed work. 

5. Providing management with 
date informat10n on modern 
methods and machines. 

up to 
printing 

6. Mani taring printing techniques in 
the open market to ensure that printing 
is efficient and economic. 

7. Planning for attendance at seminars 
on latest printing techniques and 
equipment. 

8. Obtaining maximum productivity 
from and interchangeability of machine 
operators. 

9. Planning for staff to be trained on 
the machines they will operate. 

10. Planning the work schedules of the 
machine operators. 

11. Ensuring maximum output from ma­
chines. 

12. Planning the work loads of the printing 
machines. 

13. Ensuring unit costs of printing include 
all factors such as re placement costs, 
deprec1at1on and escalation. 
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14. Providing for machine servicing pro-
grammes. 

15. Planning machine maintenance. 

16. Planning for and entering into ser-
vicing contracts. 
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ADMINISTRATIVE BRANCH (Continued) 

OBJECTIVE 

To provide and maintain 
a business registration and 
licensing service within 
the Municipal area and to 
control trading and trading 
hours in terms of licensing 
and shop hours legislation. 

Business Licensing Office 

l. 

2. 

3. 

OPERATIONAL ACTIVITIES 

Compiling a full register of businesses 
subject to registration and licensing. 

Completing the necessary record 
for every business registered. 

Programming door to door visits 
by inspectors. 

4. Scrutinising the telephone directory 
and newspaper advertisements and 
checking agamst a register. 

5. Investigating reports from private 
sources. 

6. Prosecutions. 

7. Maintaining the register of business. 

8. Comp letmg additional records for 
new businesses. 

9. Cancelling of records for businesses 
which have ceased trading. 

10. Scrutinising Government Gazette 
and newspaper notices. 

11. 

12. 

Recording changes 
business, change 
change m d1rectors, 
trading names. 

m ownership of 
of partnerships, 
trading premises, 

Ensuring that all !licences which 
have e xpi red are renewed annually. 

13. Prosecutions. 

14. Exercising control over businesses 
and business premises. 
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15. Calling for reports from the Medical 
Officer of Health, the South African 
Pohce, The Town Engineer, the Fire 
Brigade and applicants. 

16. Consulting the Town Planning Commit­
tee. 

17. Refusing applications which have 
lapsed, applicat10n which are not 
cleared under paragraph 15 above. 
Refering to committee on policy 
matters and when there are adverse 
reports or recommendations. 

18. Handling conditional certificates 
and licenses involving Reports to 
committee on aspects involving policy, 
endorsement of conditions on Certifi­
dates and Licences, follow-up inspec­
tions to ensure that conditions have 
been complied with, notices to cease 
trading where licences have not com­
p l!ed, prosecutions for failure to 
comply with notices, cancellation 
of registrations for failure to comply 
w 1th all of the above conditions. 

19. Investigating complaints and irregula­
rities which involves: Warning letters 
re complaints, prosecuting in applicable 
cases. 

20. Ensuring that requirements of legisla­
tion are complied with by visits by 
inspectors and by investigating com­
plaints. 

21. Ensuring that revenue due to Council 
is collected. 

22. Ensuring completeness of register. 

23. Ensuring that licences are taken 
out and renewed annually. 

24. Checking assessment of licence fees 
collected. 

25. Calling for audited stock certificates 
where necessary. 

26. Prosecuting where necessary for 
incorrect stock returns or wrong 
information. 
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27. Controlling Sunday and post-midnight 
trade. 

28. Calling for reports 
A fr ican Po lice and 
when applicable. 

by the South 
outside bodies 

29. Submitting appropriate cases to Com­
mittee. 

30. Conditions of issue where considered 
necessary. 

31. Calhng for inspections. 

32. Writing warning letters in cases of 
complaints. 

3 3. Instituting prosecutions under nuisance 
by-laws and for failing to comply 
with conditions. 

34. Withdrawing of privileges by Committee 
where necessary. 

35. Furnishing informat10n and advtee. 

36. 

37. 

Answering queries 
over the counter 
by letter. 

from the public 
by telephone or 

Providing 
to persons 
Counc1L 

an information service 
having business with the 

38. Providmg a public liaison service. 

39. Providing councillors with general 
civic information. 

40. Providing information about the public's 
views on their civic needs and the 
Council's act1vities and performance. 

41. Providing information 
response to speci fie 
complamts. 

and data in 
enquiries and 
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ADMINISTRATIVE BRANCH (Continued) 

OBJECTIVE 

Maintenance and Application 
of an approved filing system 

To control all archives 
and their disposal 

Records Section 

1. 

OPERA TING ACTIVITIES 

Opening of files and replacement 
of worn covers. 

2. Classifying and filing of all material. 

3. Controlling the receipt and opening 
of post. 

4. Recording moneys and valuable docu­
ments received. 

5. Despatching outgoing items. 

6. Keeping of a register of files opened, 
a des t ruction register and a register 
of authorities. 

7. Closing of archives. 

8. Keeping the master copy of the filing 
system. 

9. Requesting the provisional approval 
of and reporting to the Archives 
of all additions and amendments 
to the filing system or list of other 
archives. 

10. Controlling the correct classification 
of items by means of periodical 
inspections and by examining the 
daily files for this purpose. 

11. Examining t1meously all detrimental 
or inefficient tendencies and the 
adaptability of the system to functional 
changes mt he organisa tional framework 
as they appear. 

12. Controlling the use of policy files 
to guard in time against the accumula­
tion of ephemeral material. 
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13. Maintaining the filing system and 
hst of other archives. 

14. Determining the retention needs 
for administrative purposes in respect 
of each archives item and the carrying 
out of disposal instructions. 

15. Controlhng safe-custody by the regular 
inspection of file covers and contents, 
handling of fi Jes and registers, fire­
fighting apparatus and strong room 
for hazardous elements such as leaks, 
pests, etc . 

16. Controlling all registry procedures/ 
practices. 
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ADMINISTRATIVE BRANCH (Continued) 

OBJECTIVES 

To provide specialist advise 
and a centralised personnel 
information service in order 
to ensure the best possible 
use of available manpower. 

Personnel Office 
(Proposed) 

1. 

OPERATIONAL ACTIVITIES 

Preparing and maintaing records 
of the following: 

Policy information. 

Fixed establishment control. 

Individual personnel information etc. 

Routine staff circulars. 

Increment schedule. 

Tables of staff requirements. 

Stat1st1cs in connection w I th salary 
rev1s10n. 

Bursar y loan agreement. 

Implementation of salary regradings. 

Casual records 

Circulation of amendments to condi­
tions of service, grading schedules 
and clothing schedules. 

Stat1st1cs to State Departments. 

Post employees' history including 
exit interviews. 

Letters of appreciat10n to retiring 
employees. 

Off1c1al telephone records. 

Relocation al low ance prov1s1ons. 

Information to other local authorities 
and organisations . 

Correspondence w I th Labour Department. 

Appointment statistics. 



To encourage the maximum 
suitable number of appli­
cations for vacant positions 
and to route all appointment 
matters to the appropriate 
person(s) for recommendation, 
decision or information. 

To help towards the conti­
nuous development and 
training of employees 
throughout the service so 
as to maximise their con­
tnbution to the attainment 
of the organisation's overall 
objectives. 

2. 

3. 
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Obtaining, processing, recording and/or 
distributing all appointments informa­
tion and advising su1 table applicants 
of vacancies. 

Advertising all vacant monthly-paid 
posts as requested. 

4. Cont r o !ling Personnel advertising 
cost. 

5. Handling correspondence re applicants. 

6. 

7. 

8. 

Helping to orientate and induct all 
new monthly-paid employees. 

Helping departments to analyse their 
overall training needs. 

Designing and evaluating development 
programmes for individual supervisors 
and managers in terms of 7 above. 

9. Helping departments and branches 
develop training programmes for 
emplo yees other than supervisors 
and managers. 

10. Deve loping and conducting in-service 
seminars and courses to meet both 
spe cific and serv1 ce-w1de training 
and development needs. 

11. Adm1n1stering and evaluating the 
external training programmes which 
employees and bursars pursue m 
terms of the assisted study schemes 
offered by the service. 
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IND I CA TORS OF PERFORMANCE, OUTPUT AND 

SCALE OF OPERATION 

COMMENTARY: 

The following factors are submitted as possible indic ators of performance/ 

output/scale of operation in regard to the various services provided by the 

Department. It will be possible to use the data and informat10n pertaining 

to these factors for comparative purposes. In this regard the data/informat10n 

may be manipulated to provide meaningful ratios/percentages which could 

then form the basis for comparison. 

General 

Number of posts on the fi xed establishment. 

Numbe r of vacancies. 

Number of injuries on dut y . 

Munici pal population in var ious categories. 

Ana lysis of total operating income and expenditure. 

Ana lysis o f total capital income and expenditure. 

Number of transac tions in respec t of various activi t ies, for example, business 
licence applicat ions, tree planting. 

Total of Salaries and Wages. 

Size of Municipal area. 

Response times. 

Actual expenditure/income as percentage of the budget. 

Formal academic qualificat ions of employees. 

Staff turnover. 

Staff absenteeism. 

Staff achievements of an exceptional nature. 

Cost of living indices/rate of inflation. 

Salary Structure. 

Number of written complaints received and shown to be valid. 
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Fire Brigade 

Response time (although already indicated under general is repeated in view 
of its primary importance m respect of this service). 

Number of calls (genuine and false alarms) . 

Municipal value of buddings. 

Description and number of buildings. 

Analysis of fires attended. 

Number of vehicles in service. 

Number of lectures presented to schools, etc. 

Number of v1s1tors to the fire station. 

Financial analysis, for example, average cost per fire. 

Municipal value of buildings damaged by fire. 

Number of training exercises. 

Number of c1v1l defence incidents. 

Traffic Control 

Length of roads. 

Number of registered events 

Number of competency tests. 

Analysis of number of accidents m area. 

Number of lectures presented to schools. 

Number of tickets issued. 

Number of cases taken to court and results thereof. 

Number of special events/additional duties. 

Number of speed checks conducted. 

Library 

Number of books, paintings, records issued. 

Number of members. 

Number of books in stock. 
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Parks, Sport and Recreation 

Area of developed parks and open spaces. 

Number of sports facilities. 

Number of major sporting events held m the municipal area. 

Administration 

(all factors already included under the 'general' category.) 
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CONFIDENTIAL 

APPENDIX "K" 

EMPLOYEE PERFORMANCE RATING REPORT 

NAME : 

SECTION : ................................. . 

Please ind1 cate rating on the scale 

1. Know ledge o f work 

ty 2. Abdi 
under 

to acquire knowledge/ 
stand instruct tons 

3. Produ ctiv1ty 

4. Qual 
(Ace 

i ty of work 
uracy, Neatness) 

5. Sense 
(Punc 

of responsibdi ty 
tuality, dependab i Ji t y) 

0-10 

6. Int t1a 
versa 

t1ve (Independent thmkmg, 
t1Iity, adaptab111 ty) 

an 7. Hum 
Smee 

Relations (Tact, Courtesy, 
rity, co-operation). 

Unacceptable 
Poor 
Average 

DESIGNATION: ......................... . .......... . 

DA TE OF APPOINTMENT: ..................... . 

........ ......•... ....•..••. ~········· ~········· ........... 

........ .......... ~·········· .......•. .•....... ........ ... 

........ .....••••• . ......... . ........ . ......... . .......... 

........ ......•.•• . ......... . ........ ........... . .......... 
I 

......... ......... .......... . ........ ... •• ••... ........... 
i 
I 

········1·········· .......... •........ . . . . . . . . . •t- •• • ••••••• 

I 
--

Scale of Rating: 0 - 2 
3 - 4 
5 - 6 
7 - 8 
9 - lO 

Very Good ) 
Excellent r Prerequisites for appointment 

FINAL ASSESSMENT 

8. No. of days sick leave taken 

9. ls this employee correctly placed m his/her present position 

Comment: 

·····························~--- ····· ·········· ········································ ······ ·················· 

10. Recommenda t1on: ••.••••.....•••••......•............................................................ .. ... 

•••.. ...••••. •. ..... •••.......•••.••...•.• 
INCU MB ENT IMMEDIATE SUPERVISOR 

................................................... 
DIRECTOR OF ADMINISTRATION 



Abrahamson, B. 

Albers, Henry H. 

Albrow, M 

Appleby, Paul H. 

Argyris, C. 

Bains et al 

Barker, W .0. 

Bendle, Rob 

Brand, G. 

Brech, E.F.L. 

Brown, Wilfred 

Browne et al 

252 

REFERENCES 

Books and Journals 

1977. Bureaucracy or Participation - The Logic 
of Organisat10n, London : Sage Publicat10ns. 

1966. Principles of Organisation and Management, 
New York : John Wiley & Sons, Inc. 

1970. Bureaucracy, London Pall Mall Press. 

1965. Policy and Administration, Fourth Printing, 
Alabama : University of Alabama Press. 

1962. Interpersonal Competence and Organisational 
Effectiveness, Homewood, Illinois : lrwon. 

1967. Today's Problems with Tomorrow's Organisa­
tions, Journal of Management Studies, February 

1972. New Local Authorities : Management and 
Structure, Report of the Study Group on Local 
Authority Management Structures, London : Her 
Majesty's Stationery Office. 

1980. Local Government Audit and Value for 
Money, Institute of Municipal Treasurers and Ac­
countants of South Africa, Nelspruit. 

1986. Privatisation of Local Authority Services 
: Some Considerations and Benefits, The South 
African Treasurer, May. 

1985. Presidential 
ference, Institute 
Africa, 4--6 June. 

Address, 
of Town 

Twenty-Eighth Con­
Clerks of Southern 

1984-/85. Privatisation m Municipal Government 
: A Practical Viewpoint, South African Municipal 
Yearbook : 4-7-50. 

1957. Organisation - The Framework of Manage­
ment. London : Longmans, Green and Company. 

1971+. Organisation, Middlesex 
Limited 

Penguin Books 

1980. Report of the Committee of Inquiry into 
the Finances of Local Authorities in South Africa, 
(The Browne Report), Pretoria : The Government 
Printer, RP50. 



Brown, Wilfred 

Burger, Alewyn 

Clarke, J.J. 

Cloete, J.J.N. 

Coopers and Lybrand 
Associates 

Cowden, J.W. 

Craythorne, D.L. 

Department of Foreign 
Affairs and Information 

Dickson, Graedon D. 

Dimock M.E and 
Dimock, G.O. 

253 

197 t+. 

1981. Delegation in Local Government, Institute 
of Town Clerks of Southern Africa, Twenty-Sixth 
Conference. 

1955. A History of Local Government in the United 
Kingdom, London: Herbert Jenkins. 

1971. Mun1s1pale Regering 
Suid-Afrika, Pretoria J.L. 

197 5. Personee ladministrasie, 
Schaik Beperk. 

en Administrasie m 
van Schaik Beperk. 

Pretoria : J.L. van 

1977. Sentrale Provinsiale en Munisipale Instellings 
van Suid-Afrika, 5 e. hers. uitgawe, Pretoria : 
J.L. van Schaik Beperk. 

1978. Munisipale Regermg 
Suid-Afrika, Pretoria J.L. 

en Administrasie in 
van Schaik Limited. 

1978. Provincial and Municipal Finance : Selected 
Readings, Pretoria J.L. van Schaik Limited. 

1981. Introduction to Public Administration, Pre­
toria, Van Scha1 k. 

1981+. Priority Base Budgeting 
for Local Authorities, January. 

Value for Money 

1969. Holmes' Local Government Finance in South 
Africa, 2nd ed., Durban : Butterworths. 

1977. The Role of the Town Clerk in Municipal 
Government in South Africa, unpublished thesis. 

1980. Municipal Administration A Handbook, 
Cape Town : Juta and Company Limited. 

1986. Legal Powers and Obligations of Local Go­
vernment Representatives, SAIPA Journal of Public 
Administration, June : 63-76 

1982. Grondwetlike Riglyne 'n Nuwe Bedeling 
v1r Blankes, Kleur hnge en Indiers 

Management Policies and Procedures, Local Govern­
ment Admmistra t1on. 

1961+. Public Administration, third edition, New 
York : Rinehart and Winston Incorporated. 



Donges, T.E., 
and van Winsen, L. de V. 

Drucker, P.F. 

Dunsire, Andrew 

Eddison, Tony 

Epstein, Paul D. 

Evans, S. 

Fayol, Henri 

Ferreira, L. 

254 

1953. Municipal Law With Special Reference 
to the Cape Province, 2nd edition by van Winsen, 
L. de V., Dawson, Lionel F. and Coetsee, P.J ., 
Cape Town : Juta and Company Limited. 

1968. The Practice of Management, London 
Pan Books Limited. 

1973. Administration : The Word and the Science, 
London : Martin Robertson and Company Limited. 

1973 . Local Government : Management and Corpo­
rate Planning, Buckinghamshire Leonard Hill 
Books. 

1981. Burdens Faced by Chief Officers, the South 
African Treasurer, December : 13-14. 

19 84. _U_s_i_n-'-'g.___P_e_r_fo_r_m_a_n_c_e __ M_e_a_su_r_e_m_e_n_t_1_n __ L_o_c_a_l 
Government, New York : Van Nostrand Re inhold 
Company Inc. 

1969. New Management Committees in Local 
Government, Wynberg : Juta and Company Limited. 

1973. Corporate P Janning and 
City Government, A Report on 
selected Bri t ish cities, March. 

Management in 

a Study Tour of 

1974. Roles, Relationships and Resolutions a 
Practical Survey of Municipal Interact10n, The 
South African Treasurer, 47(2), December. 

1977. Aspects of Management in Local Government, 
Twenty-fourth Confere nce of the Institute of 
Town Clerks, Durban : June. 

1981. Project Co-ordination in Local Government, 
IAC Journal, April. 

1985. Status and Duties of a Councillor, Paper 
delivered at a symposium held at the University 
of Port Elizabeth, April. 

1949. Storrs, Constance Translator, General and 
Industrial Management London : Sir Isaac Pitman 
& Sons, Ltd. 

1985. Local Authorities : The Future, The South 
African Treasurer, September . 

1986. Institute of Town Clerks Presidents Address, 
Local Government, June/July : 3, 5, 8, 9. 



Gi ldenhuys,J.S.H. 

Gorven, O.D. 

Gouws, D.J. 

Grace, R.J. 

Gratz, David B. 

Green, L.P. 

Greenwood, C. 

Greenwood et al 

Hamilton, Sir Ian 

Hampton et al 

Hanekom et al 

Hawkins, L. 

Haygarth, G. 

255 

1981. Vrede, Vryheid en Voorspoed : 'n Uitdaging 
vir Munisipale Owerhede, Pretoria : HAUM. 

1982. Financial Control with Innovations, The 
South African Treasurer, October. 

1986. The Challenge Surrounding the Utilization 
of Group Dynam ics in Personnel Management, 
lnst1 tute of Municipal Personnel Practitioners 
of Southern Africa, Seminar 15/16 May. 

1984. Cape Municipalities Pool Computer Facilities, 
Local Government, November /December. 

1972. Fire Department Management : Scope and 
Method, Beverly Hills, California: Glencoe Press. 

1957. History of Local Government in South Africa, 
Wynberg, Cape Juta and Company Limited. 

1981. A Conceptual Approach to Total Organisation 
Restructuring, a Paper delivered to the Executive 
Committee and Heads of Departments, Cape Town 
City Council, December. 

1974. Corporate Planning in Loca l Government, 
London : Char Jes Knight and Company Limited. 

1980. Patterns of Management in Loca l Govern­
ment. Oxford : Martin Robertson. 

1921. The Soul and Body of an Army, New York 
: George H. Doran Company. 

1973. Organizational Behaviour and the Practice 
of Management, Illinois Scott, Foresman and 
Company. 

1983. Public Administration in Contemporary 
Society : A South African Perspective, Johannes­
burg: Macmillan South Africa. 

1986. Key Aspects of Public Administration, Pre­
toria : Sigma Press. 

The Implications of the 1980 Bains 
Local Government Finance, Local 
Admrn1stra tion. 

Report for 
Government 

1983. Metropolitan Development in a New Constitu­
tional Dispensation, Institute of Town Clerks 
of Southern Africa, Twenty-seventh conference, 
Port Elizabeth. 



Haynes et al 

Haynes, Robert J. 

Henry, N. 

Hersey, P and 
Blanchard, K.H. 

Herzberg, F. 

Heunis, J.C. 

Heunis, J.C. 

Institute of Municipal 
Treasurers and 
Accountants S.A. 

Kanter, J. 

Katz, D. and Kahn, R.I. 

Kemball-Cook, R.B. 

Kemp, Roger L. 

Knowles, Raymond S.B. 

Koontz, Harold 

Koontz, Harold and 
O'Donnell, Cyril 

256 

1969. Management : Analysis Concepts and Cases, 
New Jersey Prentice-Hall International Inc. 

1980. Organisation Theory and Local Government, 
London : George Allen & Unw in. 

1980. Public Administration and Public Affairs, 
New Jersey : Prentice-Hall. 

1977. Management of Organisational Behaviour 
Utilising Human Resources, Englewood Cliffs, 

New Jersey : Prentice-Hall. 

1974. Work and the Nature of Man, London 
Crosby Lockwood Staples. 

1983. Toespraaknotas van Sy Edele J.C. Heunis, 
Minister van Staatkundige Ontw ikkeling en Beplan­
ning tydens die gesamentlike vergaderi ng van 
die vyf munisipale veremgings te Kaapstad, 14 
Februarie. 

1984. Toespraak, 8lste Kongres van die Transvaalse 
Munisipale Veremging, P laaslike Reg-= ring, Septem­
ber /Oktober : 2-3. 

1983. Financial Code for Local Authorities 

1977. Management-Oriented Management Informa­
tion Systems, New Jersey: Prentice-Hall. 

1966. The Social Psychology of Organisations, 
New York : Wiley & Sons. 

1972. The Organisation Gap, London 
Allen & Unw in Limited. 

George 

1986. The Council Manager form of Government, 
Local Government, February/March : 6-8. 

1986. Financial Productivity Beyond Cutback 
to Creativity, The South African Treasurer, August. 

1971. Modern Management in Local Government, 
London : Butterworth. 

1961. The Management Theory Jungle, Journal 
of the Academy of Management, Vol. 4. 

1964. Principles of Management, 3rd ed., McGraw 
Book Company, Inc. 



Koontz, Harold 

Koontz, Harold and 
O'Donnell, Cyril 

Koontz, Harold and 
O'Donnell, Cyril 

Lee land, C. and 
Marsden B. 

Lew in, Arthur 

Lighton, R.K. 

Litterer, J .A. 

Longenecker, J.G. 

Lukens, M.E. 

Marais et al 

Marshall, A.H. 

Maud et al 

Maud, John P.R. 

Meyer, Johan 

257 

1961. The Management Theory Jungle, Journal 
of the Academy of Management, Vol. 4. 

1964. Principles of Management, 3rd ed., McGraw 
Book Company, Inc. 

1976. Management - A System and Contingency 
Analysis of Managerial Functions, 6th Edition, 
Tokyo, McGraw-Hill Book Company, Inc. 

1980. Value for Money in the Public Sector (or 
the Waste-Watcher's Guide), London The Char­
tered Inst1 tute of Public Finance and Accountancy, 
1980. 

1985. The Law, Procedure and Conduct of Meetings 
in South Africa, Cape Town, Juta and Company, 
Limited. 

1984. The Rapid Development of Table View, 
A Treatise for B.Sc. (Quantity Surveying), Univer­
sity of Cape Town. 

1969. Organisation, Vol. 1, Second edition, New 
York: John Wiley & Sons. 

1969. Principles of Management and Organisation 
Behaviour, 2nd Edition, Ohio : Char Jes E. Merrill. 

1961. Organizing to Achieve Program Objectives, 
in Irion, F .C. and Rosenthal, E. Guidehnes for 
Admrnistr a ti ve Action, Albuquerque, Division 
of Government Research, The University of New 
Mexico. 

1954-57. Commission of Enquiry into the System 
of Local Government in the Transvaal on the 
Structure of the System in the Province, The 
(Marais Commission). 

1960. Financial Administration in Local Govern­
ment, London : George Allen and Unwin Limited. 

1967. Report of the Committee on the Management 
of Local Government, Her Majesty's Stationery 
Office, London. 

1968. City Government : The Johannesburg Ex­
periment, Oxford : The Clarendon Press. 

1978. Local Government Law : Vol. l 
Principles, Durban : Butterworth. 

General 

1985.Local Government Law : Vol. 2 : Legislative 
Measures and Control. Part l : Councillors and 
Control. Durban : Butterworth. 



Meyer, Johan 

Myers, Charles A. 

Pearce, N. 

Rabe, T.P. and 
Opperman L.J. 

Randell, George H. 

Republic of South Africa 

Robbins, S.P. 

Rosenthal, Eric 

Ross, Joe I E. 

Row land et al 

Self, Peter 

258 

1985. Local Government Law : Vol. 2 : Legislative 
Measures and Control : Part 2 : Elections and 
Administration. Durban : Butterworths. 

1985. Local Government Law : Vol. 2 : Legislative 
Measures and Control. Part 3 : Finances. Durban: 
Butterworth s. 

1967. The Impact of Computers on Management, 
Massachusetts Institute of Technology, London 
: The M .I. T. Press. 

1979. 
The 

_In_t_e_r_n_a_l~A~u_d_it~_in~_t_h_e~-E~ig~h_t_i_e~s, London 
Chartered . Institute of Public Finance and 

Accountancy. 

1984. Computer Auditing : New Concept for Local 
Government, The South African Treasurer, February. 

1977. Municipal Law in the Province of the Cape 
of Good Hope South Africa, Durban : Butterworths. 

1982. Gesamentlike Verslag van die Kom1tee vir 
Ekonomiese Sake en die Grondwetkom1tee van 
die Presidentsraad oor Plaashke en Streekbestuur­
stelsels in die Republiek van Suid-Afrika, (PR. 
1/1982), Kaapstad: Staatsdrukker. 

1982. Verslag van die Croeser-werkgroep Insake 
die Verslag van die Komitee van Ondersoek na 
die Finansies van Plaaslike Besture in Suid-Afrika. 

1976. The Administration Process - Integrating 
Theory and Practice, Englewood Cliffs, New Jersey, 
Prentice-Hall Inc. 

1979. Organizational Behaviour 
Controversies, Englewood Cliffs, 
Prentice-Hall Inc. 

Concepts and 
New Jersey, 

1980. The Administrative Process, Englewood 
Ch ffs, New Jersey: Prentice-Hall. 

1980. The History of Mllnerton, Cape Town 
Creda Press. 

1970. Management by Information System, New 
Jersey : Prentice-Hall, Incorporated. 

1986. Key Aspects of Public Adm1nistrat10n, Johan­
nesburg, Mac Millan South Africa (Publishers) (Pty) 
Ltd. 

1974. Administrative Theories and Poll tics, Third 
Impression, London George Allen and Unw in 
Limited. 



Sewell, Bill 

Simon, Herbert A. 

Sk1tt, John 

Speed, J. 

Stew art, J.D. 

Sylph, James M. 

Tausky, C. 

Terry, George 

Thompson, J.D. 

Thompson, V .A. 

Thorn hi 11, C. and 
Hanekom S.X. 

Tiffin, J. and 
McCormick, E.J. 

Van Rooyen, Jop1e 

Van Zyl, O.A.W. 

Zybrands, W. 

259 

1985. Comment : Regional Service Councils, Local 
Government, March : 2. 

1957. Admin1strat1ve Behaviour, Second Ed1t1on, 
New York : The Free Press. 

1960. The New Science of Management Dec1s1on, 
New York : Harper and Brothers, Publishers. 

1975. Practical Corporate Planning in Local Go­
vernment, London : Leonard H111 Books. 

1976. Municipal Administration in South Africa, 
Durban : Natal Municipal Association. 

1970. Local Authority Policy Planning, London 
: Local Government Chronicle and Charles Knight 
& Co. Ltd. 

1971. Management in Local Government : A View­
point, London : Charles Knight and Company Limi­
ted, 1971. 

1984. Introduction to Comprehensive Auditing, 
Presentat10n to Fox Moore International Annual 
Meeting, Vancouver. 

1971. Work Organizations: Major TheoretICal Per­
spectives, Itasca, Ill., F.E. Peacock Publishers 
Inc. 

1968. The Principles of Management, 5th ed., 
Homewood, Illinois : Richard D. Irwin Inc. 

1967. Organizations in Action, New York: McGraw­
H1ll. 

1965. Bureaucracy and Innovat10n, Administrative 
Science Quarterly, (June), Vol. 1 O. 

1979. Taak van die Leidinggewende Beampte, 
Durban : Butterworth. 

1966. Industrial Psychology, London: George Allen 
and Unwin. 

1986. The Challenge Surrounding the Establishment 
and Applicat10n of Performance Appraisal, Institute 
of Municipal Personnel Pract1t10ners of Southern 
Africa, Seminar. -

1984. Pres1dentsrede, 8lste Kongres van die Trans­
vaalse Munis1pale Vereniging : Randburg. 

1985. Strategiese Beplanning in P laas11ke Bestuur, 
Local Government, June/July : 5, 7, 26. 



Municipality of 
Milnerton 

National Productivity 
Institute 

3 1 AUG 1987 

260 

Other Documentation 

1984/85 Mayoral Report. 

1985/86 Estimates of Expenditure and Revenue. 

Financial Statements for the year l July 1984 to 30. 

June 1985. 

Draft Financial Statements 
1985 to 30 June 1986. 

Council and Committee 
Concerning Councillors. 
( Confidential). 

Organisation and Control 
2/P (Confidential). 

for the year l July 

Meetings and Matters 
File Reference 4/1/5 

Policy, File Reference 

Staff Strength and Grading Town Treasurer 
File Reference S.11/4/5 (Confidential). 

1982. Municipal Databank for the Municipality 
of Milnerton. 




