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Research Topic: “An Integrated Approach to Strategy Implementation in 
Limpopo Department of Roads and Transport” 


 
Research questions 


 
1. How is strategy formulated in the Department?  


 
 
 
 
 


2. Who is responsible for the strategy formulation? 
 
 
 
  


3. What is your role in the formulation of strategy? 
 
 
 
 


4. What sources inform the strategies undertaken by the LDRT? 
 
 
 
 
 


5. Where is the responsibility for implementation of the strategy 
located? 


 
 
 
 


6. How is the strategy linked to the budget? 
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7. How is it coordinated with yearly budgets? 
 
 
 
 


8. What processes are there to support the implementation of the 
strategies? 


 
 
 
 


9. How does the organizational culture support the implementation of 
the strategy? 


 
 
 
 


10. How well are the roles clarified in relation to the implementation 
of the strategies? 


 
 
 
  


11. How well are responsibilities defined in relation to the chosen 
strategy? 


 
 
 
 


12. Who controls strategy? 
 
 
 
 


13. Who controls the implementation of strategy? 
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14. How is performance linked to Key Performance Areas (KPAs)? 


 
 
 
 
 


15.  Are Key Performance Indicators (KPIs) linked to strategic goals? 
 
 
 
 


16. Is each project linked to a strategic decision? 
 
 
 
 


17. Is the quarterly performance reviews linked to the strategy? 
 


 
 
 


18. What measures should be in place to assess if the implementation 
of the strategy is on the right track? 
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CHAPTER 1 
 


INTRODUCTION 
 


1.1 Introduction 


 


Organizations exist to achieve pre-determined goals and objectives. Strategy 


is the road map that organizations utilize to achieve these goals. Goals or 


objectives are “ends” and strategies are “means” to an end. Strategic 


management is the process that organizations use to formulate, implement 


and evaluate the strategies chosen to achieve its overall goals.  


 


The vision and the mission guide the objectives or goals that the organization 


wants to pursue. In turn, the guiding instruments for formulation of strategies 


are organizational goals and objectives. To realize its goals, the organization 


should implement its formulated strategies. Many factors affect strategy 


implementation. This led us to the concept of an integrated approach. If the 


organization depends on all sections or divisions to implement its strategy, we 


might then argue that integrated approach to strategy implementation should 


be the core focus of the organization in its endeavor to achieve its formulated 


goals.  


 


This research report will explore the importance of an integrated approach to 


strategy implementation to achieve the objectives of the organization.  


 


 


 


 


 







 2 


 


1.2 Background to the Research 


 


The Limpopo Provincial Growth and Development Strategy (PGDS) identify 


transport as an enabler in facilitating economic growth and movement of 


people, goods and services. It places the importance of transport as the 


heartbeat of the economy in its strategic objective of growing the economy of 


the Province and also in improving the quality of life. 


 


The Limpopo Province adopted  PGDS at the stakeholder summit held on the 


15th October 2004. The strategy is a culmination of various discussions with 


stakeholders from all sectors towards realizing the dream of sustainable and 


integrated development that seeks to promote economic growth and 


development, improve the quality of life of its citizens, raise the institutional 


efficiency of government, attain regional integration and enhance innovation. 


 


The PGDS is based on taking advantage of the province’s competitive factor 


conditions in mining, agriculture and tourism to turn the economy of the 


province around. The industrial value chain becomes a catalyst towards 


bridging local economies in those competitive sectors.  


 


This approach forms the basis of ensuring that the resources of the province 


are focused towards the greatest impact as well as the basis for meaningful 


local economic development and economic growth- towards bridging the 


divide between the first and second economy. 


 


This Limpopo Provincial Growth and Development Strateg is therefore aimed 


at providing the province and all its stakeholders, namely private sector, non-


governmental organizations, parastatals, the international community and the 


population at large, with both a vision and a pathway for development.  
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Transport is needed to link commuters with their work locations, the 


unemployed with employment opportunities, scholars with schools, shoppers 


with shopping areas, traders with customers and communities with each 


other. Transport is generally seen as an engine of growth and a guarantor of 


national integration, both internally and with the external global growth. 


Transport is also an industry in and of itself. It employs people, has supplier 


industries and customers of its own. 


 


Transport is also considered as a provider department to other departments. 


The current system, at the level of transport providers and the various levels 


of government, is simply not aligned to the delivery on these objectives. Lack 


of alignment poses threats. 


 


The Reconstruction and Development Programme (RDP,1994) indicates that 


“there is an urgent need to develop an integrated and rapid transportation 


system that links the domestic economy, Southern Africa, and world markets. 


This entails the upgrading of road and rail networks and their extension to the 


whole area, but also a rapid interface between road, rail, air and sea.”  


 


The policy document further argue that “a review of the current situation 


within all transportation systems must be undertaken in order to assess the 


capacity of these systems and how they could enhance the development of 


other sectors of the economy and contribute to the Reconstruction and 


Development Programme.”  


 


The provision of an efficient and effective integrated public transport system 


plays a major role in sustaining development in Limpopo Province.  Without 


an integrated transport system, there would be a limit to the movement of 


people, goods and services and to the economic growth of province. 
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The strategic goal of the Limpopo Department of Roads and Transport 


(LDRT) is to ensure the provision of adequate quality infrastructure and 


affordable and efficient integrated public transport in support of the aims of 


the Reconstruction and Development Programme(RDP) and the Limpopo 


Provincial Growth and Development Strategy (PGDS). In that regard, the 


Limpopo Department of Roads and Transport developed a five-year strategic 


plan for the financial years, 2005-2010, to provide efficient, effective, safe and 


affordable integrated transport systems. 


 


1.3 Significance of the study 


 


This study fills a gap. The research will be of value to the Limpopo 


Department of Roads and Transport in that factors that may prevent the 


department from implementing its formulated strategies will be explored. 


Management will be in a position to evaluate the benefit of an integrated 


approach to strategy implementation to achieve the strategic goals and 


objectives of the department.  


 


Other researchers who are considering different approaches to integrated 


strategy implementation in the public sector or conducting further research in 


this field can utilise the results of this research. 


 


The results of the research can be utilised by other spheres of government 


and public institutions. Many municipalities are currently grappling with the 


problem of providing basic services to the communities in an integrated 


manner. This research will provide valuable information in helping such 


institutions to address this question.  
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1.4 Aims of the study 


 


There are many transport strategies and plans at different levels of 


government. At all government levels, there are many documents, budget 


speeches, annual performance plans, strategic plans, integrated transport 


plans, integrated development plans and provincial cabinet documents that 


address the question of transport as an enabling factor in the development 


and economic growth of the province. 


 


This research report will aim to highlight to government the benefits of an 


integrated approach to strategy implementation to ensure success and 


realization of the overall objectives of improving the quality of life and growing 


the economy in the province. 


 


The study hopes to highlight the close relationship between strategy 


formulation and implementation processes.  Attempts will also be made to 


demonstrate that strategic management can be successfully adapted and 


implemented in the public sector   


 


1.5 Objectives of the study 


 


The objectives of the study are: 


 


 Investigate how strategy formulation and implementation processes 


can be linked 


 To identify the key drivers of strategy implementation 


 To suggest how these key drivers should be integrated to achieve the 


goals and objectives of the organization 
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1.6 Problem statement 


 


The Limpopo Department of Roads of Transport is not able to implement its 


formulated strategic goals. There is a lack of coordination and integration 


between strategy formulation and implementation processes. People who 


formulate strategy are different from people who implement it.  


 


There is  little or no coordination between different directorates or business 


units in the department. Every division implements the strategies with no link 


to the overall goals and objectives of the department. Directorates operate in 


silos. Coordination and integration of strategies are relegated to management 


meetings which are held once a month. 


 


There is a lack of institutional capacity and adequate strategic leadership to 


guide the organisation to implement its strategies. Strategy implementation 


involves every section or division of the department. The organisational 


structure is archaic and not facilitating coordination and integration of different 


programmes in the department. There is no definite role clarification and 


responsibility allocation among management and other employees of the 


department. 


 


Resource allocation is not guided by the goals and objectives that the 


department want to achieve.  Resources are allocated according  to who is 


articulate enough and the decision of top management at that time. Loyalty is 


rewarded more than performance.  


 


The culture of the department does not tolerate mistakes and different voices 


from that of top management. Employees are charged, disciplined and 


suspended  for minor offences which in most cases need rehabilitation or 


warning. There is a lot of fear and gossips that prevails in the department. 
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By failing to implement the chosen strategies, communities are deprived of 


essential services which are meant to improve their quality of life and also to 


grow the economy of the province. 


 


1.7 Research questions  


 


The main research question is why the Limpopo Department of Roads and 


Transport fail to implement strategies to achieve its goals and objectives. 


 


1.8 Definitions 


 


For the purpose of this research report, the following definitions will apply: 


 


(a) Strategic management is defined as the art and science of 


formulating, implementing, and evaluating cross-functional 


decisions that enable an organization to achieve its objectives 


(b) A strategy refers to the means to achieve long-term objectives. 


(c) Objectives are defined as specific results that an organization 


seeks to achieve in pursuing its basic mission 


(d) Vision statement defines what the organization wants to become 


(e) Mission statements are “enduring statements of purpose that 


distinguish one business from other similar firms. 


(f) LDRT/Department refers to the Limpopo Department of Roads and 


Transport 


(g) PGDS refers to Limpopo Provincial Growth and Development 


Strategy, which seeks to improve the quality of life, growth the 


economy, improve the efficiency and effectiveness of institutional 


capacity of government, regional integration and special projects. 


(h) State of the Province Address  refers to the annual presentation 
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(i)  by the Provincial Premier to the Provincial Legislature on what 


strategies the provincial government will be pursuing in the coming 


financial year 


(j) Strategic plan of LDRT refers to the strategic plan of the 


department for the financial years, 2005-2010 


(k) Top Management refers to the leadership of the department which 


consists of the Head of Department and General Managers 


(l) Management refers to the general managers, senior managers, 


managers and Senior District Managers of the department. 


(m) Service delivery refers to the services that the department is 


offering to the communities and members of the public in terms of 


the Constitution of the Republic of South Africa, Act 106 of 1996. 


(n) Accounting Officer refers to the Head of the Department (HOD) 
of Roads and Transport 


(o) Member of the Executive Council  refers to the MEC for Roads 
and Transport in Limpopo 


 


1.9 Study plan 


 


This research report consists of six chapters organized as follows: 


 


Chapter 1 


 


This chapter serves as an introductory chapter. It consists of the 


background, significance, aims and objectives of the study. The 


researcher identifies the research problem and the main question. The 


aim is to contextualize the research and to state the overall aims and 


goals of the study. The chapter defines terms that are relevant in this 


research report and outlines the study plan.  
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Chapter 2 


 


The literature review covers the strategic management process, with 


particular emphasis on strategic implementation. Key drivers of 


strategy implementation will be theoretically explored. 


 


Chapter 3 


 


The chapter discusses the research design and methodology followed 


in this study. Sample design and sampling methods will be explained. 


The researcher will discuss the techniques and procedures to collect 


the data 


 


Chapter 4 


 


In this chapter, the researcher presents the results of the findings.  


 


Chapter 5 


 


The chapter will discuss the results and findings of data by 


propositions. The researcher will discuss the main trends and patterns 


from the data with reference to research questions and literature 


reviewed. 


 


Chapter 6 


 


In this chapter, the researcher will discuss the main findings of the 


study. The researcher will identify and discuss gaps, anomalies and 


deviations in the data. The chapter will highlight Issues that require 


further research. The chapter will conclude with recommendations from 


the research. 
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Chapter 2 
 


Literature Review 
 


2.1 Introduction 


 


Literature review is important when doing research because there is a 


need for the researcher to read broadly and deeply to ensure that the best 


possible foundation for research is established. This chapter provides an 


overview of the literature that was used as a basis for deriving the 


research questions and which will be relied on extensively during the data 


collection process. 


 


2.2 Strategic management  


 


David (2001) describes the strategic-management process as an 


objective, logical, systematic approach for making major decisions in an 


organization. To emphasize this point further, Thompson & Strickland 


(2003) argue that two factors separate the best-managed organizations 


from the rest: (a) superior strategy making and entrepreneurship, and (2) 


competent implementation and execution of the chosen strategy.  


 


Morris & Kuratko (2002) point out that achieving sustainable advantage in 


the new competitive landscape also requires that managers think and act 


strategies and that they formulate appropriate strategies. The authors 


further argue, “There’s no escaping the fact that the quality of managerial 


strategy making and strategy implementation has a significant impact on 


organizational performance.”  
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 “During the past two decades strategic management has become 


common practice in the private sector. However, it is clear that the 


approaches to strategic management that apply in the private sector 


cannot simply be duplicated in the public sector” (Waldt & Knipe, 2001).  


 


The authors list the following as specific reasons why strategic 


management has the necessary application value for public institutions: 


 


 It improves decision-making about future opportunities and 


threats facing the institution 


 It stimulates the development of appropriate aims and 


objectives which provides strong motivation and incentive 


 It promotes communication, coordination and participation in 


the institution 


 It enables an institution to carry out actions pro-actively and 


influence its environment 


 It ensures an objective basis for management decision-making. 


More effective decision-making leads to greater achievement of 


objectives, resource utilization and personnel motivation 


 


According to Waldt & Knipe (2001), there are challenges in the application of 


strategic management in the public sector, which may include internal 


resistance, reconciling strategic plans with national government’s objectives, 


divergent community needs, linkage between the strategic plan and the 


budget 
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2.3 Definition of strategic management  


 


There are many definitions of strategic management. David (2001) defines 


strategic management as the art and science of formulating, implementing, 


and evaluating cross-functional decisions that enable an organization to 


achieve its objectives.  


 


David (2001) defines strategy formulation, strategy implementation and 


strategy evaluation as follows: 


 


Strategy formulation includes developing a vision and mission, 


identifying an organization’s external opportunities and threats, 


determining internal strengths and weaknesses, establishing long-term 


objectives, generating alternative strategies, and choosing particular 


strategies to pursue. Strategy implementation includes developing a 


strategy-supportive culture, creating an effective organizational 


structure, redirecting marketing efforts, preparing budgets, developing 


and utilizing information systems, and linking employee compensation 


to organizational performance. Strategy-evaluation consists of three 


fundamental activities: (a) reviewing external and internal factors that 


are bases for current strategies, (b) measuring performance, and (c) 


taking corrective actions.  


 


On the other hand, Manning (1997) defines strategic management as “the 


dynamic process by which managers create the future. It is the total stream of 


thought and action that takes them from where they are to where they want to 


be.”  
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According to David (2001), the logical starting point of strategic management 


includes identifying an organization’s existing vision, mission, objectives, and 


strategies because a firm’s present situation and conditions may preclude 


certain strategies and may even dictate a particular course of action  


 


“The answer to where an organization is going can be determined largely by 


where the organization has been. The strategic management process is 


dynamic and continuous. A change in any one of the major components in the 


model can necessitate a change in any or all of the other components. 


Therefore, strategy formulation, implementation and evaluation activities 


should be performed on a continual basis, not just at the end of the year or 


semi-annually. The strategic-management process never really ends” (David, 


2001).  


 


Ehlers & Lazenby (2004) however caution, “The strategic management 


process does not end once an organization has selected a strategy or 


strategies. To be of value, strategies have to be implemented successfully.”  


 


2.4 Strategy formulation 


 


“Organizations, before they can pursue any strategy, have to define the 


reason why they exist and what do they want to become in the future” (David, 


2001). The author argues, “These beliefs assist the organization to focus on 


what game to play and which rules govern this game. When the set of beliefs 


about a business at its inception is put into writing, the resulting document 


mirrors the same basic ideas that underlie the vision and mission statements.”  
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Thompson & Strickland (2003) define strategic vision as “a roadmap of a 


company’s future, providing specifics about technology and customer focus, 


the geographic and product markets to be pursued, the capabilities it plans to 


develop, and the kind of company that management is trying to create. The 


mission statement guides the organization in terms of determining what goal it 


wants to achieve and in which business it should involve itself.” 


 


2.4.1 Vision and mission  


 


According to Smit & Cronje (2002), the vision guides the strategic plan and 


should be well understood and shared by everyone in the organization in 


order for it to be realized. “Strategic vision points an organization in a 


particular direction and charts a strategic path for it to follow” (Thompson & 


Strickland, 2003).  


 


The mission statement follows from the vision. Pearce & Robinson (2003) 


define company mission as “the fundamental purpose that sets a firm apart 


from other firms of its type and identifies the scope of its operations in product 


and market terms.” 


 


“Profit, not mission or vision, is the primary corporate motivator. However, 


profit alone is not enough to motivate people. Profit is perceived negatively by 


some employees in companies. Employees may see profit as something that 


they earn and management then uses and even gives away to shareholders. 


Although this perception is undesired and disturbing to management, it clearly 


indicates that both profit and vision are needed effectively to motivate a 


workforce” (David, 2001). 


 


 


 







 15 


The author further recognizes that “when employees and managers together 


shape or fashion the vision and mission for a firm, the resultant documents 


can reflect the personal visions that managers and employees have in their 


hearts and minds about their own futures. Shared vision creates a 


commonality of interests that can lift workers out of the monotony of daily 


work and put them into a new world of opportunity and challenge.”  


 


On the other hand, Waldt & Knipe (2001) argue, “the fundamental difference 


between institutions in the public sector and organizations in the private 


sector lies in their goals. Private organizations try to make a profit, whereas 


public institutions provide a service, which means that formulation of a 


mission and aims is considerably more complex. The complexity lies in the 


fact that demands from all groups must be heard and their influence is more 


incisive. In the case of private organizations, strategists are not expected to 


pay attention to the demands of all groups.” 


 


The authors further emphasize, “with regard to the mission and aims, private 


organizations are established by entrepreneurs, whereas public institutions 


are created by some higher body of authority. The aims of public institutions 


are often qualitative and conflicting, which may lead to different 


interpretations.”  


 


Pearce & Robinson (2003) recognize that “the mission statement is a 


message designed to be inclusive of the expectations of all stakeholders for 


the company’s performance over the long run.”  Smit & Cronje (2002) advise, 


“When formulating a mission statement, management should be very 


sensitive to the claims of stakeholders, both inside the organization and 


outside.”   
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According to Thompson & Strickland (2003), key stakeholders should be 


consulted when developing the vision and mission statement to assist in 


ownership of processes resulting from this exercise. “Armed with a clear, well-


conceived business course for the organization to follow, managers have a 


beacon to guide resource allocation and a basis for crafting a strategy to get 


the company where it needs to go” (Thompson & Strickland, 2003). 


 


Mintzberg et al (1998) argue, “Vision goes beyond words, into action. The 


vision has to be brought into life. And, again, that is not so much through 


formal plans and programme as by informal actions, the rolling up of sleeves 


and getting in there with everyone else.” 


 


Drucker (1992) points out that “The mission focuses the organization on 


action. It defines the specific strategies needed to attain the crucial goals. It 


crates a disciplined organization. It alone can prevent the most common 


degenerative disease of organizations, especially large ones, splintering their 


always limited resources on things that are “interesting” or look “profitable” 


rather than concentrating them on a very small number of productive efforts.”  


  


2.4.2 The importance of setting objectives 


 


According to Thompson & Strickland (2003), “the purpose of setting 


objectives is to convert managerial statements of strategic vision and 


business mission into specific performance targets results and outcomes, the 


organizations wants to achieve.  The authors point out further “when 


companywide objectives are broken down into specific targets for each 


organizational unit and lower-level managers are held accountable for 


achieving them, a results-oriented climate builds throughout the enterprise.” 


 


 


 







 17 


David (2001) indicates, “Clearly stated and communicated objectives are vital 


for success for many reasons. Firstly, objectives help stakeholders to 


understand their role in an organization’s future. They also provide a basis for 


consistent decision making by managers whose values and attitudes differ. 


By reaching a consensus on objectives during strategy-formulation activities, 


an organization can minimize potential conflicts later during implementation.”   


 


The author went further to mention that “objectives set forth organizational 


priorities and stimulate exertion and accomplishment. They serve as 


standards by which individuals, groups, departments, divisions, and entire 


organizations can be evaluated. Objectives provide the basis for designing 


jobs and organizing activities to be performed in an organization. Objectives 


should be quantitative, measurable, realistic, understandable, challenging, 


hierarchical, obtainable, and congruent among organizational units.”  


 


Thompson & Strickland (2003) emphasize, “Setting objectives that require 


real organizational stretch helps build a firewall against complacent coasting 


and low-grade improvements in the organizational performance. Every unit in 


a company needs concrete, measurable performance targets that contribute 


meaningfully towards achieving company objectives. In this regard, objective-


setting entails considering current performance, the strategy options available 


to improve performance, and whether the organization has the resources and 


capabilities to achieve stretch objectives when pushed and challenged.” 
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Waldt & Knipe (2001) point, “If there is a lack of clarity about the aims and 


objectives of public institutions, and even if the aims and objectives are clear 


but their achievements are not measurable, evaluation of the performance of 


the institution is hindered. The authority structure may be weakened if there is 


no objective way of determining the performance of a particular institution. 


The problem is worsened in a significant number of public institutions, since 


there is no so-called bottom line of performance, which can be used to 


reinforce authority structures.” 


 


The above problem may be prevented by measuring one aspect of the task 


that is quantifiable in the hope that “good” performance according to these 


criteria will reflect the achievement of the immeasurable “true” objective. A 


disadvantage of this performance evaluation system is that personnel within 


the institution deliberately focus their efforts only on the measurable aspect of 


the objective. 


 


Another approach to evaluation in the absence of quantifiable objectives is to 


be cost-sensitive and to focus on making activities more effective, i.e. to 


achieve the same output with a smaller budget. Consequently, the 


achievement of the same results with fewer personnel and/or a smaller 


budget may endanger the continued existence of the institution, through its 


decreasing importance in the eyes of those who allocate the funds. 
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2.4.3 Strategy as a means of achieving objectives 


 


According to Thomson & Strickland (2003), the strategy and the business 


model of the organization should align with its present and future 


environment. The authors point out that “this entails studying market trends, 


listening to customers and anticipating their changing needs and 


expectations, scrutinizing the business possibilities that spring from 


technological developments, building the firm’s market position via 


acquisitions or new-product introductions, and pursuing ways to strengthen 


the firm’s competitive capabilities. Good strategy making is therefore 


inseparable from good business entrepreneurship.” 


 


Morris & Kuratko (2002) define strategy as “a statement regarding what the 


company wants to be and how it plans to get there. Strategy creates a sense 


of unity, or consistency of action, throughout an organization. In order for 


people to work toward common objectives, they must know what the 


objectives are.” Strategy represents the means by which objectives will be 


realized.   


 


According to Silbiger (1999), strategy should respond to the change in 


external and internal factors that have an influence on the organization. The 


author points out “the problem is that most of the strategies are general and 


vague. People who are supposed to implement them sometimes misinterpret 


them and implement different strategies that are not related to the 


organization’s goal or objective.” 
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Smit (2000) cautions that “to be considered effective, a chosen strategy must 


be implemented successfully.” Bossidy et al (2002) points out that “execution 


is fundamental to strategy and has to shape it: no worthwhile strategy can be 


planned without taking into account the organization’s ability to execute it.” 


The authors went on to define execution as a systematic process of rigorously 


discussing hows and whats, questioning, tenaciously following through, and 


ensuring accountability. 


 


The reason why many strategies fail is the missing link between the chosen 


strategy and the organizational goals. This missing link is strategy 


implementation. Bossidy et al (2002) explain this link as “the gap between 


what a company’s leaders want to achieve and the ability of their 


organizations to deliver it.” 


 


The challenge that most organizations face is the transition from strategy 


formulation to strategy implementation. David (2001) draws attention to the 


fact that “the transition from strategy formulation to strategy implementation 


requires a shift in responsibility from strategists to divisional and functional 


managers.” This is where the missing link starts. The author argues, 


“Implementation problems can arise because of this shift in responsibility, 


especially if strategy-formulation decisions come as a surprise to middle-and 


lower-level managers. Therefore, it is essential that divisional and functional 


managers be involved as much as possible in strategy-formulation activities. 


Of equal importance, strategists should be involved as much as possible in 


strategy-implementation activities. 
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Thomson & Strickland (2003) caution that “written strategic plans seldom 


anticipate all the strategically relevant events that will transpire in upcoming 


months and years. Unforeseen events, unexpected opportunities and threats, 


and the constant bubbling up of new proposals encourage managers to 


modify planned actions and forge ‘unplanned’ reactions. Postponing the 


redrafting of strategy until it is time to work on next year’s strategic plan is 


both foolish and unnecessary. Once-a-year strategizing under “have to” 


conditions is not a prescription for managerial or business success. Strategy 


is something that ought to be modified whenever it is propitious to do so and 


certainly, whenever unfolding events dictate. Because of the speed of change 


in many of today’s industries, strategy life cycles increasingly are measured in 


months and single years, not decades or even five-year intervals.” 


  


2.5 Strategy implementation 


 


Ehlers & Lazenby (2004) define strategy implementation as the process that 


turns strategic plans into a series of action tasks, and ensures that these 


tasks are executed in such a way that the objectives of the strategic plan are 


achieved. 


 


Waldt and Knipe (2001) hold the view that “strategy implementation is mostly 


an operational process and as such is not really a sensitive matter for the 


public sector. It involves the management of systems to ensure the most 


effective integration of human resources, organizational structures, 


procedures, tasks and resources to achieve the strategic objectives of the 


institution. Public institutions should systematically identify the various 


dimensions that support the implementation of the institution’s strategy, and 


integrate them into a synergistic (combined) whole with other public 


institutions.”  
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Thomson & Strickland (2003) point out that “whereas crafting strategy is 


largely a market-driven activity, implementing strategy is primarily an 


operations-driven activity revolving around the management of people and 


business processes. Implementing and executing strategy entails converting 


the organization’s strategic plan into action and then into results.”  


 


“Execution is not only the biggest issue facing business today; it is something 


nobody has explained satisfactorily. In the public sector, the situation is 


worse. Not many authors had ventured into this field of strategy 


implementation in government. This is because the public sector is regulated 


by many laws and acts. In addition to laws and acts, there are regulations, 


policies, plans, procedures and guidelines that govern how government 


should operate. This situation leads to too much red tape and bureaucracy” 


(Bossidy et al (2002). 


 


Different factors are involved in strategy implementation processes. The key 


drivers of strategic implementation are strategies and objectives, 


management and strategic leadership, organizational structure, organizational 


culture and management processes and systems. These factors should be 


integrated for the organization to increase its chance of achieving its goals 


and objectives. 


 


Thomson & Strickland (2003) point out “one make-or-break determinant of 


successful strategy implementation and execution is how well management 


leads the process.” According to Ehlers & Lazenby (2004), integration of 


strategy formulation, implementation and control needs leadership to drive the 


strategic change and to give direction and purpose. 


 


 


.  
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2.5.1.1 Leadership and management  


 


Ehlers & Lazenby (2004) locate the importance of leadership as a “key 


component in the strategy implementation process.”  


 


Toogood (2004) draws attention to what leadership is all about by answering 


the question, who is a leader: “What do these people, both bright and dark, 


have that we don’t have? For one thing, they have charisma. However, more 


importantly, charismatics add value to what they are saying by taking a 


position. They have a point of view. They translate situations into positions. 


They present evidence to back up their position, and then propose a course 


of action. They speak simply. They answer our objections before we can raise 


them. They press the case with conviction. They believe. That is why they are 


seen as leaders, and are in fact leaders. This is what leadership is all about.” 


 


 “Management, on the other hand, must be able to translate the leader’s 


vision into strategies to achieve the organization’s goals. Managers don’t 


deserve a gold star for designing a potentially brilliant strategy but failing to 


put the organizational means in place to carry it out in high-caliber fashion- 


weak implementation undermines the strategy’s potential and paves the way 


for shortfalls in customer satisfaction and company performance.”(Thompson 


& Strickland, 2003) 


     


According to the Dictionary of Contemporary English (1995), “management’ is 


the act or skill of directing and organizing the work of a company or 


organization 
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Leaders should work hand in hand with management to develop processes 


and system to ensure that the strategies of the organization are  implemented 


successfully.  


 


2.5.1.2 Difference between leadership and management 


 


Silbiger (1999) point out the difference between a leader and the manager as 


follows: “Leaders shape goals. Leaders develop new ideas. Leaders reach 


people on an emotional level. Managers, on the other hand, react to events. 


Managers solve problems, while leaders take on challenges.” 


 


Nelson & Quick (2003) draw attention to the difference between leadership 


and management as follows: 


 


“John Kotter suggests that leadership and management are two distinct, 


yet complementary systems of action in organizations. Specifically, he 


believes that effective leadership produces useful change in organization 


(as exemplified by Lee Lacocca at Chrysler Corporation in the early 


1980s) and that good management controls complexity in the organization 


and its environment (as exemplified by Jack Welch at General Electric). 


Healthy organizations need both effective leadership and good 


management.” 
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2.5.1.3 Role of management and leadership in strategy implementation  


 


“Management should know what the business is all about and should also 


know the employees of the organization. In this way, they will be able to 


identify where their weaknesses are in terms of management and what their 


competitive advantages are in terms of the business. Leaders need the 


assurance that they have the right people to do the job and where the 


business should be heading in the future” Bossidy et al (2002). 


 


On the other hand, the authors Thompson & Strickland (2003:4) caution, 


“competent execution of a mediocre strategy scarcely merits enthusiastic 


applause for management efforts either. The standards for good management 


rest largely on how well conceived the company’s strategy is and how 


competently it is executed. Any claim of talented management that disregards 


these standards is likely to be false. Indeed, the essence of good strategy 


making is to build a market position strong enough and an organization 


capable enough to produce successful performance despite unforeseeable 


events, potent competition, a rash of delays, or cost surprises.” 


 


When leaders develop their vision and mission, they have to be realistic about 


what the organization can do or cannot do. The same applies to managers. 


When strategies are crafted, the managers must be realistic in terms of the 


implementation capacity. There is no point for a leader to develop an 


impressive vision and mission which are far-fetched and unrealistic. 


Management will find it very hard to develop strategies that will achieve them. 


In the end, they will not be implemented and will remain on glossy paper in 


the filing racks.   
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Bossidy et al (2002) hold the view that” one thing you will notice about leaders 


who execute is that they speak simply and directly. They talk plainly and 


forthrightly about what is on their minds. They know how to simplify things so 


that others can understand them, evaluate them, and act on them, so that 


what they say becomes common sense.” 


 


Management should also have sessions with people who report to them and 


communicate the organization’s goals and priorities clearly to them. 


Management should guide their colleagues in terms of clarifying the 


strategies to achieve the formulated goals and objectives. Communication 


assists in clearing up misunderstandings and misalignment in terms of which 


goals and priorities to implement.  


 


Stacey (1993) points out that to implement the formulated strategies 


managers must: 


 


(i) Design a hierarchical reporting structure that is appropriate to 


the strategy they have formulated 


(ii) Install and operate the management information and control 


system that will enable them to keep the organization on its 


planned path. 


(iii) Install and operate reward systems for people that will provide 


the monetary incentives for them to carry out the strategy 


(iv) Change the culture or belief system of people in the 


organization to provide the non-monetary motivation for them to 


carry out the strategy 


(v) Develop appropriate social and political behavior that will not 


block the implementation of the strategy. 
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Leaders should be able to follow through on their vision and mission to 


assess if they are being achieved. They do not have to wait for the end of the 


year to check the progress. By that time, it would be too late. If they follow-up 


from time to time, they will be able to identify possible blockages and deal 


with them. Management also has to devise mechanisms to check if strategies 


are being implemented or not. They should not wait until the situation has 


reached a point of no return before they can act. 


 


Silbiger (1999) indicates, “It is important for a leader to understand his or her 


own personality traits. As you might imagine, a leader’s insecurities may lead 


to an authoritarian style, regardless of what the situation may dictate. That is 


why self-awareness is important; it will enable you to avoid inappropriate 


management styles.” 


 


In order for managers and leaders to lead in terms of strategy 


implementation, they have to know their personal strengths and weaknesses. 


Bossidy et al (2002) hold the view that “good leaders learn their specific 


personal strengths and weaknesses, especially in dealing with other people, 


then build on the strengths and correct their weaknesses. They earn their 


leadership when followers see their inner strength, inner confidence, and 


ability to help team members deliver results, while at the same time 


expanding their own capabilities.” 


 


The authors argue further, “a solid, long-term leader has an ethical frame of 


reference that gives her the power and energy to carry out even the most 


difficult assignment. This characteristic is beyond honesty or beyond integrity, 


beyond treating people with dignity. It’s a business leadership ethic.” 
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In the public sector, there is a thin line between the role of leadership and 


management. In most cases, these two levels fight over turfs and who is the 


authority.  


This situation is fueled by the bureaucratic nature of the public sector, with its 


numerous laws and regulations. If a leader desires to be adventurous and 


innovative, the restrictive nature of the public sector always stifles the 


initiatives. 


 


According to Kuper (2006), a leader must ensure that strategy is integrated to 


avoid confusion. An integrated approach to strategy, culture and structure 


lead to sustainable advantage.  


 


2.5.2 Organizational culture 


 


Bossidy et al (2002) point out that “the hardware of a computer is useless 


without the right software. Similarly, in an organization, the hardware (strategy 


and structure) is inert without the software (beliefs and behaviors.)” The 


authors further argued, “To change a business’s culture, you need a set of 


processes- social operating mechanisms- that will change the beliefs and 


behavior of people in ways that are directly linked to bottom-line results.”   


 


2.5.2.1 Organizational culture defined 


 


Ehlers & Lazenby (2004) define organizational culture as the set of important, 


often unstated, assumptions, beliefs, behavioral norms and values the 


members of an organization share. The authors points out that an 


“organization’s culture is manifested in its stories, legends and traditions, its 


ways of approaching problems and making decisions, its values and its dos 


and don’ts.” 
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David (2001) offers a more comprehensive definition of organizational culture 


as “a pattern of behavior developed by an organization as it learns to cope 


with its problem of external adaptation and internal integration that has 


worked well enough to be considered valid and to be taught to new members 


as the correct way to perceive, think, and feel.”  


 


2.5.2.2 What constitutes an organizational culture? 


 


Thompson & Strickland (2003) hold the view that “a company’s culture is 


manifested in the values and business principles that management preaches 


and practices, in its ethical standards and official policies, in its stakeholder 


relationships(especially its dealings with employees, unions, shareholders, 


vendors, and the communities in which it operates), in the traditions the 


organization maintains, in its supervisory practices, in employees’ attitudes 


and behavior, in the legends people repeat about happenings in the 


organization, in the peer pressures that exist, in the organization’s politics, 


and in the “chemistry” and the “vibrations” that permeate the work 


environment. All these sociological forces, some of which operate quite 


subtly, combine to define an organization’s culture.” 


 


Organizational culture differs from one organization to another. This is 


because the organization is made up of diverse people, with different 


backgrounds and cultures.  
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Bossidy et al (2002) identify “Social Operating Mechanism” as a key 


component of culture: 


 


These are formal or informal meetings, presentations, even memos, or 


e-mail exchanges anywhere that dialogue takes place. Two things 


make them operating mechanisms, not just meetings. Firstly, they are 


integrative, cutting across the organization and breaking barriers 


among units, functions, disciplines, work processes, and hierarchies 


and between the organization and the external environment as well. 


Social Operating Mechanisms create new information flows and new 


working relationships. They let people who normally do not have much 


contact with one another exchange views, share information and ideas, 


and learn to understand their company as a whole. They achieve 


transparency and simultaneous action.” 


 


Secondly, Social Operating Mechanisms are where the beliefs and behaviors 


of the social software are practiced consistently and relentlessly. They spread 


the leaders’ beliefs, behaviors, and mode of dialogue throughout the 


organization. Other leaders learn to bring these beliefs and behaviors to the 


lower-level formal and informal meetings and interactions they conduct, 


including coaching and feedback. They become their Social Operating 


Mechanisms.” 


 


From the above, it can be seen that every organization design its culture in a 


unique way. However, what is interesting is that every member or employee 


of that organization ultimately understands what that culture is, consciously or 


unconsciously, written or unwritten. 
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David (2001) point out that “an organization’s culture compares to an 


individual’s personality in the sense that no organization has the same culture 


and no individual has the same personality. Both culture and personality is 


fairly enduring and can be warm, aggressive, friendly, open, innovative, 


conservative, liberal, harsh, or likable.” 


 


2.5.2.3 The role of organizational culture play during strategy        


implementation? 


 


Ehlers & Lazenby (2003) acknowledge, “Organizational culture can either be 


a valuable ally or a stumbling block to successful strategy implementation. 


When the organization’s beliefs, visions and objectives underpinning its 


chosen strategy are compatible with its organizational culture, culture serves 


as a valuable driver and simplifies strategy implementation efforts.” 


 


Daft (2007) holds the view that “cultures serve two critical functions in 


organization: (1) to integrate members so that they know how to relate to 


each one another, and (2) to help the organization adapt to the external 


environment. Internal integration means that members develop a collective 


identity and know how to work together effectively. It is a culture that guides 


day-to-day working relationships and determines how people communicate 


within the organization, what behavior is acceptable or not acceptable, and 


how power and status are allocated.” 


 


If the culture of the organization is hostile or negative, the environment is 


contaminated with gossips, bad attitudes, withholding of crucial information, 


backstabbing, etc, which will make it impossible for the organization to deliver 


on its mandate. 
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Nelson & Quick (2003) indicate that in an organization, culture serves four 


basic functions:  


 


 Firstly, culture provides a sense of identity to members and 


increases their commitments to the organization. When 


employees internalize the values of the company, they find their 


work intrinsically rewarding and identify with their fellow 


workers. Motivation is enhanced, and employees are more 


committed 


 Secondly, culture is a sense-making device for organization 


members. It provides a way for employees to interpret the 


meaning of organizational events. 


 Thirdly, culture reinforces the values in the organization. 


 Finally, culture serves as a control mechanism for shaping 


behavior. Norms that guide behavior are part of culture 


 


2.5.2.4 Types of organizational cultures 


 


Daft (2007) defines culture strength as the degree of agreement among 


members of an organization about the importance of specific values. 


Culture that prevails in an organization can be classified into strong, adaptive, 


weak and unhealthy.  


 


(a) Strong culture 


 


Nelson & Quick (2003) define a strong culture as an organizational culture 


with a consensus on the values that drive the company and with an intensity 


that is recognizable even to outsiders. Ehlers & Lazenby (2004) emphasize, 


“In strong organizational cultures, values, norms and beliefs are deeply 


ingrained and difficult to eliminate.”  
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Nelson & Quick (2003) hold the view that “strong cultures are thought to 


facilitate performance for three reasons. Firstly, these cultures are 


characterized by goal alignment; i.e. all employees share common goals. 


Secondly, strong cultures create a high level of motivation because of the 


values shared by the members. Thirdly, strong cultures provide control 


without the oppressive effects of a bureaucracy.” 


 


The authors further points out that “one setback with strong culture is that it 


takes time to change even when circumstances have changed. It takes time 


to accommodate innovations and different values from the ones held. In this 


very competitive environment, this can lead to the downfall of the 


organization.” 


 


Thompson & Strickland (2001) suggests that “three factors contribute to the 


development of strong cultures:  


 


(1) a founder or strong leader who establishes values, principles, and 


practices that are consistent and sensible in light of customer needs, 


competitive conditions, and strategic requirements; (2) a sincere, long-


standing company commitment to operating  the business according to 


these established traditions, thereby creating an internal environment 


that supports decision making and strategies based on cultural norms; 


and (3) a genuine concern for the well-being of the organization’s three 


biggest constituencies- customers, employees, and shareholders.  


 


Ehlers & Lazenby (2004) caution that “if a tight fit exists between the chosen 


strategy and a strong culture, it is a valuable asset. A strong culture that does 


not match a chosen strategy or strategies is a liability to the organization and 


the strategy implementation.” 
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Pearce & Robinson (2003) emphasize that “the stronger a company’s culture 


and the more that culture is directed toward customers and markets, the less 


the company uses policy manuals, organization charts, and detailed rules and 


procedures to enforce discipline and norms.” The authors further argued, 


“Poorly performing companies often have strong cultures. However, their 


cultures are dysfunctional, being focused on internal politics or operating by 


the numbers as opposed to emphasizing customers and the people who 


make or sell the product.” 


 


(b) Weak culture 


 


Thompson & Strickland (2001) explain, “A company’s culture can be weak 


and fragmented in the sense that many subcultures exist, few values and 


behavioral norms are widely shared, and there are few sacred traditions. In 


weak-culture companies, there is little cohesion and glue across organization 


units. Top executives don’t repeatedly espouse any business philosophy or 


exhibit commitment to particular values or extol the use of particular operating 


practices.”  


 


According to Ehlers & Lazenby (2004), weak culture cannot serve as a driver 


for strategy implementation. “The lack of a definable corporate character 


tends to result in many employees viewing the company as a place to work 


and their job as a way to make a living. Therefore, weak cultures provide little 


or no strategy implementing assistance because there are no traditions, 


beliefs, values, common bonds or behavioral norms that management can 


use as levers to mobilize commitment to executing the chosen strategy. While 


a weak culture does not usually pose a strong barrier to strategy execution, it 


provides no assistance either” (Thompson & Strickland, 2001)  
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(c) Unhealthy cultures 


 


According to Ehlers & Lazenby (2004 point out that “an organization culture is 


classified as being unhealthy if it has a politicized internal environment where 


influential managers operate in autonomous ‘kingdoms’. Unhealthy 


organizational cultures are also characterized by a hostile resistance to 


change and to people who advocate new ways of doing things.” 


 


Thompson & Strickland (2001) noted the following regarding unhealthy 


cultures:  


 


avoiding risks, not fouling up, not rocking the boat, and accepting the 


status quo become more important to a person’s career advancement 


that entrepreneurial successes, innovative accomplishments, and 


championing better ways to do things. A third unhealthy characteristic 


is promoting managers who are good at staying within their budgets, 


exerting close supervisory control over their units, and handling 


administrative detail as opposed to managers who understand the 


vision, strategies, and culture building and who are good leaders, 


motivators and decision makers. A fourth characteristic of unhealthy 


cultures is an aversion to looking outside the company for superior 


practices and approaches. Insular thinking, inward-looking solutions, 


and a must-be-invented-here syndrome often precede a decline in 


company performance.” 


 


According to Ehlers & Lazenby (2004), such organizations develop arrogant 


attitudes towards change and do not perform in par with its counterpart or 


competitors.   
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(d) Adaptive organizational culture 


 


Daft (2007) points out that “the adaptability culture is characterized by 


strategic focus on the external environment through flexibility and change to 


meet customer needs. The culture encourages entrepreneurial values, norms, 


and beliefs that support the capacity of the organization to detect, interpret, 


and translate signals from the environment into new behavior responses.” 


 


“In adaptive cultures, members share a feeling of confidence that the 


organization can deal with whatever threats and opportunities come down the 


pike. The leaders of adaptive cultures are adept at changing the right things 


the right ways, not changing for the sake of change and not compromising 


core values or business principles” (Thompson & Strickland, 2001). 


 


2.5.2.5 Creating a strong fit between strategy and culture 


 


According to Thompson & Strickland (2001), facets of the corporate culture 


that block the effective implementation of the chosen should be changed. “In 


order to implement a new chosen strategy, it is necessary to change ‘the way 


we do things around here.’ A tight strategy-culture fit supports strategy 


implementation in the sense that it creates structures, standards, a value 


system and informal rules that align ‘the way we do things around here’ with 


the strategy implementation process” (Ehlers & Lazenby, 2004). 


 


To create a strong fit, Pearce & Robinson (2003) point out that “organizations 


should emphasize key themes or dominant values: Business builds strategies 


around distinct competitive advantages they possess or seek.” 
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Thompson & Strickland (2001) point out that “managerial actions to tighten 


the culture-strategy fit need to be both symbolic and substantive. Symbolic 


actions are valuable for the signals they send about the kinds of behavior and 


performance strategy-implementers wish to encourage.” 


 


The authors further emphasize the need for substantive culture-changing 


actions:  


 


Strategic implementers have to convince all those concerned that the 


culture-changing effort is more than cosmetic. The actions taken have 


to be credible, highly visible, and unmistakably indicative of the 


seriousness of management’s commitment to new strategic initiatives 


and the associated cultural changes. Implanting the needed culture-


building values and behavior depends on a sincere, sustained 


commitment by the chief executive coupled with extraordinary 


persistence in reinforcing the culture at every opportunity through both 


word and deed.” 


 


According to Manning (2003), people’s beliefs and behaviors shape the 


character of the organization and can be influenced to define the culture of 


the desired organization. It cannot define itself but if left for chance, the 


consequences might not be desirable.   


 


In Mintzberg et al (2005), authors argue, “strategy and culture may be 


substitutable for one another. If believes, values, and exemplars diverge and 


become more idiosyncratic, there is a greater necessity for detailed planning. 


However, there is also a greater probability that the detailed plans will not be 


implemented as intended, because they will be interpreted in diverse ways 


and lead to divergent actions. Thus, the substitutability of culture for strategic 


plans may be asymmetrical. Culture can substitute for plans more effectively 


than plans can substitute for culture.” 
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2.5.2.6 Building ethics into the culture 


 


“A strong corporate culture founded on ethical business principles and moral 


values is a vital force behind continued strategic success.  Moral values and 


high ethical, standards nurture the corporate culture in a very positive way, 


they connote integrity, ‘doing the right thing,’ and genuine concern for 


stakeholders. Value statements serve as a cornerstone of culture building’ a 


code of ethics and serve as a cornerstone for developing a corporate 


conscience” (Thompson & Strickland, 2003). 


 


2.5.3 Organizational structure 


 


“Organizations are social entities that are goal-directed, are designed as 


deliberately structured and coordinated activity systems and are linked to the 


external environment.” The key element of an organization is not a building or 


a set of policies and procedures; organizations are made up of people and 


their relationships with one another. The author further points out that “an 


organizational goal is a desired state of affairs that the organization attempts 


to reach. A goal represents a result or end toward which organizational efforts 


are directed. The choice of goals and strategy affects organization design.” 


(Daft, 2007). 


 


David (2001) points out that “changes in strategy often require changes in the 


way an organization is structured for two major reasons: Firstly, structure 


largely dictates how objectives and policies will be established. The second 


major reason why changes in strategy often require changes in structure is 


that structure dictates how resources will be allocated. The author further 


emphasize that “numerous external and internal forces affect an organization; 


no firm could change its structure in response to every one of these forces, 


because to do so would lead to chaos. However, when a firm changes 


strategy, the existing organizational structure may become ineffective.” 
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“Every firm’s organization chart is idiosyncratic, reflecting prior organizational 


patterns, varying internal circumstances, executive judgments about reporting 


relationships, and the politics of who gets which assignments. Move over, 


every strategy is grounded in its own set of key success factors, and value 


chain activities. So a customized organizational structure is appropriate” 


(Thompson & Strickland, 2003). 


 


2.5.3.1 Organizational structure/design defined 


 


Nelson & Quick (2003) define organizational design as a process of 


constructing and adjusting an organization’s structure to achieve its goals. 


The authors point out “strategies and goals provide legitimacy to the 


organization, as well as employee direction, decision guidelines, and criteria 


for performance. In addition, strategies and goals help the organization fit into 


its environment.” 


 


2.5.3.2 The role of strategic direction in organizational structure 


 


According to Daft (2007), the organization’s goals, strategy and design are 


determined by top management to response to changing environment. The 


author identified the role of strategic direction as follows: 


 


Organizational design reflects the way goals and strategies are 


implemented. Organizational design is the administration and 


execution of the strategic plan. Organizational direction is implemented 


through decisions about structural form, including whether the 


organization will be designed for learning or an efficiency orientation, 


as well as choices about information and control systems, the type of 


production technology, human resource policies, culture and linkages 


to other organizations.” 
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2.5.3.3 How strategies affect organizational structure 


 


“Choice of strategy affects internal organization characteristics. Organization 


design characteristics need to support the firm’s competitive approach. With a 


low-cost leadership strategy, managers take an efficient approach to 


organization design, whereas a differentiation strategy calls for a learning 


approach. A low-cost leadership strategy is associated with strong, 


centralized authority and tight control, standard operating procedures, and 


emphasis on efficient procurement and distribution systems” (Daft, 2007). 


 


According to David (2001), each organization should determine its structure 


according to a given strategy or the type of organization. The author points 


out that “what is appropriate for one organization may not be appropriate for a 


similar firm, although successful firms in a given industry tend to organize 


themselves in a similar way. Small firms tend to be functionally structured 


(centralized). Medium-size firms tend to be divisionally structured 


(decentralized). Large firms tend to use an SBU (strategic business unit) or 


matrix structure.” 


 


2.5.3.4 Symptoms of an ineffective organizational structure 


 


David (2001) points out that “symptoms of an ineffective organizational 


structure include too many levels of management, too many meetings 


attended by too many people, too much attention being directed toward 


solving interdepartmental conflicts, too large a span of control, and too many 


unachieved objectives. Changes in structure can facilitate strategy-


implementation efforts, but changes in structure should not be expected to 


make a bad strategy good, to make bad managers good, or to make bad 


products sell.” 
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According to Waldt & Knipe (2001), the following factors can be attributed to 


organizational obstacles in the public sector: 


 


 The existing organizational structure, which is difficult to adapt 


or change due to the need to share resources.  


 Traditional, possibly bureaucratic, procedures for job 


performance because of the differences between the objectives 


of various activities. 


 Obsolete technology due to the interdependence of different 


institutional activities. 


 Ineffective lines of communication because of the differences in 


the values and beliefs of different people or divisions. 


 Ineffective management styles and philosophies due to 


differences that stem from different role requirements. 


 Lack of cohesiveness between divisions and departments 


because of the particular nature of the institutional activities.  


 Inadequate reward structures due to crises that arise during 


various development phases in the life of cycle of institutions 


and thoughtless of action of individuals. 


 


2.5.3.5 Structure follows strategy 


 


When an organization formulates new strategies, the organizational structure 


should be adapted accordingly. Structure follows strategy. The organization 


will be unrealistic to expect the old structure to deliver on the new strategies. 


David (2001) points out that “structure should be designed to facilitate the 


strategic pursuit of a firm and, therefore, follows strategy. Without a strategy 


or reasons for being (mission), designing an effective structure is difficult.”  
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Stacey (1993) draws attention to the following in terms of installing structures 


to implement strategy: “The structure of an organization is the formal way of 


identifying, who is to take responsibility for what; who is to exercise authority 


over whom; and who is to be answerable to whom?” 


 


2.5.3.6 Different types of organizational structures 


 


(a) The functional structure 


 


According to David (2001), a functional structure group tasks and activities by 


business functions, promotes specialization of labor, encourages efficiency, 


minimizes the need for an elaborate control system, and allows rapid 


decision-making.” 


 


“ Some disadvantages of a functional structure are that it forces accountability 


to the top, minimizes career development opportunities and is sometimes 


characterized by low employee morale, line/staff conflicts, poor delegation of 


authority, and inadequate planning for products and markets” (David, 2001). 


 


(b) The divisional structure 


 


“The divisional structure can be organized in one of four ways: by geographic 


areas, by product or service, by customer, or by process” (David, 2001). 


 


According to David (2001), the advantages of a divisional structure includes 


clear accountability, poor or good performance can be observed, career 


development opportunities, local control of local situations and allows new 


strategies to be adopted easily. 
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“Closely related divisions should be combined into groups within this 


structure. When synergies (i.e. shared or linked activities) are possible within 


such a group, the appropriate location for staff influence and decision-making 


is at the group level, with a lesser role for corporate-level staff. The greater 


the degree of diversity across the firm’s business, the greater should be the 


extent to which the power of staff and decision-making authority is lodged 


within the divisions” (Pearce & Robinson, 2003). 


 


“The most important limitation is that a divisional structure is costly, for a 


number of reasons. Firstly, each division requires functional specialists who 


must be paid. Secondly, there exists some duplication of staff services, 


facilities and personnel. Thirdly, managers must be well qualified because 


divisional design forces delegation of authority; better- qualified individuals 


require higher salaries. It also requires an elaborate, headquarters-driven 


control system” (David, 2001). 


 


 (c) The Strategic Business Unit (SBU) Structure 


 


“The SBU structure group similar divisions into strategic business units and 


delegate authority and responsibility for each unit to a senior executive who 


reports directly to the chief executive officer. This change in structure can 


facilitate strategy implementation by improving coordination between similar 


divisions and channeling accountability to a distinct business unit” (David, 


2001). 


 


Pearce & Robinson (2003) point out that “with a strategic business unit 


structure, finance, accounting, planning, legal and related activities should be 


centralized at the corporate office. Since there are no synergies across the 


firm’s businesses, the corporate office serves largely as a capital allocation 


and control mechanisms.” 
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“Two disadvantages of an SBU structure are that it requires an additional 


layer of management, which increases salary expenses, and the role of the 


group vice-president is often ambiguous. However, these limitations often do 


not outweigh the advantages of improved coordination and accountability” 


(David, 2001). 


 


(d) The Matrix Structure 


 


“A matrix structure is the most complex of all designs because it depends 


upon both vertical and horizontal flows of authority and communication hence 


the term matrix. It can result in higher overheads because it creates more 


management positions. Other characteristics of a matrix structure that 


contribute to overall complexity include dual lines of budget authority, a 


violation of the unity of command principle, dual sources of reward and 


punishment, shared authority, dual reporting channels and a need for an 


extensive and effective communication system” (David, 2001).       


 


Pearce & Robinson (2003) points out that “true 21st century corporations will 


increasingly become an elaborate network of external and internal 


relationships. This organizational phenomenon has been termed the virtual 


organization, which is defined as a temporary network of independent 


companies- suppliers, customers, subcontractors, even competitors- linked 


primarily by information technology to share skills, access to markets, and 


costs. Outsourcing along with strategic alliances is integral in making a virtual 


organization work. Globalization has accelerated the use of and need for the 


virtual organization.” 
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2.5.3.7 Conclusions 


 


Thompson & Strickland (2003) note that “managers too often spend 


inordinate amounts of time, psychic energy, and resources, wrestling with 


functional support groups and other internal bureaucracies, which diverts their 


attention from the company’s strategy-critical activities. One way to reduce 


such distractions is to cut the number of internal staff support activities and 


instead, source more support functions and non-critical value chain activities 


from outside vendors.” 


 


Nelson & Quick (2003) acknowledge that in general, if the structure is out of 


alignment with its contextual variables, one or more of the following four 


symptoms appears: 


 


Firstly, decision-making is delayed because the hierarchy is 


overloaded and too much information is being funneled through one or 


two channels. Secondly, decision-making lacks quality, because 


information linkages are not providing the correct information to the 


right person in the right format. Thirdly, the organization does not 


respond innovatively to a changing environment, especially when 


coordinated effort is lacking across departments. Fourthly, a great deal 


of conflict is evident when departments are working against one 


another rather than working for the strategies and goals of the 


organization as a whole; the structure is often at fault.” 


 


The authors further argue, “The personality of the chief executive may 


adversely affect the structure of the organization. Managers’ personal, 


cognitive biases and political ideologies affect their good judgment and 


decision-making. Five dysfunctional combinations of personality and 


organization’s have been identified: the paranoid, the depressive, the 


dramatic, the compulsive and the schizoid.” 
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2.5.4 Organizational processes/systems 


 


“An organization needs to be both effective and efficient to survive and 


growth. It needs to be effective in the sense that its interaction with its 


environment leads to profitable growth. An organization also needs to be 


efficient in the sense that the numerous tasks that are carried out internally in 


the organization should be performed at a level considered to be acceptable” 


(Schutte, 1993). According to the author, an organization therefore should 


see to: 


 


 The development of standards of acceptable performance. 


 The development of rules and procedures that prescribe the preferred 


manner in which things, are to be done in the organization, as well as a 


means of monitoring the application of these rules. 


 The development of a culture of discipline within the organization, 


which involves the development of control systems to monitor the 


efficient performance of tasks, together with a mechanism to ensure 


that corrective action, is initiated when variances from the standards 


exceed acceptable levels. 


 


2.5.4.1 The People process 


 


Bossidy et al (2002) point out that “a robust people process does three things: 


It provides a framework for identifying and developing the leadership talent at 


all levels and of all kinds the organization will need to execute its strategies 


down the road. And it fills the leadership pipeline that’s the basis of a strong 


succession plan.” 
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The authors further point out that “one of the biggest shortcomings of the 


traditional people process is that it’s backward-looking, focused on evaluating 


the jobs people are doing today. Far more important is whether the individuals 


can handle the jobs of tomorrow.” 


 


Pearce & Robinson (2003) argue, “Different people participate in strategy 


development at the functional and business levels. Involving operating 


managers in the development of functional tactics improves their 


understanding of what must be done to achieve long-term objectives and, 


thus, contributes to successful implementation. It also helps ensure that 


functional tactics reflect the reality of the day-to-day operating situation. And 


perhaps, most importantly, it can increase the commitment of operating 


managers to the strategies developed.” 


 


Bossidy et al (2002) emphasize, “A robust people process provides a 


powerful framework for determining the organization’s talent needs over time, 


and for planning actions that will meet those needs. It is based on the 


following building blocks: 


 


 Linkage to the strategic plan and its near-, medium-, and long-term 


milestones and the operating plan target, including specific financial 


targets 


 Developing the leadership pipeline through continuous improvement, 


succession depth, and reducing retention risk 


 Deciding what to do about non-performers 


 Transforming the mission and operations of HR” 
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“Training, self-managed work groups, eliminating whole levels of 


management in organizations, and aggressive use of automation are some of 


the ways and ramifications of the fundamental change in the way business 


organizations function. At the heart of the effort is the need to ensure that 


decision-making is consistent with the mission, strategy and tactics of the 


business while at the same time allowing considerable latitude to operating 


personnel. One way operating managers do this is with policies.  Policies are 


directives designed to guide the thinking, decisions, and actions of managers 


and their subordinates in implementing a firm’s strategy” (Pearce & Robinson, 


2003). 


 


2.5.4.2 The Strategy process 


 


According to Hill (2000), in the past decade and half, countries such as 


Japan, Germany and Italy, as well as emerging industrial nations such as 


South Korea and Taiwan, have gained competitive advantage through 


manufacturing. One of the keys to this achievement through manufacturing 


has been the integration of the functional perspectives into the corporate 


strategy debate. 


 


 “The basic goal of any strategy is simple enough: to win the customer’s 


preference and create a sustainable competitive advantage, while leaving 


sufficient money on the table for shareholders. A robust strategy is not a 


compilation of numbers or what amounts to an astrological forecast when 


companies extrapolate numbers year by year for the next ten years. Its 


substance and detail must come from the minds of the people who are 


closest to the action and who understand their markets, their resources, and 


their strengths and weaknesses” (Bossidy et al (2002). 
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Hill (2000) points out the following: 


 


In most companies, corporate strategy statements are a compilation of 


functional strategies and nothing more. They are derived independently 


both of one another and the corporate whole. Charged with developing 


strategies for their own parts of a business, functions such as research 


and development, marketing, manufacturing and engineering prepare 


such statements independently. The result is a comprehensive list of 


functional statements that are then put together as the strategy for the 


corporate whole. However, company-wide debate rarely concerns how 


these fit together or assesses their support of agreed markets. 


Congruence is assumed and is given credence by the use of broad 


descriptions of strategy that, instead of providing clarity and the means of 


testing fit, wash over the debate in generalities. 


 


Bossidy et al (2002) emphasize that “a contemporary strategic plan must be 


an action plan that business leaders can rely on to reach their business 


objectives. In creating it, you as a leader have to ask whether and how your 


organization can do the things that are needed to achieve the goals. 


Developing such, a plan starts with identifying and defining the critical issues 


behind the strategy. To have realism in your strategy you have to link it to 


your people process. You’ve got to link your strategic plan’s specifics to your 


operating plan, so that the moving multiple parts of the organization are 


aligned to get you where you want to go.” 
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The authors further propose that “to be effective, a strategy has to be 


constructed and owned by those who will execute it, namely the line people. 


Staff people can help to collecting data and using analytical tools, but the 


business leaders must be in charge of developing the substance of the 


strategic plan. They know the business environment and the organization’s 


capabilities because they live with them.” 


 


According to Bossidy et al (2002), a good strategy process is one of the best 


devices to teach people about execution. The authors went on further to 


indicate that “it makes the mind better at detecting change; pieces of paper 


don’t do that. People learn about the business and the external environment- 


not just data and facts, but how to analyze it and use judgment. Discussing 


these things creates excitement and alignment. In turn, the energy that these 


discussions build strengthens the process.” 


 


2.5.4.3 The operations process 


 


Bossidy et al (2002) interlink the processes by indicating, “The strategy 


process defines where the business wants to go, and the people process 


defines who’s going to get it there. The operating plan provides the path for 


those people. It breaks long-term output into short-term targets. Meeting 


those here-and-now targets forces decisions to be made and integrated 


across the organization, both initially and in response to changes in business 


conditions. It puts reality behind numbers.” 
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According to the authors, the following are three major flaws in the budgeting 


or operations process at most companies: Firstly, the process does not 


provide for robust dialogue on the plan’s assumptions. Secondly, the budget 


is built around the results that top management wants, but it does not discuss 


or specify the action programs that will make those outcomes a reality. 


Thirdly, the process doesn’t provide coaching opportunities for people to learn 


the totality of the business, or develop the social architecture of working 


together in common cause.” 


 


“Operating plans are typically based on a budget that has been previously 


prepared. This is backward: the budget should be the financial expression of 


the operating plan and the underlying plans generated by the business’s 


components, rather than the other way around. Budgets often have little to do 


with the reality of execution because they are numbers and gaming exercises, 


where people spend months figuring out how to protect their interests instead 


of focusing on the business’s critical issues. The financial targets are often no 


more than the increases from the previous year’s results that top 


management think security analysts expect” (Bossidy et al, 2002). 


 


2.6 The importance of synchronization/integration 


  


In terms of the National Land Transport Transitional Act (NLTTA) of 2000, 


land transport planning must be integrated with the land development 


process, and the transport plans required in terms of the Act. Land transport 


planning must be carried out so as to cover both public and private transport 


and all the modes of land transport relevant to the area concerned, and must 


focus on the most effective and economic way of moving from one point to 


another in the system. The MEC must ensure the co-ordination of all planning 


processes of all planning authorities under the jurisdiction of the province. 
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”Synchronization is essential for excellence in execution and for energizing 


the corporation. Synchronization means that all the moving parts of the 


organization have common assumptions about the external environment over 


the operating year and a common understanding; the left hand knows what 


the right hand is doing. Synchronizing includes matching the goals of the 


interdependent parts and linking their priorities with other parts of the 


organization. When conditions change, synchronization re-aligns the multiple 


priorities and re-allocates resources” (Bossidy et al, 2002). 


 


Hill (2000) points out the following: 


 


In many organizations, the managers of different functions are measured 


by their departmental efficiency (an operational perspective) and not 


overall effectiveness (a business perspective). Furthermore, their career 


prospects are governed by their performance within the functional value 


system. Therefore, managers make trade-offs that are suboptimal for the 


business as a whole. Competing in different value systems, being 


measured against different performance criteria and gain prominence and 


promotion through different departmental opinions of what constitutes 


important contributions has gradually fragmented the functions making up 


a business. It has created a situation where shared perspectives and 


overlapping views are left to individual accomplishment and endeavor 


rather than in response to clear corporate direction. 


 


David (2001) argues, “A well-designed strategic-management system can fail 


if insufficient attention is given to the human resource dimension. Human 


resource problems that arise when businesses implement strategies can 


usually be traced to one of three causes: (1) disruption of social and political 


structures, (2) failure to match individuals’ aptitudes with implementation 


tasks, and (3) inadequate top management support for implementation 


activities.”  
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 “A concern in matching managers with strategy is that jobs have specific and 


relatively static responsibilities, although people are dynamic in their personal 


development. Commonly used methods that match managers with strategies 


to be implemented include transferring managers, developing leadership 


workshops, offering career development activities, promotions, job 


enlargement, and job enrichment” (David, 2001). 


 


“Policies are empowerment tools that simplify decision making by 


empowering operating managers and their subordinates. Policies can 


empower the ‘doers’ in an organization by reducing the time required to 


decide and act. A powerful part of getting things done in an organization can 


be found in the way its reward system rewards desired action and results. 


Rewards that align manager and employee priorities with organizational 


objectives and shareholders value provide very effective direction in strategy 


implementation” (Pearce & Robinson, 2003). 


 


Bossidy et al (2002) points out that “an operating plan addresses the critical 


issues in execution by building the budget on realities. Debate on 


assumptions is one of the critical parts of any operating review, not just the 


big-picture assumptions but assumptions specifically linked with the effects on 


the business, segment by segment, item by item. That is a key part of what is 


missing in the standard budget review. You cannot set realistic goals until you 


have debated the assumptions behind them.” 


 


The authors further argue, “It is a three-part process that begins with setting 


the targets. In the second part, you develop the action plans, including 


making the necessary trade-offs between the short-term objectives and long-


term goals.  You also try to identify areas where people can develop 


contingency plans. Finally, you get agreement and closure from all 


participants, establishing follow-through measures to make sure people are 


meeting their commitments or to work up corrective steps if they aren’t.”   
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Hill (2000) points out that “through debate and challenge, functional strategies 


must be developed that support agreed markets. Only in this way can 


coherent strategies be forged that align all functions to support the business. 


Thus, corporate strategy is the outcome of functional strategies and can only 


be achieved by integrating across the functional boundaries; corporate 


strategy, then, is both the binding mechanism for and the result of this 


process. Thus, all the functions within a business need to be party to agreeing 


the blueprint of corporate strategy. They are then party to the debate and its 


resolution that facilitates the identification of the individual strategies 


necessary to support agreed direction and for which each function takes 


responsibility.” 


 


“Strategies concern supporting markets. Therefore, those functions that have 


the principal or shared responsibilities for providing the needs of markets 


have to develop a strategy to undertake those tasks. Many companies, 


however, failed to recognize this link. Consequently, all functions (irrespective 


of whether or not they have responsibility for directly supporting a company’s 


markets) have been asked to provide strategic statements as an input into the 


overall strategy of the firm. Companies have failed to distinguish between 


strategies (actions to directly support markets) and philosophies (preferred 


ways to accomplishing tasks or approaches to elements of management)” 


(Hill, 2000). 


 


The author concludes by pointing out that “the reason is to increase a 


company’s awareness of what strategy is, which functions are responsible for 


providing the relevant dimensions and the key role of other functions to help 


in this task.” 
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2.7  Conclusions from the literature review 


  


From the literature review, the following were identified as key drivers of 


strategy implementation, which together, if properly integrated, contribute 


to the achievement of the set goals: 


 


 Management and leadership 


 Organizational culture 


 Organizational structure 


 Organizational processes and systems 


  


Without proper leadership, a shared sense of vision in order to direct 


strategy cannot be achieved. Employees can be tempted to do their own 


things guided by personal growth rather than by the goals of the 


organization. Integration is an important element in strategy 


implementation, providing a  


Vital tool for resource allocation to avoid wastage and duplication.  


 


Similarly, not only is the integration process of key drivers important for 


strategy implementation, but such a process must provide space for 


feedback, the demarcation of power and responsibilities and accountability 


and the provision of resources, if strategy implementation is to succeed 


and have the desirable impacts. 


 


Factors such as institutional arrangements, community needs and 


expectations, legislative and legal frameworks, socio-economic climate, 


accountability structures and performance management are still the 


limiting factors in terms of the public sector embracing fully the processes 


involved in strategic management. 
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The arrangements in the private sector are more flexible and it makes it 


easier for the organizations to adapt easily to changes in both the external 


and internal environment. This is also facilitated by the clear focus and 


objectives of the private sector. Profit is the motive and there is no 


ambiguity in terms of the strategies to be implemented. 


 


In the public sector, community needs are many given the backlog that 


government have in terms of infrastructure needs and development in the 


previously disadvantaged areas. Given the limited resource from the fiscal 


budget, government can only implement few strategies to satisfy a certain 


percentage or sectors of the community. This results in most cases in 


disgruntlement and actions undertaken to put the government under 


pressure to deliver the services. 


 


Strategic management, if applied correctly, can assist the public sector to 


achieve its goals and objectives in an efficient and effective manner. All 


that is required is to adopt an integrated approach to strategy 


implementation, taking into consideration, all the factors that are essential 


for strategy implementation.   


 


The following conclusions can be reached: 


 


 Organisations should be able to adjust their processes when internal 


and external environment change to accommodate strategic shifts.  


 Management should develop effective communication strategy to 


disseminate information in all levels of the organisation. 


 People who are responsible for strategy implementation should form 


part of the strategy formulation processes for better alignment and 


integration of the two processes. 
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Chapter 3 
 


Research Methodology 
 


3.1 Introduction 


 


The purpose of this chapter is to outline the research methodology that 


was followed in this research to collect data and information. The research 


design will be discussed as well as the analysis of data collected. 


 


3.2 Research methodology 


 


Byrnard & Hanekom (2006) defines research methodology as the “how” of 


collecting data, and the processing thereof within the framework of the 


research process. The authors further explain, “Two basic methodologies 


for collecting data can be distinguished, namely quantitative and 


qualitative methods. In quantitative methodology, the researcher assigns 


numbers to observations. Qualitative methodology refers to research that 


produces descriptive data.” 


 


In this study, the researcher will use qualitative research methodology. As 


explained by Bynard & Hanekom (2006), “the indispensable condition or 


qualification for qualitative methodology is a commitment to perceiving the 


world from the point of view of the actor or participant.” Questionnaires 


and review/perusal of relevant documents will be used to collect data.     


 


3.3 The Research design 


 


Mouton (2001) defines a research design as a plan or blueprint of how you 


intend conducting the research.  
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3.3.1 Stratified sampling 


 


The researcher will target the management of the Limpopo Department of 


Roads and Transport. Managers are categorized according to seniority 


and are spread throughout the province. They are categorized as General 


Managers, Senior Managers, Managers and Senior District Managers. 


General Managers, Senior Managers and most managers are stationed at 


Head Office in Polokwane. There are five district offices, namely: Vhembe, 


Capricorn, Sekhukhune, Mopani and Waterberg. The head of districts are 


called Senior District Managers. All targeted managers work in the 


Limpopo Department of Roads and Transport. 


 


3.4  Validity and reliability  


 


3.4.1 Validity 


 


The researcher will ensure validity by selecting a sample of all managers 


at all levels, including the senior district managers. Every member of the 


management team, i.e. general managers, senior managers, managers 


and district senior managers wil be included in the sample. 


 


3.4.2 Reliability 


 


The researcher will distribute the questionnaire, with the same questions 


to all the managers in the department. Follow-up processes will be 


conducted with selected managers to double check and to ensure that the 


information is reliable and consistent. Telephones and one-on-one 


interviews will be used for this purpose. Documents will also be obtained 


from the Limpopo Department of Roads and Transport for scrutiny. 
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3.5  The research instrument 


 


The researcher will use a questionnaire to gather data. Questionnaires will 


be distributed to managers through faxes and electronic mail (e-mail). A 


follow-up will be made with individuals by telephone and one-on-one 


interviews. 


 
3.6  The questionnaire items 


 


Open format questions will be asked in the questionnaire. Respondents 


will be free to express their opinions on the questions asked. 


  


3.7  Sources of information 


 


The following documents were collected and analysed to support or refute 


interviewees’ perceptions  and recollection: 


 


 State of the Province address 


 Budget speech 


 Provincial Growth and development strategy 


 Five year strategic plan 


 Annual report: 2006/07 


 Annual performance plan: 2007/08 


 Strategic planning framework 


 Selected minutes of some management meetings 


 Selected minutes of some strategic planning sessions 


 Reports from different programmes 
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3.8 The Research Process 


 
The researcher will, as a first step, try to define the problem or identify 


the real issue. This will be done by answering the research questions 


through questionnaires and follow-ups will be conducted by 


interviews.The second step will involve proper literature survey to 


determine what has been done in the past about this problem or issue 


and what were the findings. Some literature survey was done by the 


researcher, but it is very clear that more need to be done. 


 


The third step will involve collecting information on strategic 


management especially reports and documents from the Limpopo 


Department of Roads and Transport to get more insight into what could 


be the real matter. The fourth step will involve the selection or the 


development of the appropriate measuring instruments or processes to 


collect the required data or information. 


 


The fifth step will involve the actual performance of the necessary 


actions to collect data or information from a properly selected 


sample.The sixth step will involve the structuring of the collected data 


and its analysis by using appropriate analytical techniques. 


 


The seventh, which is the final step, will involve the interpretation of the 


results and coming to some conclusions, which may result in relevant 


recommendations and suggestions. 
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3.9 Data analysis 


 


The research will do literature-based research through the systematic 


and detailed analysis of existing texts and documents from Limpopo 


Department of Roads and Transport, questionnaires and interviews. 


Causes and effects will be scrutinized to ensure logical arguments and 


conclusions. The interpretation will be based on the objectives of the 


investigation, the type of data, which has been captured.  


 


Brynard & Hanekom (2006) points out that “ once the data collection 


has been completed, an in-depth analysis of the data is made by 


means of data filtering, mind-mapping(which can also be used during 


the process of data collection with a view to eliminating irrelevant data) 


and the integration of the views of different authors.”  


 


According to the authors, “the researcher has to filter the massive 


amount of data available until only that which is critical to the research 


remains. The data filtering process which yields data is relevant to the 


research question. It is also a first phase in the analysis of the data, i.e. 


the selection of data critical to the research problem or topic.”   


 


 


 


 


 


 


 


 


 


 


 







 62 


3.10 Collection of data 


 


The researcher will distribute questionnaires through electronic-mail 


and facsimile between the 25th -26th  October 2007. The questionnaires 


will be collected through the same methods/instruments before 09 


November 2007.  Outstanding questionnaires will be collected 


personally by the researcher from the respondents. 


 


The researcher will collect relevant documents from the Limpopo 


Department of Roads and Transport. Permission to peruse and utilise  


documents and information was obtained from the Head of Department 


by the researcher. 


 


Telephonic interviews and face-to-face interviews will also be used to 


collect follow-up data.  


 


3.11 How will validity and reliability be ensured? 


 


 3.11.1 Validity 


 


Brynard & Hanekom (2006) points out that “bias and distortion may 


invalidate the data obtained by an interview. Researchers in Public 


Management should always bear in mind that the interviewee may be 


rationalising, and therefore presenting a view of an administrative set-


up that is not in accord with reality.”  
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The authors define validity as the potential of a design or an instrument 


to achieve or measure what it is supposed to achieve or measure.  


 


The researcher will ensure the validity of data-collection by 


constructing open- ended questions which are not direct and leading. 


The questionnaires will ask embarrasing questions.    


  


 3.11.2 Reliability 


 


Brynard & Hanekom (2006) explain that “reliability pertains to the 


accuracy and consistency of measures. The same instrument must be 


able to produce the same data at a later stage under similar conditions, 


e.g. by means of a test-retest technique.”   


 


Same questions will be directed to all levels of management to 


eliminate biaseness and distortion. Sample of interviewees will be 


taken at all levels of management in the department, including the five 


districts  in Limpopo Province. 


 


The researcher will follow-up on the responses by checking the 


relevant documents and also observe some of the information provided 


in order to take outmost care of the effect of incorrect data. 


 


3.12 Assumptions 


 


The following assumptions underpin the research to be conducted: 


 


3.12.1 The respondents chosen will be the managers who are well 


conversant with strategic management processes and concepts 


thus enabling them to give proper insight and perspectives of 


the key drivers of strategy implementation. 
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3.12.2  Electronic mails, faxes and written document will afford 


respondents use of different methods, at their convenience, for 


responding to the research questions. 


3.12.3 Although there are various models influencing strategy 


implementation, care will be taken that they should not influence 


the validity of the study. 


3.12.5 Some respondents will try to impress the researcher by proving 


academic or normal perceptions and perspectives to the 


questions asked. 


 


3.13 Limitations of the study 


 


3.13.1 The study will involve the collection of primary data by       


questionnaires. Some managers will decide not respond to the 


questionnaire and other will just fill it for the sake of politeness. 


3.13.1 The study does not intend to cover all the literature about 


strategic management, implementation and key drivers of 


strategy implementation. It is not possible for the researcher to 


peruse all documentation and literature about these subjects. 


3.13.2 The study includes the development of an integrated approach 


to strategy implementation in the Limpopo Department of Roads 


and Transport, not a comprehensive public transport strategy. 


3.13.3 The study covers only management in the Department of Roads 


and Transport. 


 


3.14 Conclusion 


 
This chapter will assist the researcher to collect that systematically using 


the research methodology and design explained to gather information and 


documents form the department. The next chapter will present data from 


the questionnaires.   
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Chapter 4 
 


Statement of findings and Analysis of Data 
 


4.1 Introduction 


 


In this chapter, the researcher will present the results from the questionnaires. 


The statement of findings presents a summary of the data, which will be 


analyzed in the following chapter. 


 


4.2 Stratified sampling 


 


Brynard & Hanekom (2006) point out that “a population should preferably be 


divided into different, clearly recognizable sub-populations or strata, e.g. first-


year, second-year and third-year students. From each stratum a sample is 


then drawn to improve the reliability of the results of the research.” 


 


Management in the Limpopo Department of Roads and Transport is divided 


into the following recognizable strata: General Managers, Senior Managers, 


Managers and District Senior Managers. 


 


The General Managers constitute the top management of Limpopo 


Department of Roads and Transport (LDRT), including the Head of 


Department (HOD). They are mainly programme managers and in charge of 


policy and strategic matters in the department.  There are six General 


Managers in the department who are responsible for the following 


programmes: Public Transport, Roads Maintenance, Finance, Corporate 


Services, Internal Support and Road Traffic and Safety. All General Managers 


are stationed at Head Office in Polokwane. 
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Senior Managers are the next level of management in the department. There 


are 20 senior managers in the department and are mainly in charge of 


strategy and policy implementation. They are spread along the six main 


programmes and are stationed at the Head Office in Polokwane.  


 


Managers constitute the next level of management and their role is to 


implement strategies and policies in the department. They report to Senior 


Managers. There are 32 managers in the department and are spread in the 


five districts of the province and also in various programmes at Head Office in 


Polokwane. 


 


Limpopo Department of Roads and Transport (LDRT) is comprised of Head 


Office in Polokwane and is divided into five districts. They are Sekhukhune, 


Mopani, Capricorn, Vhembe and Waterberg. Each district is headed by a 


District Senior Manager who is in charge of all the six programmes in the 


district. They all report to the General Manager for Internal Support at the 


Head Office in Polokwane. 


  


4.3 Number and percentage of responses received 


 


The researcher distributed the questionnaires to all General Managers, 


Senior Managers, Managers and District Senior managers. The table below 


indicates the number of responses received from different managers: 


 


Management level Total 


population 


Number of 


respondents 


% of 


respondents 


General Managers (GMs) 6 4 66% 


Senior Managers (SMs) 20 14 70% 


Managers 32 25 78% 


District Senior Managers (DSMs) 5 3 60% 


Total 63 46 73% 
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4.4 Presentation of findings 


 


The main results obtained will be described and summarized through 


answering questions as presented to respondents in the questionnaires.  


 


4.4.1 How is strategy formulated in the Department? 


 


Most General Managers (GMs) indicated that the strategy is based on the 


following annual addresses and mandates State of the Nation Address by the 


President, State of the Province Speech by the Premier and the Budget 


speech by the MEC for Roads and Transport. Three out of four (75%) GMs 


responded positively to the statement and also indicated that top 


management (GMs and HOD) then put together programmes in line with the 


mandates and the available budget.  One GM (25%) indicated that the 


strategy is formulated by the top management of the department. 


 


Eight out of fourteen (57%) Senior Managers (SMs) indicated that a strategy 


is formulated basically where there is a need. It depends on the type and 


nature of services required, however, the following issues are considered 


during strategy formulation: 


 


 Research; which enables the compiler to check on the work done and 


not unnecessarily re-inventing the wheel 


 Problem analysis 


 SWOT analysis 


 Engagement of all stakeholders and accommodation of inputs 
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Four (29%) SMs indicated that strategy is formulated by discussing ways and 


means of dealing with a situation or going about doing something. Two (14%) 


responded that the strategy is formulated by top management of the 


department. 


 


Most managers, twenty-three out of twenty-five (92%), indicated that strategy 


is formulated through the annual strategic planning session. Two (8%) of 


managers indicated that strategy is formulated by the Member of the 


Executive Council (MEC for Roads and Transport).  


 


Two (67%) of District Senior Managers (DSMs) indicated that strategy 


formulation in the department is done through the appointment of consultants 


by Head Office. One (33%) DSM indicated that the strategy is formulated by 


top management at Head Office. 


 


4.4.2 Who is responsible for the strategy formulation? 


 


All the GMs, four out of four (100%), indicated that strategy formulation is the 


responsibility of the Head of Department (HOD) together with the GMs, SMs 


and DSMs.  


 


Ten out of fourteen (71%) SMs indicated that the HOD, GMs, SMs and DSMs 


are responsible for strategy formulation. Four (29%) indicated that the line 


managers are responsible for strategy formulation. 


 


Thirteen out of twenty-five (52%) managers indicated that top management 


(HOD and GMs), together with the middle management (SMs and Managers) 


of the department are responsible for strategy formulation and are 


coordinated by the Corporate Services Directorate. Eight (32%) managers 


indicated that officials who are involved in dealing with a particular situation 


are responsible for the formulation of that particular strategy.  
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Four (16%) managers indicated that the MEC and the HOD are responsible 


for the formulation of the strategy. 


 


All three DSMs (100%) indicated that the HOD is responsible for strategy 


formulation. 


 


4.4.3 What is your role in the formulation of strategy? 


 


Two (50%) GMs indicated that their role is to give inputs to the HOD, for 


inclusion in the strategy formulation processes. One (25%) GM indicated that 


his/her role is to source inputs from the stakeholders to feed into the strategy 


formulation. The other GM (25%) indicated that his/her role is to make sure 


that proper strategy is in place in the department. 


 


Nine (64%) SMs indicated that they regard themselves as the drivers of 


strategy formulation processes. Three (21%) SMs indicated that their role is 


to give inputs to the top management. Two (15%) SMs indicated that their 


role is to ensure that they provide relevant information to the general manager 


for overall inclusion into the strategy formulation processes. 


 


Eighteen (72%) managers felt that they have no role in the strategy 


formulation processes. They indicated that there are no formal structures in 


place to facilitate the inputs by other personnel into the strategy formulation 


processes of the department. Four (16%) managers felt that their role is to 


provide information to their supervisors for inclusion in the strategy 


formulation processes. Three (12%) managers indicated that their role is to 


contribute to the formulation of the strategy, communicate the strategy to the 


stakeholders and to implement the strategy by carrying out the tasks required. 
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One (33%) DSM indicated that his/her role is to only make comments and 


input after consultants have finished with the drafting of the strategy. One 


(33%) DSM indicated that his/her role is to inform the staff in the district office 


what the Head Office had decided as far as the strategy is concerned. One 


(33%) DSM indicated that his/her role is to make inputs to strategy 


formulation processes to top management at Head Office. 


 


4.4.4 What sources inform the strategies undertaken by the LDRT? 


 


Three (75%) GMs indicated that the sources are State of the Nation Address 


by the President, State of the Province Address by the Premier and the 


MEC’s Budget speech. One (25%) GM indicated that the national and 


provincial mandates and the mandate of the ruling party determine the 


strategies undertaken by the department. 


 


Most SMs, twelve out of fourteen (86%), indicated that the sources that inform 


the strategies are relevant legislation (government policies). In addition: 


economic, social and political factors and variables are also critical inputs to 


the strategy. Two (14%) SMs indicated that the communities should 


determine the strategies undertaken by the department. 


 


Seventeen (68%) Managers indicated that strategies are determined by the 


following: Provincial Growth and Development Strategy (PGDS), Provincial 


and National priorities, national mandates and community needs. Five (20%) 


managers indicated that the sources that determine the strategies are top 


management of the department and the MEC for Roads and Transport. Three 


(12%) managers indicated that strategies are informed by the relevant 


government mandates and academic publications as well as previous 


experiences of managers. 
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One (33%) DMS indicated that he/she is not sure of what sources informs the 


strategy. One (33%) DMS indicated that it is informed by the relevant 


legislation and the other (33%) DMS indicated that it is informed by provincial 


and national mandates. 


 


4.4.5 Where is the responsibility for implementation of the strategy located? 


 


Three (75%) GMs indicated that the responsibility is located in the offices of 


the HOD and GMs, but also delegated to SMs, who in turn may source 


assistance from other members of staff in other levels of the department. One 


(25%) GM indicated that strategy implementation is the responsibility of line 


managers. 


 


Seven (50%) SMs indicated that the responsibility of implementation strategy 


is located at the level of a sub-directorate (level 12=manager post) 


downwards. Six (43%) SMs indicated that it is their responsibility to 


implement the strategies of the department, together with their teams in the 


directorates. One (7%) SM indicated that the responsibility of implementing 


strategy is located in all the directorates of the department, including the 


offices of HOD and the MEC. 


 


Most managers, twenty-three out of twenty-five (92%), indicated that it is their 


responsibility to implement the strategies of the department. Two (8%) 


managers indicated that the responsibility is located within the responsible 


team that is directly affected by the tasks that the strategy requires. 


 


Two (67%) DSMs indicated that it is the responsibility of the strategic planning 


unit, which is located in the Corporate Services Division to implement the 


strategies of the department. One (33%) DSM indicated that it is his/her 


responsibility to implement strategy at the district level. 
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4.4.6 How is the strategy linked to the budget processes in government? 


 


Four GMs (100%) indicated that the strategy is linked to the budget through 


budget allocation by the Provincial Treasury. Each programme manager 


(GMs) submits budget inputs that are linked to the strategies pursued by the 


department during budgeting processes. Otherwise, the programmes flowing 


from the strategy will not be implementable. 


 


Thirteen (93%) SMs indicated that the strategy should determine the 


allocation of the budget to different programme. They further emphasized that 


in reality the public sector operates the other way round. In government, 


budget determines the strategy given the limitation of resources (especially 


the budget). Two (7%) SMs indicated that the strategy should be linked to the 


budget through the budget processes and programmes. They further 


mentioned that, currently the link is not clear. 


 


Twenty-four ((96%) managers indicated that at the moment, the strategy is 


not fully linked to the budget. They further mentioned that in an ideal situation, 


the strategy should be a guiding document for the allocation of the budget to 


different programmes of the department. One (4%) manager indicated that in 


strategizing, financial implications must be considered. 


 


Two (66%) DSMs indicated that the strategy is not linked to the budget at all. 


One (34%) DSM indicated that budgeting processes comes first and then the 


strategy later, which depends mostly on the availability of the budget.     
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4.4.7 What is the link between different strategies and Medium Term 


Expenditure Framework (MTEF) budgets? 


 


Two (50%) GMs indicated that at the moment, strategies, especially those 


emanating from the National Departments have huge budget implications on 


the provinces and departments programmes and are mostly unfunded. They 


also indicated that the link is not clear.  One (25%) GM indicated that the link 


is, in the main, performed by the finance section of the department under the 


guidance of the Chief Financial Officer (CFO). Another (25%) GM indicated 


that there is a gap in terms of the linkage of MTEF budgets and the strategies 


of the department. 


 


Most SMs, eleven (79%) indicated that it is very difficult to link the issues of 


strategy and multiple-year (MTEF) budgets in the public sector because of 


issues like, (1) re-prioritization of the priorities, (2) bureaucracy, (3) scattered 


authority and/or power, (4) lot of prescripts which are sometimes contradictory 


and confusing, which frustrates the linkage. Two (14%) SMs indicated that 


linkage is difficult because of many reporting formats and processes. One 


(7%) SM indicated that the strategy is linked to the three- year budget cycle 


(MTEF) by officials in the finance section of the department. 


 


Nine (36%) managers indicated that the link between the Medium Term 


Expenditure Framework (MTEF) budget processes and the strategy is 


through the in-year allocations from the provincial treasury. Seven (28%) 


managers indicated that strategy and MTEF budgets are linked through 


allocations by the finance section of the department. Nine (36%) managers 


indicated that yearly budgets (MTEF) and strategy are linked by top 


management of the department in strategic meeting sessions. 


 


Three DSMs (100%) indicated that the strategy and the MTEF budgets seem 


not to be linked at all. 
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4.4.8 What processes and systems are available in the department to 


support the implementation of the strategies? 


 
Three (75%) GMs indicated that monthly and quarterly reports, together with 


quarterly strategic meetings, assist in monitoring and checking the 


implementation of the strategies in the department. One (25%) GM indicated 


that monthly management meetings assist in checking if the strategies are 


implemented or not. 


 


Fifteen (60%) SMs indicated the following as processes and systems, which 


are in place to support the strategy implementation in the department: 


 


 Resources like HR, physical resources as well as the budget  


 Legislation which gives mandates and powers 


 Structural arrangements to ensure that there is accountability, even 


though limited by bureaucracy 


 


Seven (28%) SMs indicated that there are procurement systems, 


performance plans and organizational structure, which support the 


implementation of the strategy. One (12%) SM indicated that supply chain 


management processes are in place to support the implementation of the 


strategies.  


 


Eleven (44%) managers indicated that there are no processes and systems to 


support the implementation of the strategies. Ten (40%) managers indicated 


that there are financial processes to support the implementation. Three (16%) 


managers indicated that there are monthly management meetings to check if 


the strategy is being implemented or not. 
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Two (66%) DSMs indicated that there are no processes and systems in place 


to support the implementation of the strategies. One (33%) DSM indicated 


that monthly reports and meetings help in checking if the strategy is 


implemented or not. 


 


4.4.9 How does the organizational culture support the implementation of the 


strategy? 


 
Two (50%) GMs indicated that the organizational culture is negative and is 


centered on the achievement of individual chief directorates. They felt that 


directorates are competing with each other rather than cooperating to 


implement the strategies of the department. Two (50%) GMs indicated that 


the organizational culture is too negative and does not motivate people to 


perform to the best of their ability. 


 


Twelve (86%) SMs indicated that by definition, the organizational culture 


should be positive to support the strategy implementation, especially taking in 


cognizance issues of diversity and change management. However, because 


of personal agendas, self-centeredness and bureaucratic settings of 


government machinery, organizational culture remains a challenge in the 


department and leaves much to be desired. Three (14%) SMs indicated that 


the organizational culture is very negative because of poor management and 


leadership. 


 


Twenty (80%) managers believe that the organizational culture is too negative 


to support the implementation of the strategy. Five (20%) managers believe 


that there is competition between individuals and the environment makes it 


difficult for them to perform and implement the strategies. 
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Three (100%) DSMs indicated that there are no efforts so far by top 


management of the department to engage other officials in developing the 


new organizational culture. They indicated that the organizational culture is 


too negative and does not support the implementation of the strategy. 


 


4.4.10 How well are the roles clarified in relation to the implementation of the 


strategies? 


 


Four (100%) GMs indicated that they believe the roles are well clarified and 


defined, and there is no confusion as to what is expected of them. They 


indicated that they sign their annual performance contracts with their 


supervisors, which stipulates the role they are, supposed to play in the 


department.   


 


Eight (57%) SMs indicated that roles are defined through policies and the 


organizational structure. However, at the moment the roles are not clear 


because of the following challenges:- 


 


 Insufficient staff 


 Interference as opposed to intervention 


 Lack of capacity (skills-base), etc 


 


Six (43%) SMs indicated that roles are not well clarified and sometimes not 


related to the implementation of the strategy at all. They indicated that roles 


depend more on seniority as outlined in the organizational structure and 


culture of the department. 


 


Twenty-one (86%) managers indicated that their roles are clarified but there is 


a lot of confusion of how their roles are related to strategy implementation. 


Four (14%) managers indicated that the roles are not well clarified and they 


do not address the implementation of the strategy. 
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Two (66%) DSMs indicated that the roles are not yet clarified and that there is 


a need to revisit the organizational structure to address the issue. One (33%) 


DMS indicated that the role is well clarified. 


 


4.4.11 How well are the responsibilities defined in relation to the chosen 


strategies? 


 
Three (75%) GMs indicated that the responsibilities are well defined in 


relation to the chosen strategy. One (25%) GM indicated that the 


responsibilities are defined and approved as per the organogram of the 


department. 


 


Eleven (79%) SMs indicated that their responsibilities are not well defined, 


hence, it depends on the commitment of an individual employee how much 


effort one puts into one’s work. Three (21%) SMs indicated that the 


responsibilities are well defined in relation to the organogram rather than the 


strategy. 


 


Nineteen (76%) managers indicated that their responsibilities are not well 


defined; hence, the strategy remains a white elephant. Six (24%) managers 


indicated that the responsibilities are well defined in terms of the organogram. 


 


One (33, 3%) DSM indicated that he/she is not sure if the responsibilities are 


well defined. Another (33, 3%) DSM indicated that responsibilities are not 


defined in terms of strategies but in terms of the organogram. One (33, 3%) 


DSM indicated that responsibilities are not well defined in relation to the 


chosen strategy. 
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4.4.12 Who control the strategy? 


 


Two (50%) GMs believes that the strategy is controlled by the offices of the 


Premier and Provincial Treasury. One (25%) GM indicated that it is controlled 


by the MEC. Another (25%) GM indicated that it is controlled by top 


management of the department. 


 


Fourteen (100%) SMs indicated that there is a need to come up with control 


measures to enhance effective service delivery and the efficiency thereof. 


They also believe that this is usually the responsibility of the accounting 


officer, since she/he is in the better position to make things happen. 


 


Fifteen (60%) managers indicated that the strategy is controlled by Corporate 


Services, which is in charge of the strategic planning unit. Ten (40%) 


managers indicated that the MEC controls the strategy. 


 


Two (66%) DSMs indicated that they are not sure who controls the strategy. 


One (34%) indicated that the strategy is controlled by top management at 


head office. 


 


4.3.13 Who control the implementation of the strategy? 


 


Four (100%) GMs indicated that it must be controlled by the MEC and the 


HOD. 


 


Eight (57%) SMs indicated that the accounting officer controls the 


implementation of the strategy through his/her management team. Six (43%) 


SMs indicated that the MEC and the HOD controls the implementation of the 


strategy. 
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Six (24%) managers indicated that nobody controls the implementation of the 


strategy. Ten (59%) managers indicated that the implementation of the 


strategy is controlled by top management. Nine (17%) managers indicated 


that strategy implementation is controlled by the HOD. 


 


Three (100%) DSMs indicated that at Head Office, top management, HOD 


and the MEC controls the implementation of strategy and at the district level, 


the DSM controls the implementation of strategy. 


 


4.3.14 How is performance linked to Key Performance Areas (KPAs) 


 


Four (100%) GMs indicated that performance is linked to KPAs through the 


Performance Management Systems (PMS) that is being used in government 


at the moment. 


 


Twelve (86%) SMs indicated that as far as the Performance Management 


System (PMS) is concerned, performance is linked to Key Performance 


Areas. An individual employee’s efforts (performance) should always reflect 


what has been done in his/her performance agreement (PAs). To realize the 


link, there is a critical need for supervision, coaching and mentoring to be 


done by the supervisor/line manager. Two (14%) SMs indicated that 


performance is linked by activities that should be performed to achieve the 


agreed key performance areas. 


 


Eight (32%) managers indicated that performance is linked to KPAs through 


quarterly reports and the annual performance plan (APP) of the department. 


Seventeen (68%) managers indicated that performance is linked to KPAs 


through the performance instruments (PIs) that they sign with their 


supervisors every year. 
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Two (66%) DSMs indicated at times there are inconsistencies and are not 


usually well linked. One (34%) DSM indicated that they are linked through the 


performance management system. 


 


4.3.15 Are Key Performance Indicators (KPIs) linked to strategic goals? 


 


Four (100%) GMs indicated that KPIs should be linked to the strategic goals 


but it is not always the case in the department 


 


Ten (71%) SMs indicated that noting comments made in management 


meetings, it seems there is hardly a link between the two. They indicated that 


it is always emphasized by Provincial Treasury and Office of the Premier that 


our reports indicate that there is no link between strategic goals and 


strategies that are implemented by the department.  Four (29%) indicated that 


the strategic goals are vague and not clear as a result, it is difficult to link the 


two. 


 


Fourteen (56%) managers indicated that at the moment, there is no link 


between the two. They indicated that everybody seems to be performing 


according to what his/her section think they are expected to do and there is 


no clear indication of the link between the strategic goals and the KPIs. 


 


One (33.3%) DSM indicated that there is no link between the KPIs and the 


strategic goals, especially at the directorate levels. One (33.3%) DSM 


indicated that there is some link between the two. One (33.3%) DSM 


indicated that there is always an attempt to link the two but there is no 


success in linking them. 
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4.3.16 How each project linked to a strategic decision? 


 


Four (100%) GMs indicated that ideally there should be linked but sometimes 


the projects that are not linked to the strategic decision are suddenly just 


added-up because of changing mandates or shifts in policy directives. 


 


 Fourteen (100%) SMs indicated that they are not sure if each project 


implemented in the department is linked to a strategic decision, however, they 


believe that most projects are linked, hence the voted funds, which are 


aligned to projects. They also indicated that the challenge is the way 


processes are undertaken in the department, hence the need for strategies to 


impact on the budget, rather than the opposite. 


 


Twenty-two (88%) managers indicated that at the moment, projects are not 


linked to a strategic decision. Two (12%) managers indicated that they 


believe projects are linked to strategic decisions. 


 


Two (66%) DSMs indicated that ideally, the project and the strategic decision 


should be linked but at the moment, it is not always the case. One (34%) 


DSM indicated that the two are linked to each other. 


 


4.3.17 Is the quarterly performance reviews linked to the strategy? 


 


Three (75%) GMs indicated that as long as the PMS is properly set up, there 


will be a link between the strategy and the quarterly performance reviews. 


They also indicated that if additional projects are included during the 


implementation of the strategy, the implication will be the distortion of the 


process and the linkage. One (25%) GM indicated that there is a link between 


the quarterly performance reviews and the strategy. 
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Eleven (79%) SMs indicated that there is no link between the quarterly 


performance reviews and the strategy. Three (21%) SMs indicated that there 


is a link between the two. 


 


Thirteen (52%) managers indicated that there is a link between the strategy 


and the quarterly performance reviews while the other twelve (48%) indicated 


that they are not sure if there is a link between the two. 


 


Three (100%) DSMs indicated that there is no link between the quarterly 


performance reviews and the strategy. 


 


4.3.18 What measures should be in place to assess if the implementation of 


the strategy is on the right track? 


 
Two (50%) GMs indicated that the offices of the Premier and Treasury should 


monitor, at least quarterly, the strategic outputs of the department. Two (50%) 


GMs indicated that there should be feedback mechanisms between different 


stakeholders to assess if the implementation is on the right track or not. 


 


Fourteen (100%) SMs indicated that measures to ensure that strategy 


implementation is on the right track should amongst others be the following:- 


 


 Establishment of a fully-fledged strategic planning and policy unit 


(i.e. with sufficient staff, relevant skills and competencies, etc) 


 Placing the unit at a strategic place on the organogram, i.e. maybe 


in the Office of the HOD 


 A unit, which shall outline a link between all strategic decisions 


and performance in the department.  Interpretation of all strategies 


and policies should be strengthened and be able to give direction 


which is clearly defined and simplified.  Line managers do not 


have enough time to spend on reports. 
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Twenty-five (100%) managers indicated that the following measures should 


be in place: 


 


 There should be a unit specifically dedicated to look into detailed 


issues of the strategy. The unit must be able to advise top 


management about both the strategy and the budget allocation and 


advise whether they respond to the PGDS, mandates and priorities. 


 Reconciled reports prepared on the compliance to the strategy and 


the budget should be prepared quarterly. 


 Alignment of the department’s vision and mission is critical in the 


formulation of the strategy. Currently, the vision and mission do not 


address the core existence of the department. 


 Finally, competent personnel or strategists with both the strategic 


and financial competence should be employed to ensure the 


above-mentioned suggestions are implemented. 


 


Three (100%)  DSMs indicated that the following measures should be in 


place: 


 


 Ensure that strategy is linked to Annual Performance Plan (APP). 


 Ensure that budget and APP link with to each other. 


 Quarterly reports and management meetings should serve to 


correct any deviation from the implementation of the strategy. 
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4.5 Analysis of data 


 


According to Miles & Huberman (1984), qualitative data consist of words 


rather than numbers, collected in a variety of ways including observation, 


interviews and extracts from documents and are a source of “well-grounded, 


rich descriptions and explanations of processes occurring in local contexts” 


which importantly allow researchers to preserve chronological flow, assess 


local causality and derive fruitful explanations. 


 


The authors further point out that “using words rather than numbers can be 


especially valuable to readers because “words, especially when they are 


organized into incidents or stories, have a concrete, vivid, meaningful flavor 


that often proves far more convincing to a reader- another researcher, a 


policy-maker, a practitioner than pages of numbers.” 


 


Mouton (2001) mentions that analysis involves “breaking up” the data into 


manageable themes, patterns, trends and relationships. The aim of analysis 


is to understand the various constitutive elements of one’s data through an 


inspection of the relationship between concepts, constructs or variables, and 


to see whether there are any patterns or trends that can be identified or 


isolated, or to establish themes in the data.” 


 


4.6 Conclusions  


 


In this chapter, the researcher presented the findings from the questionnaires 


collected from the respondents. Analysis of data will be presented is the next 


phase. The researcher will identify trends, factors and also interpret the 


findings of the data, including linking the findings with the information from the 


literature review. 
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Chapter 5 
 


Interpretation of results 
 


5.1 Introduction 


 


In this chapter, discussions of findings will be presented and in the process 


link it with the literature review from the previous chapters. The approach that 


will be used is in terms of the propositions. 


 


5.2 Proposition One 


 


Proposition 1: When a strategy is formulated, its implementation processes 


should be taken into consideration. 


 


General Managers deal with strategies that cut across all the programmes in 


the department. Their decisions affect the whole organization. Senior 


Managers give strategic inputs that affect their directorates to the relevant 


general manager. Managers implement strategies in the directorates that they 


are placed. District Senior Managers are in charge of strategy implementation 


at district level. They also give their strategic inputs to the relevant general 


manager. 


 


General Managers indicated that the HOD and the GMs, and sometimes 


including the Senior Managers, are responsible for the formulation of the 


strategy. Meanwhile the Senior Managers believe that the HOD, GMs and 


SMs are responsible for strategy formulation. Others believe that line 


managers are responsible for strategy formulation. 
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Managers indicated that top management, together with the middle 


management of the department, are responsible for strategy formulation and 


coordination by the Corporate Services directorate. Others believe that 


officials involved in dealing with the particular situation are responsible for the 


formulation of that particular strategy. Others indicated that the MEC and the 


HOD are responsible for the formulation of the strategy 


 


What comes out clearly from this data is that different levels of management 


have different understanding about who is responsible for the formulation of 


the strategy. The organization, even at top management level, is not exactly 


sure who is in charge of the strategy.  


 


It seems even at the top management level of the organization, no decision, 


consciously or unconsciously, was taken about who should be in charge of 


strategy formulation in the organization. 


 


The same trend came out in terms of different levels of managers’ 


understanding of their roles in the formulation of the strategy. General 


Managers indicated that their role is to give inputs to the HOD for inclusion in 


the strategy formulation. It seems one person, i.e. the HOD, is in charge of 


strategy formulation.  


 


Most managers indicated that their role in terms of strategy formulation is 


none. They indicated that there are no formal structures in place to facilitate 


inputs by other employees in the department into the strategy formulation 


processes. Other managers indicated that they believe the consultants hired 


by the department are responsible for the strategy formulation. 
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This is because the department, in the past years, was using external 


consultants to assist in formulating their strategies. This external intervention 


did not assist the department because the vision was not shared by all 


stakeholders.  


 


5.2.1 Vision and Mission 


 


It may not be possible to have all key stakeholders in an organization 


agreeing on a common vision or goal all the time, but it is better to have a 


vision that is shared by most people in the organization. David (2001) 


indicates that shared vision creates a commonality of interests that can lift 


workers out of the monotony of daily work and put them into a new world of 


opportunity and challenge. 


 


Mark Lipton in Smit (1999) arrived at a clear conclusion: “managers who 


develop and communicate a vision skillfully can make a profound impact. The 


author went on to indicate that vision provides focus and direction. Without 


vision, people are exposed to short-term opportunities that they may feel 


endlessly compelled to seize. Without focus, the organization may never 


develop a strong distinctive competency.” 


 


The vision and mission of the department where formulated five years ago in 


2002. Little attempts have been made to assess if they are still relevant today 


or if there is a need to change them. From the responses given, it seems 


managers, as they go about formulating the strategies to be implemented, do 


not successfully align them with the vision, mission and overall strategic goals 


of the department.  
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The alignment is further complicated by the constant change of political heads 


(MEC) of the department. Since 1994 national democratic elections to date 


(2007), six different political heads were deployed to the department. Each 


political head bring his/her own strategies and priorities that are different from 


those of the predecessor.  


 


This situation resulted in a situation where even when the strategies and 


mandates changed, the vision and mission stayed the same. This was also 


indicated by the responses from the questionnaires. None of the managers, at 


all levels, indicated the need to revisit the mission and the vision to affirm if 


they are still relevant. The vision and the mission can help the department to 


focus its strategies and also to create shared goals and objectives. 


 


The vision and the mission should be driven by both leaders and managers of 


the department. The MEC as the political head and the HOD as the 


accounting officer should drive the vision and mission of the department.  


 


They should provide leadership to the whole organization and live the vision 


and the mission.  All key stakeholders of the department should be consulted 


to solicit their buy-in, support and commitment to the vision and mission.  


 


The GMs and SMs should assist the political head and the accounting officer 


to sell the vision and mission to the rest of the organization. This will assist in 


giving context to whatever strategies the department would want to come up 


with, at whatever level. The political head and the accounting officer should 


also believe in the vision and mission and be passionate about them. It is not 


easy to convince people to believe in something you do not believe. 
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All employees in the organization should know who is responsible for strategy 


formulation and processes that they should undertake to make their inputs. 


This should be clearly communicated and also be reinforced by the 


leadership of the organization. In that way, they will own all the strategies that 


the department had adopted and show commitment in their implementation. 


 


5.2.2 Strategic objectives 


 


Various factors should be taken into consideration when the objectives are 


set. Managers, especially at senior level, indicated the need to source inputs 


from various key stakeholders. Processes of how to go about doing that was 


not clear from the interviews and responses. The other issue which was not 


clear was how the mandates i.e. State of Nation Address, State of the 


Province Address, MEC’s Budget Speech, PGDS, etc as identified, are 


considered when objectives are set.  


 


Other SMs mentioned that relevant legislation (government policies), 


economic, social and political drives and variables are critical in setting 


objectives or goals. Others felt that communities, who are the recipient of the 


services that the department is offering, should be consulted. 


 


Other managers believed that the objectives should be determined by the 


Limpopo Provincial Growth and Development Strategy (PGDS), provincial 


priorities, national priorities and mandates and also by community needs. 


While different levels of management in the department have common points 


in terms of which sources should be taken into consideration when setting 


objectives, it seems when it comes to the actual setting of goals, there are 


divergent views.   
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In the Annual Performance Plan(APP) 2007/2008, the MEC identified five key 


strategic areas as: 


 


 Alleviating poverty and contributing to the economic growth; 


 Providing assistance to the Municipalities through integrated 


planning; 


 Improve law enforcement and enhance road safety 


 The creation of safe, affordable and efficient public transport 


 Implementation of the resolutions of the National Transport Indaba 


 


In the same APP, the MEC further indicated that the department aims to: 


 


 Support the National priorities on Public Transport and the 2010 


Soccer World Cup programmes 


 Providing assistance to the municipalities through integrated 


planning 


 Improve law enforcement and enhance road safety 


 The creation of safe, affordable and efficient public transport 


 Implementation of the Resolution of the National Transport Indaba 


 


The MEC goes on to mention that “the vision is set, and ways to realise it are 


funded in the Medium Term Strategic Framework (MTSF) and the MTEF 


(Medium Term Expenditure Framework) projections for delivery of roads and 


mandates. He indicated that having laid the basis for providing the policy 


framework, the key challenge is to operationalize the plan and also accelerate 


service delivery for bettering the lives of the people.” 


 


From the directive of the MEC above, it is not clear if the five key strategic 


areas are indeed strategic. For instance, “implementation of the resolution of 


the National Transport Indaba” is very broad and does not provide information 


on what should be done.  
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When a follow-up was conducted with managers to ascertain if they have 


received the copies of the said resolutions from the Indaba, the response was 


that none of them received the copies. It will prove very difficult to achieve this 


strategic area.  Managers, at all levels, who are responsible for 


implementation of this strategic areas would find it difficult to do so. Most 


points mentioned are vague and broad and management will be confused as 


to what suitable action plans to put in place to implement them. 


 


The situation is complicated further when the Accounting Officer, in the same 


document, identify the following as the objectives of the department: 


 


 Support national priorities as agreed at the Transport Indaba and 


Women in Transport Conference 


 Rehabilitation of roads particularly focusing on those inherited from 


Mpumalanga Province 


 The need to expand and extend commitments to new investments 


in transport infrastructure across all the modes, involving 


investments in key strategic corridors , roads and rail networks; 


 Development and improvement of the transport infrastructure 


including rail development and the taxi recapitalisation programme 


which has been thus far successful due to cooperation from the 


industry 


 Rehabilitating strategic rural access roads and maintaining the 


development of airports; 


 To support the national priorities on public transport and the 2010 


Soccer World Cup programmes; 


 The infrastructure to be build for the 2010 Soccer Cup will be a 


permanent feature to the economy of the province even beyond 


2010 
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 Enhance the department’s financial and management programmes 


through a committed reliable financial management system that 


produces timely and accurate information 


 Labour intensive methods remain the cornerstone of our 


department to ensure that we contribute to job creation and the 


realisation of the objectives of the Expanded Public Works 


Programme(EPWP). As part of the EPWP, the department has 


initiated Tsela-Tshweu Fencing project throughout the districts 


which is aimed at reducing road fatalities caused by stray animals 


 An ongoing Arrive Alive(PAVE) Campaign to ensure that we 


continue to raise the level of road safety awareness among road 


users, especially pedestrians 


 


The core functions of the department as divided into three main programmes: 


public transport, traffic management and safety ; and road maintenance. The 


support functions are finance and corporate services. Internal support help 


with the coordination of districts. A parastatal, which is 100% owned and 


funded by the department, Road Agency Limpopo (RAL) is responsible for 


planning and construction of roads. At the moment, there is no link in terms of 


strategic approach and integrated planning between the department and RAL. 


The CEO of RAL report to the Board, who then report directly to the MEC.  


 


Another parastatal, which is 100% owned and funded by the department is 


Gateway Airport Aviation Limited (GAAL). This parastatal is headed by an 


Acting Managing Director, who reports to the Board. The Board report directly 


to the MEC. GAAL is responsible for aviation in the province. There is no link 


between the strategies of GAAL and the overall strategic goals of the 


department.    
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Every programme, i.e. public transport, traffic management and safety; and 


road maintenance need to set its targets which are concrete, measurable 


performance targets and contribute to the overall objectives of the department 


as set by the MEC and the HOD. In this regard, the authors Thompson & 


Strickland (2003) advice that “objective-setting entails considering current 


performance, the strategy options available to improve performance, and 


whether the organisation has the resources and capabilities to achieve stretch 


when pushed and challenged.” 


 


HODs, together with GMs should use the general managers’ meetings  to set 


objectives that will assist the department  to achieve its vision and mission. 


The objectives should be based on the core function of the department. At the 


moment, most of them are based on the support functions. In the APP of 


2007/08: the HOD identified the following priorities to improve service 


delivery: 


 


 Development and implementation of a service transformation plan; 


 Strengthening human resources 


 Improvement of roads infrastructure 


 Improvement of quality traffic management and public transport 


services 


 Implementing priority socio-economic capabilities 


 Improvement of governance and Batho Pele principles 


 Alignment of the budget with the strategic plan 


 Adherence to supply chain management and financial 


management processes 


 


From the above information, only two, i.e. improvement of roads infrastructure 


and improvement of quality traffic management and public transport services 


are related to core functions. The rest of the priorities are related to support 


functions, i.e. finance and corporate services. 







 94 


 


It is also important that objectives should be understood and communicated 


throughout the levels of organisation. This will assist the organisation to 


measure if  they are performing as they should or not. The department can 


use the monthly meetings held between the HOD, GMs, SMs and DSMs to 


discuss and communicate the objectives to ensure that they are well 


understood at all levels of the department. Various heads of directorate 


should also convene directorate meetings in order to communicate the 


objectives further to lower structures of the organisation.  


 


The communication section should also develop an internal newsletter, which 


can be published once or twice  monthly to communicate important 


developments, including objectives and strategies that the department is 


embarking upon. This will also assist in communicating the messages.  


 


Posters around the department buildings can also be used to popularise the 


programmes. Sending e-mails can also assist because all the personnel in 


the department are connected to the system and it is the most effective and 


efficient way of reaching everybody, including the districts. 


 


In this way, the lower levels of the organisation will then breakdown the 


objectives into specific targets and different managers at different levels will 


then be held accountable for attaining them. In this way, a results-oriented 


climate will be built throughout the department. 


 


The objectives can then be communicated to other stakeholders by the 


Annual Performance Plan (APP). The information should be organised and 


concise. The MEC should indicate the vision and the mission of the 


department. The HOD, together with top management, should then follow-up 


with objectives and strategiesthat that the department had adopted to achieve 


the vision and the mission.   
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5.2.3 Strategy formulation 


 


The strategic goal of the Limpopo Department of Roads and Transport 


(LDRT) is to ensure the provision of adequate quality infrastructure and 


affordable and efficient public transport in support of the aims of the Provincial 


Growth and Development Strategy (PGDS) and Municipal Integrated 


Development Plans (IDPs).  


 


In order to realize these goals, the LDRT developed a five-year strategic plan 


to formulate strategies to provide efficient, effective, safe and affordable 


transport. The strategies are further broken down into Annual Performance 


Plans (APPs) to be manageable, realistic and measurable.  


 


Managers at all levels recognized the above-mentioned points as the 


determinants of strategy. What was not clear is who is responsible for the 


formulation of the strategy. Most of them mentioned that the HOD, together 


with the GMs, is responsible for the strategy.  


 


A strategic planning unit should be established in the HOD’s office and 


strategists be appointed to craft and align the strategies of the department. 


David (2001) explains that strategists help an organization gather, analyze 


and organize information. The author went on to mention that “they track 


industry and competitive trends, develop forecasting models and scenario 


analyses, evaluate corporate and divisional performance, spot emerging 


markets opportunities , identify business threats and develop creative action 


plans.” The strategists should work hand in hand with various programme 


managers, i.e. GMs and also source inputs from SMs.  


 


The strategies chosen should get a buy-in from all levels of the organization 


and be internalized in order for them to be implemented.  
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5.3 Proposition two 


 


Proposition 2: The benefits of an integrated approach to strategy 


implementation by Limpopo Department of Roads and 


Transport will assist the organization to achieve its goals 


 


5.3.1 Management and leadership 


 


Managers, at all levels, believe that the responsibility of implementing the 


strategy lies with the HOD, GMs and the SMs. Smit (2000) points out that “to 


be considered effective, a chosen strategy must be implemented successfully  


Bossidy et al, (2002) further emphasize that “execution is fundamental to 


strategy and has to shape it. No worthwhile strategy can be planned without 


taking into account the organization’s ability to execute it.”  


 


The department has developed a five- year strategic plan that cover the 


following financial years, 2005-2010. The strategic plan is broken down 


annually in the form of Annual Performance Plan (APP) to implement the 


strategies. 


 


Managers at all levels of the department identified the following as key drivers 


to strategy implementation: 


 


 Resources including budget, human and physical resources 


 Legislation which gives mandates and powers 


 Structure 


 Management processes 


 Organization culture 


 Leadership  


 Performance management system 
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Thomson & Strickland (2003) mention that “one make-or-break determinant of 


successful strategy implementation and execution is how well management 


leads the process.”  This statement was further emphasized by the authors, 


Ehlers & Lazenby (2004) when they indicated, “leadership drives strategic 


change, and strong leadership is perhaps the most important “tool” that a 


strategist can have in the implementation toolkit to give direction and purpose 


to integrated strategy formulation, implementation and control.” 


 


This leadership role should be played by the MEC and the HOD.  


Maxwell (2004) gives the following warning regarding leadership: “Leadership 


ability is always the lid of personal and organizational effectiveness. If the 


leadership is strong, the lid is high. However, if it is not, then the organization 


is limited. That is why in times of trouble, organization naturally look for new 


leadership. When the country is experiencing hard times, it elects a new 


president” 


 


Different managers at various levels can play leadership roles in the 


department. GMs, as programme managers, should give leadership in terms 


of guiding the strategies that must be implemented by staff in their chief 


directorate. In the same vein, SMs should also provide leadership in the 


directorate they are leading.  


 


Maxwell (2004) indicates that “a leader is great, not because of his or her 


power, but because of his or her ability to empower others. Success without a 


successor is failure. Managers should be able to empower their colleagues in 


executing their responsibilities as best as they could. If people are given 


proper leadership and guidance, their performance shows. What you put in is 


what you get out at the end of the process.”  
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Success in an organization is not limited to leadership only. It involves team 


effort. LDRT, at the moment, lacks team effort because of the bureaucratic 


nature of government. Most managers work in isolation from each other. 


There is a need for leadership to come up with team building exercises in 


order to indicate to everybody how the pieces fit into a whole to achieve the 


department’s objectives. This could be achieved effectively if the MEC and 


the HOD lead the process of team building and commit themselves to support 


and to believe in it. It should not be a once-off exercise, but a concerted effort, 


with follow-up programmes. 


 


5.4 Proposition three 


 


Proposition 3: The overall benefits of an integrated approach to strategy  


implementation will be greater than uncoordinated, unstructured 


and isolated attempts. 


 


From the responses of different managers at all levels, the importance of 


linking budget and strategy was paramount. There is an understanding that it 


is not possible to implement strategy if there is no budget. Some managers 


believe that strategy should inform the budget processes while others believe 


that the budget available should determine the strategy. They indicated that in 


the public sector, budget directs the strategy, given the limitation of 


resources, especially the budget.  


 


In terms of the strategic plan framework document for government, “the 


critical challenge facing all departments is to ensure that strategic planning is 


developed and synchronized within the entire planning, budgeting, monitoring 


and reporting framework.  
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Another challenge is to ensure that the provincial department’s plans are 


formulated within the top-down framework set by national and provincial 


position statements  or plans, as well as the bottom-up information coming 


from district offices, and the Integrated Development Plans(IDPs) developed 


by local government.” 


 


The strategic plan framework document for government provides the following 


guidelines: “National government provides mandates and strategic 


frameworks itself to guide the development of policy in the various sectors of 


the economy. These mandates and frameworks are usually directed by the 


governing party’s election manifesto, and articulated by the Cabinet in its 


“programme for action” during its term of office. Another source of information 


on these mandates and strategic frameworks is the State President’s State of 


the Nation’ address before the start of each financial year.”  


 


In Limpopo Province, the Provincial Growth and Development Strategy 


(PGDS) provide strategic guidance to overarching objectives to give strategic 


guidance to departments in the province. The Premier’s State of the Province 


annually in the Legislature also provides mandates and strategies that 


departments should implement. In addition, the Department of Roads and 


Transport also developed long-term plans for repositioning infrastructure or 


rationalizing the delivery of services within the sectors.  


 


Within nearly every sector, the relevant national minister has put in place a 


set of strategic objectives for service delivery in that sector. These objectives 


have generally been developed in consultation with provincial MECs and with 


the provincial departments. The National Minister of Transport put in place a 


set of strategic objectives for service delivery in the transport sector. These 


objectives are generally consulted all the provincial MECs responsible for 


roads and transport. They meet at a forum called MINMEC to consult with 


each other and to align programmes. 
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The framework further emphasize, “it is however crucial that a department’s 


strategic planning process also facilitates a “bottom-up” process for 


determining priorities. Planning should involve a process of interaction 


between the provincial head office and department’s district offices.  


 


However, it needs to be recognized that just as provincial managers formulate 


plans for the province in the context of national policy for the sector so district 


managers need to plan their activities within the framework set by the 


provincial strategic plan.” 


 


5.4.1 Organizational processes/systems 


 


The strategic framework indicate that “strategic plans must thus be related to, 


and indeed drive, MTEF projections and budgets. For this reason, the plan 


should provide measurable objectives that are related to budget programmes 


and sub-programmes, where appropriate. The first year of the strategic plan 


forms the basis for the annual operational plan, which should influence upon 


the departmental budget vote, the performance agreements of the head of 


department and all senior managers. 


 


The strategic plan of the department is not well aligned in terms of MTEF 


projections and budget. It seems the projections are only done to fulfill a 


requirement by the provincial treasury. It is more of a year-on-year rather than 


multiple-year budget plan. One explanation is that the department operates 


more on short-term projects that last for a year rather than mega-structures 


that requires more than one year to implement.  
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The other reason is that the performance of the department is based more on 


annual performances rather than multiple years. The annual reports that the 


department submits to the legislature are not linked to the strategic plan or 


the previous reports and aggregated as such to assess the overall 


performance. As a result, it is difficult to measure if the strategic plans have 


been implemented or not. 


 


It is not mandatory for different directorates/sections in the department to 


submit monthly reports. While monthly management meetings are held every 


month, what is discussed and reported is not linked to the strategic goals or 


the overall objectives of the department. Attention is mostly given to the 


quarterly reports because it is a requirement in terms of treasury regulations 


and Premier’s office requirements.    


 


The other dilemma is the alignment of the departmental plans and changes 


from external environment.  Every year the ruling party map out strategies 


that the government should embark upon in its January 8 statement. A week 


thereafter, government retreat to Cabinet Lekgotla to draw action plans on 


how to implement the strategies. At the provincial level, the same thing 


happens.  


 


While at national government level, it seems there is mechanism to adapt with 


changes, at the provincial level the situation is different. The departments 


complete their annual plans in October/November, before January 8. There is 


no mechanism to align and integrate the new mandates. In terms of the 


framework, the Annual Performance Plan should be updated annually and 


should include budget information. 
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Strategic reviews are not done annually in the department. New objectives 


are set every year and not linked to the vision and mission. The services that 


the department is offering at the moment are still the same ones they were 


offering 13 years ago. No new strategies have been developed to take into 


account economic factors and the changing needs of the communities. 


 


The strategic framework further advise, “in the first year of the strategic plan, 


the department should develop detailed outputs and service delivery 


information and a budget.  


 


The department should then monitor its expenditure trends and compile three 


-year forward estimates in what is termed Medium Term Expenditure 


Framework (MTEF). Strategic direction should be explained and also 


previous year’s outcome should be incorporated when deciding on resource 


allocations.” 


 


Performance agreements and contracts are signed by all management of the 


department. It seems that is normally the end of the story. When the 


implementation is done, different strategies and plans are considered which 


differ from the one in the three-year strategic plan and performance 


agreements and contracts. Quarterly reports are compiled only when they 


should be submitted to the Treasury, the Premier’s office and the Portfolio 


Committee on Roads and Transport. Monthly reports are not done at all.  


 


The performance agreements and instruments at all levels of management in 


the department should be linked to the strategic goals and objectives of the 


department. Each manager should be able to link his/her performance to the 


overall vision and mission of the department. Monthly report should be 


mandatory and feedback should be provided to each manager for 


improvement.  
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Quarterly reports should be compiled and be monitored against budgets and 


strategic plan. At the moment, in LDRT, APP is compiled annually but the 


outputs are not detailed and not linked to service delivery. MTEF budgeting is 


also done in terms of annual escalation percentage, e.g. 5%, rather than 


strategies in the long-term. The expenditure is monitored as per Treasury 


requirements and not linked to individual performance. 


 


The task is left to the Chief Financial Officer and personnel working in the 


finance division. The budget allocations are not done per programme outputs. 


Most of the budget is centralized in corporate services and it proves difficult to 


plan properly and to link the budget to the strategic plan.  


 


The directorate that should reconcile the monthly and quarterly reports to the 


strategic and performance plans together with the budget is not functioning 


well and not adequately resourced. It seems they just receive the reports and 


compile them for submit to treasury, Premier’s office and the Legislature. 


Deviations are not detected in time and alignment are not done at this level.  


 


Managers are not held accountable for non-performance. Performance 


bonuses are normally awarded based on a certain percentage, not 


necessarily on the work done. Even those who have not performed, receive a 


bonus. These rewards do not motivate performance but instead demoralize 


and demotivate staff because even non-performers are rewarded. These 


kinds of rewards encourage staff only to apply a minimum effort to their work 


and they are not driven by any incentive to perform.  


 


In terms of the Public Finance Management Act (PFMA), the budget allocated 


should be utilized effectively and efficiently to deliver services to communities. 


The budget allocated to departments should be minimally under spend or 


overspend.  
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In order to avoid under spending, managers in the department utilize money 


for non-core expenditure in order to avoid audit queries from the Auditor 


General.  


 


Towards the end of the financial year, computers, furniture and other non-


essentials items are bought to spend the allocated budget. This is recorded in 


the auditor-general report as no under-spending, which the spending have 


nothing to do with service delivery.  


 


In terms of complying with regulations, the department is correct in not under 


spending but the strategic objectives of the department are not often 


achieved. The expenditure is not related to objectives at all. Managers are 


then rewarded on the budget expenditure instead of service delivery. 


 


 5.4.2 Organizational culture 


 


The managers in the department indicated that the organizational culture is 


centered on the achievement of individuals rather than collective efforts and 


cooperation to achieve the goals and objectives of the organization. Others 


indicated that the organizational culture is too negative and does not motivate 


people to perform to the best of their ability. 


 


Other managers indicated that the organizational culture should be lined up to 


support the implementation of the strategy, especially taking into cognizance 


issues of diversity and change management. However, because of personal 


agendas, self-centeredness and bureaucratic set of government machinery, 


organizational culture remains a challenge and leaves much to be desired. 


Others indicated that the organizational culture is negative because of poor 


management and leadership. 
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The management of the department must realize that organizational culture, if 


well developed, can be used to the advantage of the department. Positive 


motivations and reinforcements can assist to increase productivity among 


employees. In the same vein, organizational culture can also have a negative 


impact on the implementation of the strategy if left unchecked.  


 


Limpopo Department of Roads and Transport needs to change its culture in 


order to make an environment that is conducive to staff to function and be 


motivated. At the moment, the indications are that culture is negative and 


encourages competition among directorates.  


 


Different directorates are not able to cooperate and work together to achieve 


the organization’s goals. Managers mentioned that the culture in the 


department is unhealthy because it is too politicized. Changes that are 


happening outside the department take long to be adopted and embraced 


because the culture is too negative to adapt and accommodate something 


new.  


 


There is however, a positive move by the department to improve the culture 


of the organization. A private company was engaged in 2007 to assist in 


transforming the culture from competitive and individualistic to more 


cooperative and team spirit culture. The company had completed the process 


and handed over the report to the top management of the department.  


 


The department should draw an action to implement the recommendations of 


the company. Ehlers & Lazenby (2004) points out that “a tight strategy-culture 


fit supports strategy implementation in the sense that it creates structure, 


standards, a value system and informal rules that align “the way we do things 


around here” with strategy implementation processes.” 
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5.4.3 Organizational structure 


 


Managers at all levels indicated that they believe the roles are vague and not 


well-defined, resulting in confusion. They believe that roles are defined 


through policies and organizational structure. They also indicated that there 


should be proper resource allocation in order to achieve the implementing of 


the strategy successfully. 


 


Managers, mostly at SM and managers levels believe that responsibilities are 


not well defined, hence it depends on the commitment of an individual 


employee how much effort one exerts in one’s work. Other managers attribute 


failures to implement strategy to responsibilities not linked to strategies. 


 


Organizational structure assists in clarifying roles and responsibilities. The 


department is operating without an approved organizational structure since 


2002. Many attempts have been made to draw up the structure with no 


success. The situation resulted in the department failing to implement its 


strategies and also being unable to motivate for further budget allocations.  


 


With these shortcomings, the department’s opportunities of acquiring relevant 


managerial and technical expertise are hampered. Top management should 


consult all relevant stakeholders in terms of designing the organizational 


structure. They should also benchmark with other provinces in terms of the 


type of structure that should be in place to implement departmental strategies. 


 


The lack of proper structure distorts resource allocation, including the budget 


and personnel. In its absence, allocations depend more on who has the 


loudest voice and who is closer to leadership rather than on what is supposed 


to be implemented. 
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Daft (2001) indicates that the key element of an organization is not a building 


or a set of policies and procedures; organizations are made up of people and 


their relationships with one another. The structure will assist in defining the 


relationships, roles and responsibilities of the employees in the department. It 


will also help in resource allocations in terms of strategic goals and 


objectives. 


 


 


5.5 Conclusions 


 


It is clear that the approaches to strategic management that apply to the 


private sector might not apply to the public sector. Waldt and Knipe (2001) 


advises that variables which may play a role in the application of strategic 


management in the public sector include the apparent administrative 


shortcomings of public institutions, their inability to establish a long term 


vision, their apparent inability to respond quickly to change, the level of 


resistance to change and the way in which they respond to environmental 


issues. Managers in the public sector had to embrace some of the elements 


that are working in the private sector and also assist in developing better 


ways of enhancing and improving service delivery to the communities. 
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Chapter 6 
 


Conclusions and recommendations 
 


 


6.1 Introduction 


 


This chapter will attempt to present the end product of the research.  Main 


findings obtained will be discussed by drawing together the results from the 


previous chapters. The relationship between the results and conclusions and 


how it relates to the literature and theory in strategy implementation.  


 


6.2 Highlights of the Research 


 


The researcher gained valuable experience during the literature review and 


going through the questionnaires and documentation obtained from the 


Limpopo Department of Roads and Transport (LDRT).   


 


Literature on strategic management (formulation, implementation and control) 


was easy to access and there are many authors who had written on the 


subject. The downside is that most of the literature applies more to the private 


sector than the public sector. There are few authors who had written on 


strategy implementation in the public sector. As a result, some of the 


concepts, which apply to the private sector, had to be adapted to be applied 


to the public sector.  
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The case in point is how budgeting is done in the private and public sectors. 


In the public sector, budgeting go through many processes, from the time the 


Minister of Finance reads his/her budget speech, then the provincial MECs for 


finance read their budget speeches, then each MEC read his/her 


departmental budget speech. It is only when these processes are concluded 


that the budget can be utilized. 


 


The other factor are many legislations and reporting formats that are required 


in the public sector by various authorities. There are the Treasury, the 


Premier, etc formats that must be complied. The formats changes every now 


and then and employees are not given any training on how to use the new 


formats. These results in employees in the public sector spending many 


hours trying to comply with the paperwork rather than worrying about service 


delivery issues. 


 


The public sector is very punitive in nature because of many laws and 


regulations. Everything is controlled in terms of policies, procedures, acts, etc. 


These control measures kill innovation in the public sector because officials 


try all the time to operate within the rules and regulation and to cover their 


backs. 


 


This processes of interacting with managers at all levels afforded the author 


more opportunities to gain more in-depth knowledge of how the public sector 


implements its strategies and what needs to be done or improved in order to 


integrate the different approaches to strategy implementation. After 


understanding the frustration, the researcher’s enthusiasm was renewed to 


read even more to assist in developing models on how best to improve the 


situation. 


 


 


 







 110 


Another highlight was that the literature read by the researcher in order to 


understand strategy implementation also illuminated strategic management in 


its totality.  There are many authors and experts in this field of strategic 


management and the researcher gained valuable knowledge and in-depth 


understanding of strategic management i.e. from formulation, implementation 


and control and how to link and integrate them. 


 


6.3 Attainment of the research objective 


 


The objective of the research was to explore how strategy implementation 


can be integrated to attain the set objectives. To attain this objective, the 


researcher had to find out what the key drivers of strategy implementation are 


and how they should be integrated. 


 


Literature review on strategic management processes and documentation 


from the Limpopo Department of Roads and Transport assisted the 


researcher to establish the propositions that were suggested in order to 


conduct the research in strategic implementation. 


 


The literature indicated that management and leadership, organizational 


culture, structure and management processes are the key drivers of strategy 


implementation and how each factor is emphasized, will depend on the 


strategic goals and objectives of the organization. 


 


The literature indicated that the key drives of strategy implementation should 


be approached in an integrated manner in order to achieve the objectives of 


the organization.  


  


The researcher interviewed managers at all levels of the department and 


telephonic interviews were also conducted as a follow-up. The data collected 


supported the three propositions suggested by the researcher. 
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After thorough analysis and interpretation of the data, the researcher was 


able to conclude that vision and mission, leadership and management, 


organizational structure and culture, management processes are the key 


drivers of strategy implementation. After this conclusion was reached, the key 


objectives of the research were met. 


 


6.4 Recommendations for the managers 


 


Strategy implementation is not given the necessary attention in the public 


sector as it is in the private sector.  


 


The LDRT structure is ineffective and is displays the following symptoms as 


identified by David(2001): too many levels of management, too many 


meetings attended by too many people, too much attention being directed 


toward solving intra-departmental conflicts, too large a span of control, and 


too many unachieved objectives.  


 


LDRT is at the moment displaying all the symptoms mentioned above. In 


some instances, strategic meetings are held four times in a month. 


Management meetings are convened often with no agenda. The date is 


determined first and invitations sent out before agenda items are sourced 


from various programme managers.  


 


Strategic plan and APP documents are not of the quality that is acceptable 


because managers argue about the strategic formats most of the time rather 


than the content or strategic issues. At the moment, management had to 


comply to the Treasury, the Premier’s office, PGDS formats, annual reports 


and strategic plan frameworks, and performance plans. 
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The department should systematically identify the various dimensions that 


support the implementation of the strategy, and integrate them into a 


synergistic effort to achieve the department’s strategic goals and objectives.  


 


In terms of public service regulations, management should draw-up the 


organizational structure, which must be approved by the MEC. Daft (2001) 


recognized that the primary responsibility of top management is to determine 


an organization’s goals, strategy, and design, therein adapting the 


organization to a changing environment. 


 


Organizational structure must take into consideration the technology and the 


culture that prevails at that moment. It must value cooperation and teamwork 


rather than competition among different directorates. Roles and 


responsibilities should also be clear. The structure should also assist in 


facilitating quality decision-making and not create unnecessary bureaucracy. 


There should be a balance between vertical control and horizontal 


coordination. 


 


In the case of LDRT, a combination of both functional and horizontal 


structures will be the most appropriate because it is bureaucratic in nature 


and design. This structure is suitable where there is a need to coordinate 


vertical hierarchy and where efficiency is important for meeting organizational 


goals.  


 


The functional structure uses task specialization and a strict chain of 


command to gain efficient use of scarce resources, but it does not enable the 


organization to be flexible or innovative.  
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The horizontal structure is appropriate when the organization has a high need 


for coordination among functions to achieve innovation and promote learning. 


The horizontal structure enables differentiation in themselves and responds 


quickly to changes, but at the expense of efficient resource use. The virtual 


network structure offers even greater flexibility and potential for rapid 


response by allowing the organization to add or subtract pieces as needed to 


adapt and meet changing needs from the environment and marketplace. 


 


Employees in the departments are expected to comply with different 


frameworks in terms of reporting performance. There are treasury 


requirements in certain formats. There are also different requirements and 


formats from the Premier’s office. There are also reporting formats in the 


different departments. Quarterly reports are also in a different format as well 


as annual reports. 


 


These different reporting systems compel employees to spend most of their 


times doing paperwork, trying to fit information into these formats rather than 


measuring service delivery impacts. 


 


Budget processes should be linked to strategic planning and also to how the 


strategy is going to be implemented. They should also be linked to budget 


cycles that are observed in government. This should not comprise the goals 


that the organization wants to achieve or the strategies that the department 


want to implement. 
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6.5 Areas for further research 


 


The study has highlighted different areas for further research. The area that 


needs most attention is the reporting processes and improvement of the 


systems in the government or public sector as a whole. Further research can 


assist the department and the government as a whole to improve reporting 


and control systems. 


 


Conclusion 


 


In the literature review, four key drivers of strategy implementation, which 


together contribute to the achievement of the set goals, are organizational 


structure, leadership, culture and management processes and systems. 


 


Without proper leadership, a shared sense of vision in order to direct strategy 


cannot be achieved. Employees can be tempted to do their own things guided 


by personal growth rather than by the goals of the organization. 


 


Integration is an important element in strategy implementation, providing a 


vital tool for resource allocation to avoid wastage and duplication.  


 


Similarly, not only is the integration process of key drivers important for 


strategy implementation, but such a process must provide space for 


feedback,  the exercise of power and responsibilities and accountability and 


the provision of resources if strategy implementation is to succeed and have 


the desired impacts. 
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ABSTRACT 


 
 
This research report is based on an integrated approach to strategy 


implementation in the Limpopo Department of Roads and Transport. 


 


The purpose of this research was to investigate which factors are key in the 


implementation of strategies and how can they be integrated to achieve the 


stated goals of the Limpopo Department of Roads and Transport. 


 


This report included both qualitative and quantitative research methods. 


 


The major finding of the study was that there are four key drivers of strategy 


implementation. These key drivers are management and leadership, 


organizational culture, organizational structure and organizational 


processes/systems. The integration of these key drivers is essential for the 


implementation of strategy, leading to improved service delivery to various 


stakeholders. 


 
The report concludes that in order to approach strategy implementation in an 


integrated manner, the following should take place: (1) managers who are 


responsible for strategy implementation should also be involved in strategy 


formulation processes; (2) organizational culture should be changed to create a 


conducive environment for the managers to be motivated; (3) leadership and 


management should guide the vision and mission; (4) organizational 


processes/systems should be coordinated and integrated for efficiency and 


effectiveness 
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