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ABSTRACT
In the contemporary government and administragpaticy is made by both
politicians and officials in a co-operative andenaictive manner. Poligy
making takes place on four different levels and alivays result in policy
which must be implemented to achieve specific deteed objectives|
Policy implementation as the second step in theypprocess should not be

thought of in mechanistic terms, i.e. that the i@l council makes polic

<

and that the officials merely implement such pali®plicy making is a
continuous process which goes hand-in-hand withcypamplementatior
and requires a co-operative, collaborative partnprdetween political
office-bearers (councillors) and officials in theecél sphere of government.
Such interaction is best seen in the making andeim@ntation of executive
policy in local sphere of government. The purpoéhs paper is to look

into the nature of this relation in implementindipp

INTRODUCTION
A policy can be seen asdeclaration of intent. It states the objectives of

the policy makers. Policies are like roadmaps at they indicate where the
policy makers want to go and “what” they want tdiage: Policy is thus

future oriented andiime and place bound. Policy relates to various



processes, Public policy is a decision embodiddgrslation or an action of
a government. The policy-making process can beettp- down (initiated
by government) or bottom-up (initiated by citizen$yhile the various
forces that shape the daily lives of citizens todsg/global in nature, it is in
the sphere of local government that public poli@esl programmes affect

the lives of citizens directly.

Health services, public transport, water and shona beaches and
amusement facilities, parks and recreation are smiye of the areas that are
under local government control. Policy making i$ exercised in a vaccum
by the politicians, but is in fact linked to thealiges of the services which
are rendered. No service can be rendered effegtarad efficiently without

a policy. Policy making ipar excellence the thought process on the nature

and scope of the services rendered within a spemiéa.

It is also a vision of “what” to do, “where” to dg “when”, “how” will
render the services. Within the guidelines laid ddoy the executive policy
the chief officials will have ample opportunity adscretion to interpret the
executive policy and to determine a departmentéity@nd related work
programmes. Various activities must thus be camgdbefore services can
be rendered. It is thus the purpose of this papelescribe and explain the
nature and place of policy implementation in thélupolicy process. The
following aims will be dealt with. Firstly, the nat of and place of policy

implementation will be describes and explained.

Secondly, planning as a step in policy implemeatatvill be discussed.

Thirdly programming, which follows planning will beliscussed and



fourthly project management will be discussed. lyashe cooperative,
interaction between political office bearers anadhi@e officials will be
described and explained.

1. NATURE AND PLACE OF POLICY IMPLEMENTATION IN
POLICY PROCESS

Hanekom (1987:54) writes that policy implementatisna complicated

process, with legal prescriptions, and administeapiossibilities. The needs,
interests and expectations of citizens must bentak& account. Put it
simply policy implementation is defined as a comgied process concerned
with the attainment of objectives set out in a @plistatement.
Implementation can be seen as a policy-action goaih which takes place
at a specific moment in time and which results mienaction and
consultation between the three main groups of @patnts, i.e. the political

office-bearers, senior officials and the citizens.

It is often seen as a struggle between those whkhb toi see the intention of
the policy being executed, those who execute tHeypand those who
receive the services (Meiring, 2001:66). Implem&atacan be regarded as
a process of learning in which knowledge is obtdjriee policy explained,
amended and extended to continuously meet the olgangeeds,

expectations and interests of citizens.

Cloete et al. (2006:180) is of the opinion that together witloligy
development and evaluation, policy implementatiammis one of the
important pillars on which the policy process isdé@d As such, effective

implementation is the final test for policy to bdfeetive. Policy



implementation is a multifaceted concept, attem@edarious spheres of
government and pursued in conjuction with the pevsector, civil society
and interests groups. In this partnership, straggyeration and are vital
ingredients in the policy-implementation interfaceand various
implementation instruments have emerged, such asnplg, strategy
generation, programme management, project managenugerations
management, contracting and privatisation as wellvarious forms of

public-private partnerships.

According to Cloeteet al. (2006:182) there are five interlinked critical
explanatory variables, also known as the 5-C pataedentified by scholars
of policy implementation which are the following:

» The content of the policy itself — what it sets out to do (igoals);
how directly it relates to the issue (i.e. caubabty); how it aims to
solve the perceived problem (i.e. methods)

e The nature of theingitutional context — the corridor (often
structured as standard operating procedures) thredgch policy
must travel, and by whose boundaries it is limiiadhe process of
implementation

e The commitment of those entrusted with carrying out the
implementation at various levels to the goals, ahtiseory, and
methods of the policy

« The administrative capacity of implementers to carry out the

changes desired of them



» Thesupport of clients and coalitions whose interests are enhanced or
threatened by the policy, and the strategies theypl&/ in
strengthening or deflecting its implementation

Cloete (1986:56) also writes that policy makingshort is the setting and

publ

ication of objectives. The objectives set im é&xample the executive

policy, must eventually be written in an easily ecoumicated format, in

order that the subordinate personnel will know dyashat the nature and

scope of the operational functions will be. Aftke tpolitical office-bearers

have made the executive policy, the officials manmmence with the

required implementation, to render the servicdbheccitizens.

The
into

The

work that is done by public officials can foudy purposes be divided
six different but inseparate processes, nanmay

policy process;

financial process;

organizational process;

personnel process;

procedure process; and

control process

policy process can be divided into the follogvihree consecutive steps:
* policy making
* policy implementation

» policy analysis and evaluation (Meiring, 2001:68)



Policy implementation is thus a major step in tbégy process and can be
described as “... what happens after laws are pam#bdrizing a program,
a policy ... or some kind of tangible output ... Thenigefers to the set of
activities that follows statement of intent ... “Ragland Franklin, 1982:4).
These activities are known as the executive funstiavhich follows the
legislative functions. Cutchin (1981:49) maintafios example that policy
implementation aims”... to put policy or programmetoinoperation.”
Implementation refers to the translation of theegbyes and ideas of the
ruling party on how to govern the country, into thetting of specific
priorities which are usually reflected in the naab budget (as specific

items)”.

Policy implementation can thus be seen as theaiivof various functions
and programmes. Ripley and Franklin (1982:4) writeat the
implementation stage would involve specific seqiaisteps as: (1) design a
programme incorporating task sequences and clatems¢nts of objectives,
performance standards, cost and timing; (2) executf programme...”
However, a more holistic analysis will show thatligo implementation
starts firstly with an interpretation by the senddficials of the executive
policy, explaining of such policy to all subordigabfficials to ensure that
objectives are achieved and that the required s=sviare rendered
effectively.

Policies must be communicated to all those concermath the
implementation. Secondly, all subordinate officiatsist not only have a

clear understanding of what is expected, but thextnbe enabled on a



continuous basis to render the expected serviagg.efisting department is
rendering services on a continuous basis, accotdiegisting policy

However, policy can change which require that thestemg means/
resources ought to be analysed and re-evaluatedsiare that such means/
resources will continue to enable subordinategemoler services effectively.
When policy changes the senior officials oughtrisuge that the existing

» departmental policy is in line with the new execeatpolicy

organizational structure and posts will remain etd

» personnel will have the necessary knowledge, skilld aptitude to
perform the work effectively

e financial resources will be suffiOcient to finandke changed
functions and services

» procedures and methods will be adequate to rehdegdrvices; and

» control measures and standards will be sufficien¢érisure effective

controlling

Thirdly, the municipal managers ought to ensuret tee subordinate
officials perform the operational work, to rendensces, as effectively and
efficiently as possible. This requires that all m&aresources be utilized
effectively and efficiently. The utilization of theeans/ resources entails the
performance of specific management functions. Th@agement functions
can be classified into various categories for eXanpanning, organizing,
and controlling.



However, there are other functions that have bempgsed such as
directing, leading, performance management, motmatmonitoring and
evaluation and communications. In this paper, duente constraints only

planning, programming and project management eildbalt with.

2. NATURE OF PLANNING IN POLICY IMPLEMENTATION

Planning requires the determination of the “modtéaive and efficient
method of action to attain the objectives that hasen set in the policy. By
planning an attempt is made to obtain the “best$spgme or “most”
advantageous (measured in minimum cost and maxisaraice or output)
method of action chosen from various alternativégarling (1977:126)
writes that “planning is reasoning about how araargation will get where
it wants to go. Its essence is to see opporturaimesthreats in the future and

to exploit or combat them by decisions taken ingresent”.

It can therefore be deduced that planning rela@dgttire action and that the
set policy serves a basis, in that the policy ldgwn the boundaries within

which the planning is to take. In planning attenti® given to the:

- identification and interpretation of the objectivas set out
in the policy;

- determining of ways to accomplish/ attain objective

- determining of possible alternative courses ofoactor the
attainment of the objectives; and the

- selection of the best possible alternative



From this it can be deduced that planning reladespecific activities that
must be carried out to find the best course ofoacto achieve policy
objectives (Cloete, 1975: 27). All human howevéetaplace in a specific
environment which is place and time bound. In piagnt is not only
necessary to determine the “most” effective andciefit way to render
public services, but also to link such activities time schedule and

preference order. Such action results in programrtiia activities.

3. NATURE OF PROGRAMMING IN POLICY IMPLEMENTATION
Gildenhuys (2004:194) argues that “after decidingaopolitical policy, an
executive policy and operational policy, it followsgically that the policy
must be implemented. The next logical step, theeefs to compile an
operational programme for implementation by theewvaht organizational
unit of government, for realizing the policy goalsd objectives. The policy
is usually defined in vague terms. It is the tabkhe programmer to cast it

into concrete terms for proper execution”.

Cloete (1981:168) writes that a programme is “..ebd specific actions
which must be undertaken separately or simultatgdasreach a specific
policy goal or to implement a plan”. During prognramg an attempt is
made to obtain the “best” sequence for performimg activities within a
specific time span. Programming results in therdateng of a programme.
A programme has two main characteristics, namely

- classified, scheduled activities; and a

- time calculation for the completion of each acivit

(Meiring, 2001:71).



Programming is thus aimed at:
- ensuring that all activities contribute to attaimnef the
(already) determined objectives;
- ensuring that all activities are logically set oahd
described;
- serving as a means of communication to convey
complicated ideas/ plans to workgroups; and

- serving as a means of control for the executioa jpdlicy

Programming is defined as a process in which aetaiesigning for the
rendering of services is done and in which the neatsequence and time
duration of purposeful activities are determinele Tollowing steps can be
identified:
* interpretation of the objectives set out in the cexiwe and
departmental policy;
» determining the activities to be performed to atttie operational
objectives;
» determining the mutual relationships between idiexdtiobjectives;
» determining the logical sequence fro activitietaike place;
» grouping of related activities into tasks and pctge
» determining the time for the completion of eachvatgt and
» determining the total time for the completion dfaadtivities and thus

all tasks and projects (Meiring, 2001:72)
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It can be deduced that the global processes ofrgakipolicy and ends with
the programme which is then to be implemented diosaly. Two phases
can be observed in the implementation of poli®y, i.
- planning and programming phases, and the
- programme implementation phase (Meiring, 2001:78 an
Basi, 1968:23).

The first phase is concerned with the initiatioracfion in that the broad and
sometimes vague (policy) objectives are transformei practicable
operational action. The second phase contains thieaang of work
programmes and comprises in fact the operationaVitees which are
undertaken to render public services (Basi, 1968&8 (Thornhill and
Hanekom, 1979: 51). The implementation of work papgmes is thus the

mobilization o resources into specific outputse-plblic services.

4. PROJECT MANAGEMENT AS A COMPONENT OF POLICY
IMPLENTATION
Craythorne (2006:308) writes that project managensa tool to achieve

results in realizing a municipality’s vision, segtes, goals, objectives and
planning. Project management is designed to makierbase of existing
resources by getting the work to flow horizontadlg well as vertically
within the organization. The contemporary local ggmment is expected to
provide the greatest measure of physical, socidlpmychological security
possible for its inhabitants; a complex task inékpanding and developing

societies of today.
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Furthermore, available resources are not increasiagrapidly as the
demands being placed upon them. Such a state aofiresq that
administrative and operational activities shouldwan an orderly manner
for successful achievement of the desired objestivéechnological
developments and knowledge increases have provaledumber of
technigues and tools which make it possible foremgystematic and local
approach than was possible in the past, to desstoncerning allocation
and utilization of scarce resources. Project mamage is one approach or a
technigue to be applied by the senior officialsmplementing development

plans and programmes.

Project management consists of the following setjaiesteps:
- project conception
- project formulation
- project implementation

- project evaluation.

During the implementation phase, the actual workawfying out the project
commences and traditional functions of a municipanager (e.g. use of
resources, leadership, motivation etc) come to. fargignificant function of
the officials during the implementation phase iattlbf supervision and
control. Supervision and control procedures areuired in order to
constantly monitor progress, or lack thereof, irmiatng project milestones

within the given timeframes.

It can be deduced that policy implementation isiraportant step in the

policy process because it makes the political tmes set out in laws and
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visions of politicians real. It can also be deduttest policy implementation
consists of specific functions which must be peried.

5. COOPERATION BETWEEN POLITICAL OFFICE-BEARERS
AND SENIOR OFFICALS

The roles of the political office bearers and thetofficials are inseparably
linked in practice and difficult to separate. Kran(@981:398) writes that
contemporary” ... public administration recognizesattrpublic policy

making involves both political and administrativax@onents. Friedrick and
Mason (1940:401) “politics and administration playcontinuous role in
both formation and execution, though there is pbbbanore politics in the
formation of policy, and more administration in teecution of it”. Carson
and Harris also work that “more recent text writbies/e defined public
administration as all those operations havingHeirtpurpose the fulfillment
or enforcement of public policy’ ... and ... it was wld held that public
administration is concerned only with the executbpublic policies, which

are determined by political officers”

It is still not unusual even today to hear suclest@nts as: councilors make
policy and officials carry it out. However, this mot correct. Today it is
recognized that public administrators play a vi@e in the preparation,
formulation, making and implementation of policy chase in the
comtemporary state policy is made on various levelmely the

e political policy making level — where political giems make their

political policy
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» executive policy making level — where the membdra tegislative
assembly make legislation

» departmental policymaking level — where senior oidfs makes
departmental policy in addition to the existing @xteve policy; and

e operational policy making level — where the opersl managers
make operational policy in addition to the deparntaepolicy.

A cooperative interaction thus exists between palitoffice bearers and
senior officials, especially in the making of exte® policy and
departmental policy. The previous dispensationdradted a rigid setting in
which the roles of councillors and officials weegrly obvious and distinctly
separate. The new dispensation created democratrecipalities with a
new ‘generation’ of councillors and officials, wittiifferent values and
loyalties. The success of the new dispensationogall government will
depend on whether their relationship contributesatdual trust, dedication,

accountability and productivity.

According to Ismaikt al. (1997:160) officials draft the policy proposats f
submission to their councils. Given their technieapertise, they advise
councillors regarding appropriate policy positiortowever, it is still the
councillor's responsibility to take the final deciss on policy matters.
Councillors and officials together constitute theamagement of a
municipality. The quality of their relationship tiserefore a critical factor in
effective local government. The relationship bemvéiee chief officials (in
particular the Municipal Manager) and political iof-bearers (councillors)
Is especially important for a successful partngrsiatween the political and

administrative wings of municipalities. Chief offis especially the

14



Municipal Manager must uphold council’'s values arild an
organizational culture within the municipality thatomotes effectiveness,

productivity, high morale and a sound work ethic.

Councillors, in turn, need to have confidence andttin the chief official's
ability to provide sound administrative leadershipouncillors do not
possibly have in-depth knowledge of all the spema and professional
aspects f municipal affairs. Councillors largelyr®n the quality and
objectivity of reports received from officials. Quillors have to up
recommendations from officials with community neemlsd interests. A
council resolution is therefore a mixture of pakti considerations and

expert advice.

Councillors and officials are, to this extent, pars in determining policy
and direction. The quality of their relationshign-terms of trust, honesty
and integrity — largely determines the quality ofuocil policy. Working

with councilors is very much part of chief officeldaily tasks. Chief
officials professional expertise and their intimataowledge of local
infrastructure and council resources enable thenevimluate policy and

advice on the probability of achieving goals.

Chief officials are expected to carry out policycdeons in a cost-efficient,
effective and customer-friendly manner. They musb alemonstrate that
decisions are in the best interests of the commumior this to happen,
officials must understand community needs, dispayonstructive and
sensitive approach to the political consideratiohthe time, and understand

the transformation imperatives. Chief officials,wever, do not have the
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luxury of being indifferent to party politics. Ths®metimes makes their task
more difficult. The chief officials in particulahé Municipal Manager plays
a key role in analyzing the political climate anbosld therefore be
conversant with the viewpoints of all parties resgrged in council.

The Municipal Manager should also be aware of thdeocurrents within
council be able to present a range of alternativeuncil in any situation.
Chief officials need to understand politician’s w&l system in order to
effective evaluate, interpret and execute counalicg. Within the
bureaucracy, chief officials have to steer the tpali transition process
internally. It is vital that councilors and chieffioials develop consensus on
a shared set of values and a common vision. Themdia in many
municipalities is that the values of officials armmbuncillors do not
necessarily meet. This results in mistrust, scegotic negativity and low
morale. Correcting this disharmony is a priority é@uncillors and officials
alike.
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6. Conclusion

To conclude then we can say that policy can be ssennit (a whole)
consisting of various components/ parts which eetatvarious participants
and steps that must be carried out by councillacs @ficials. There often
needs to be personal interaction between coursibord senior officials,
particularly regarding, access to and provisiom&drmation, to effectively
integrate policy making, implementation and servasivery. This has
created a need for guidelines that help councitimi officials to understand
fully their respective roles and how they shoul@mape, in order to perform

their job effectively.

The Municipal Structures Act no. 117 of 1998 and WMunicipal Systems
Act no. 32 of 2000 recognise that the relationdhgtween the political
office-bearers and officials is crucial for effeeilocal governance. The
overall aim of the acts is to promote a collabemtworking relationship
between councillors and officials. The acts alsovpe for distinctly

different yet complementary roles for councillorglafficials.

Councillors are elected to represent local commesdn municipal councils
and to meet the priority needs of communities bgvigling services
equitably, effectively and sustainably within theans of the municipality.
Officials on the other hand must at all times lbyadxecute the lawful
policies of the municipal council, perform the ftinos of office in good
faith, diligently, honestly and in a transparentnmer. Effective policy
implementation requires a close working relatiopshetween councillors
and officials, in maintaining a high level of intég in municipal affairs

which is necessary for proper policy implementation
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