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ABSTRACT

This analysis look at strategic planning as a component of strategic management, it
therefore compares and contrasts the activities of strategic planning in some of the public
institutions. The analysis starts on plan formulation and proceeds with the
implementation of such plans in organizations such as Northern Electricity Distribution
Company (NORED), Government Institutions Pension Fund (GIPF), the Municipal
Council of Windhoek — Electricity Department and Rundu Town Council.

In its first phase the research dwells on the aspects and components of strategic planning
in general. This part, therefore outlines the entire process of strategic planning without
necessarily concentrating on any of its components. It then provided the framework for
determining whether strategic planning is being practiced accordingly in the given

institutions.

A comparative approach is used in the research. First and foremost the institutions
selected as centers of analysis were grouped in corporate and local authorities categories.
Thereafter a comparative analysis is done on institution’s individual capacity with

specific reference to strategy formulation and implementation.

The analysis indicates that strategy formulation is a participatory exercise that is
spearheaded by top management in consultation with middle management and inputs
from the general workforce. However, it was noted with concern that sometimes there
happens to be a communication breakdown between several actors in the strategy

formulation process.

It is also worth mentioning that some organizations feel that it is not of great benefit to
leave all the activities of strategy formulation into the hands of the experts and
consultants as they might not be familiar with the operational environment of the

organization and other factors that play a role on this specific process.



Strategy implementation is another aspect of the strategic planning process. However, if
the implementation is not done accordingly or timely it may affect the entire mission of
strategic planning. The research reveals that if actors in the implementation process are
not coordinated properly they may cause confusion and delay in the process that will

result in undesired outcomes.

From the responses and information gathered through documentary research and
interviews, it is clear that strategic planning in Namibian in most cases is done in
accordance with general procedures and mechanisms. However the question remains, Is
this process participatory enough as there are some instances where employees fail to
identify the main strategic plans of their specific organizations. It is also noted that at
some instances management fail to provide feedback to all actors in the process and to
communicate the outcome of the process to those it is targeted to and all other

stakeholders.

What is therefore recommended is that all organizations draw guidelines documents that
will direct the strategic planning process in their respective organization in order to make
it easy for the planners and to ensure consistency and proper communication in the entire
process. It is also suggested that the current implementation modalities be reviewed to
ensure that all stakeholders are in par with all the actors as well as to keep within the

framework of the social, political and economic conditions.
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Chapter 1

INTRODUCTION TO THE STUDY

1.1 Introduction

After independence, the Namibian government developed mechanisms that would enable
it to deliver services to the people. Amongst others, public institutions were established.
Such institutions were tasked to deliver specified services to individuals and specified

groups in the community.

In order for these institutions to succeed and attain their objectives they have to focus on
the future. Focusing on the future involves setting goals and objectives as well as proper
planning. Strategic planning can be identified as one aspect of focusing on the future.
Strategic planning is a crucial element of strategic management. Strategic management
encourages participatory decision-making and decentralization of resources. That is why

it is important to analyze aspects of strategic planning in detail.

1.2 The Research Topic:

The topic of this study is “The Importance of Strategic Planning as a Component of
Strategic Management — A Comparative Analysis Between Selected Public Institutions”.
This topic was chosen because the researcher intent to compare the general process of
strategic planning with the process of strategic planning practiced amongst the selected
Namibian institutions. Furthermore the research intends to uncover what has not been
documented about the entire process of strategic planning among selected public

institutions. Strategic planning is one crucial aspect of strategic management. Its proper



coordination and thorough implementation contributes positively to success and
enhancement in service delivery. In the long run, it will provide an enabling environment
for attainment of objectives as well as long and short term organizational goals. The
concept and practice of strategic planning is gaining popularity especially in the
developing countries that want to bring their institutional performance level in term of
development on par with the acceptable standards at an international level. (Smith,

1994:12)

Strategic planning can be defined as a formal, continuous process of making
organizational decisions based on internal and external assessments. It involves the
organization of people and tasks to execute decisions and to measure achievement and
performance. (Kaufman, 1991:10) In short, define strategic planning as an interactive,
unending process comprising of mission, vision, situational analysis, long range
objectives, strategies as well as measurement of outputs and outcomes. (Journal of

Humanistic Education, 1998:78).

Namibia, as a newly independent country in southern Africa is not an exception in
effecting strategic planning both in public and private institutions. At government level,
the key strategic plans are the National Development Plans (NDP1,2) and Vision 2030.
These documents outlines government intentions, plans and developmental programmes
for the next five years and thirty years respectively. They also provide the procedures and

activities to be performed in achieving government’s goals and objectives.



In order to determine and analyze the effective practice of strategic planning in Namibia,
a comparative analysis was carried out. Such analysis compared and contrasted the

processes of strategic planning in chosen organizations.

At Local Authority Level the study will focus on the Municipal Council of Windhoek —
Electricity Department and the Rundu Town Council. The Government Institutions
Pension Fund (GIPF) and the Northern Electricity Distribution Company (NORED) will

be to be centers of analysis at corporate level.

The above mentioned were selected on the basis of being the most familiar institutions to
the researcher. The researcher during her undergraduate studies did her internship at the
Ministry of Regional and Local Government, Housing and Rural Development and
specifically in the division of Local Authorities Supervision. The researcher is currently
employed by GIPF and aspiring to work for NORED one day. The two are corporate
institutions that happen to be the ones the researcher is familiar with in terms of

management and operations.

The Municipal Council of Windhoek and the Rundu Town Council are public institutions
that were established and are functioning under the Local Authority Act, (Act no 32 of
1992), as amended. These institutions are entrusted with the running of the affairs of their
respective local communities under the guidance of the Ministry of Regional and Local
Government, Housing and Rural Development. Their primary goal is to provide better

and affordable services to the residents of their respective municipal areas.



GIPF is one of the biggest pension funds in Namibia responsible for administering
pension benefits for members and their dependants. Around 90% of its membership has
been drawn from the civil service, parastatals, some local authorities and regional
councils. The fund took over from SANLAM (Suid Afrikaanse Nasionale Lewens
Assuranse Maatskappy) a South African based company and has been in existence for a
number of years. The company draws its power from the Pension Fund Act, (Act No: 24
of 1956). Its operations are also guided by the approved rules and procedures of the fund.
Such rules and procedures are prepared and written by the fund management in
consultation with Namibia Financial Institutions Supervisory Authority (NAMFISA) and

Government representatives.

NORED is responsible for electricity distribution in the northern part of the country. The
Company took over from the old Northern Electricity Company whose services came to
an end after the termination of its contract. The service provision in terms of assets is
backed by the government through the Ministry of Mines and Energy. The Company was
established in 2000 and came into operation during 2002.  The shareholders in the
ownership of the company comprise of NAMPOWER, the Regional Councils Electricity
Company (PTY) LTD and the Local Authorities Electricity Company (PTY) LTD
operating in the towns of Ongwediva, Ondangwa, Eenhana, Katima Mulilo, Rundu,
Opuwo and Outapi. The analysis will concentrate on the strategic planning processes and

procedures and not the general activities and services they provide.



The study will analyze specific aspects of strategic planning in all of the abovementioned
institutions. In this regard strategic plan formulation and implementation forms part of

the strategic planning process.

1.3 Statement of the Problem

Recently, there have been reports of ineffectiveness in some local authorities and
corporate institutions. Such ineffectiveness was reported in national private printing and
electronic media over the past ten years. Some of these shortcomings could have resulted
from improper planning. Hence, there is a need to analyze the operations of successful
institutions in relation/comparison to the new and upcoming ones in order to determine
shortcomings and challenges in developing and implementing both long and short term
plans that lead to the attainment of goals and objectives of such institutions. It is also
necessary to analyze and determine the importance of institutions to plan strategically and

at the same time to determine why is it important for them to implement such plans.

1.4 Goals and Objectives
The following were identified as goals and objectives of the study:
> Analyze strategic planning processes in the selected organizations

when is it done?

by whom?

how is it done?

all aspects pertaining to effecting the process i.e. resources and the

environment?



» To determine if activities of the plans are followed, adhered to and implemented
accordingly, as well as challenges and problems encountered in such
processes.(analyze activities in relation to set out schedules and deadlines)

» To analyze the involvement of junior staff in the development of strategic plans
(also determining their level of participation).

» To determine if strategic planning helps meeting organizational goals and

objectives (if goals are achieved at the end of the process.)

1.5 Methodology

The study was carried out by visiting the head offices of the identified institutions in
Windhoek, Rundu and Oshakati/Ondangwa respectively. These are in Khomas, Kavango
and Oshana Regions where head offices of such organizations are located. In two cases
satellite and regional offices were visited for example NORED — Opuwo office and the

electricity department for the Municipal Council of Windhoek in Suiderhof.

Letters were dispatched through the Public Relation officers of the concerned institutions
notifying them requesting permission to interview their workers. In the same letters the
purposes of the study were spelled out and the planned mechanisms of data gathering

were outlined.

The sampling method identified and selected was purposeful (criterion). The identified

sample consisted of Chief Executive Officers (Managing Director), four other officers (at



management level) as well as five general officers in the specific planning divisions or

related field in all aforementioned institutions.

These questionnaires administered consisted of both structured and semi structured
questions. Some responses were filled on questionnaires whereas others were recorded in
a tapes recorder and were analyzed at a later stage. The procedure of obtaining

information was by means of structured as well as semi structured.

The interview process was scheduled to take place after the research proposal was
approved. Documents related to strategic management in general and strategic planning
in particular were consulted to determine that the practices as per findings were on par

with the general procedures of strategic planning.

The main aim of the study is to critically analyze of strategic planning with specific
reference to strategy formulation and implementation in selected public institutions. In
order to undertake this task the GIPF, NORED, the Rundu Town Council and the
Municipal Council of Windhoek — Electricity Department were selected as units of

analysis. The overviews and backgrounds of such institutions are outlined in chapter 3.

Interviews were carried out with heads of all of these institutions respectively and were
recorded on a tape recorder. Those who were interviewed were Mr Toivo Shovaleka,
Acting Managing Director of NORED on the 30" August 2004 at NORED office in

Opuwo. The second interview was held at GIPF House in Windhoek with the Chief



Executive Officer, Mr Primus Hango on the 30" of September 2004. The third interview
took place on the 11" November 2004 at the Rundu Town Council offices with Mr Lucas
Muhepa, Chief Executive Officer of the Rundu Town Council. While the fourth and final
interview took place at the premises of the Electricity Department of the Municipal
Council of Windhoek in Suiderhof, with Mr Friedrich Diener, Strategic Executive for
Electricity. The interview was held on 15 November 2004. Some discussions were also

carried out with general employees of some of these institutions.

Besides the abovementioned, ten questionnaires per organization were distributed. This
means, of the ten questionnaires given, five were to be filled by management and the

other five by the general employees.

Another unit of analysis was that of documentary research which started with analyzing
documents that outline the historical backgrounds as well as operational structures of the
selected institutions. This provided the framework for determining the kind of institution
in order to understand the type of plans that will be suitable for its operational
environments. The documents used during this exercise were the organization’s strategic
plan. Whenever it was deemed necessary, governing rules and procedural documents
were also used. Such documents include the Namibian Constitution, the Acts of

Parliament as well as other relevant documents.

This was done to assist in understanding the origins and operational framework of these

organizations in comparison to one another. This further gave an indication of the

10



differences in all aspects in all of the abovementioned institutions even those that were
selected based on the kind of services they render to their specific communities and target
groups. For instance, GIPF and NORED have a number of differences in both their
operational frameworks as well as in the entire process of strategy formulation and
implementation. Likewise, The Municipal Council of Windhoek and the Town of Rundu
both belong to the local authorities categories but were found to have a certain number of

differences in the both operational structures and their strategic planning processes.
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Chapter 2

An Overview of Strategic Planning: Available Literature

2.1 Introduction

This chapter presents a general overview of strategic planning. For one to define
strategic planning, one need to understand the two key concepts contained in it. These
are strategy and planning. By understanding them one will be able to focus on strategic

planning as a unit of analysis.

2.2 Analysis of the Concepts

2.2.1 Planning

Planning is a process of establishing objectives and choosing the most suitable means for
achieving these objectives prior to taking action (Goodstein, Nolan & Pfeiffer, 1993:3)
According to Smith (1994: 45), planning implies a forecasting of the situation in terms of
the achievement of organizational goals and objectives, and deciding on the most
effective use of the resources available. Both aforementioned definitions indicate that

planning denotes preparing the future and organizing the way to get there.

Planning itself can be subcategorized into three levels, for example micro planning
(individual or a small group’s performance), macro planning (the organization itself) and
mega planning (external, outside, clients and society) (Kaufman, 1991:5). It is significant
to know that mega planning identifies where to go rationally and ethically, macro
planning aligns organizational purposes with societal consequences while micro planning

provides the basis for detailing the best way to get there (Kaufman, 1991:6).

12



2.2.2 Strategy

Obeng(1996:140) defines strategy as the conscious manipulation of the future that is
about simultaneous prediction and feedback. According to Bryson (1988:163) strategy
can be referred to as a pattern of purposes, policies, programs, actions, decisions or
resources allocation that define what an organization is, what it does and why it does it.
He further states that a strategy is an extension of an organizational mission to form a
bridge between an organization (or a community) and its environment. Strategies can also
be defined as means by which long term objectives will be achieved. Strategies have
multifunctional or multidivisional consequences and require consideration of both

external and internal factors facing organizations (David, 2003:11).

Hence, strategies are typically developed to deal with issues. That means they outline the
organization’s response to fundamental policy choices. If the goal approach (goal
oriented planning) to strategic issues is taken, strategies will be developed to achieve the
goals or if the vision of success approach is taken, strategies will be developed to achieve

the vision (Obeng, 1996:145).

A strategy can also be viewed as a pattern of decisions in an organization that determines
and reveals organizational policies and action sequences into a cohesive whole. It also
helps to marshal and allocate an organization’s resources into a unique and viable posture
based on its relative internal competencies and shortcomings, anticipated changes in the
environment and contingent moves by intelligent opponents (Mintzberg, Quinn, Ghoshal,

1999:5).

13



With the clear understanding of these two concepts namely strategy and planning, one
can then proceed with an analysis of strategic planning as one unit. Before doing that it is
important to note that strategic planning is a component of strategic management as
reflected in the research topic. It is therefore important to first understand strategic

management.

2.2.3 Strategic Management

David (2003:5) defines strategic management as the art and science of formulating,
implementing, and evaluating cross-functional decisions to enable an organization to
achieve its objectives. Strategic management is concerned with strengthening the
viability and effectiveness of public and private sector organizations in terms of policy
and management. Strategic management consists of two components: firstly, the ideas
and values espoused by in management with regard to goal achievement, secondly, the
methodology or approach which will be adopted in order to achieve the goal. Such

approaches include strategic planning (Van der Walt, & Hermorg 1995:107).

Management comprises of managerial units. These units are key players in the entire
process of strategic planning and need to serve as a necessary and valued activity to set
expectations at a higher level. Leaders therefore have to facilitate communication with
their subordinates and the community at large because plans will only succeed if those
involved in the process contribute in a meaningful way (Van der Walt, & Hermorg

1995:109). Strategic management therefore creates meaningful and advanced changes in

14



the institutions and organizations. It further serves as a definition of reality and the

courage to do what needs to be done.

2.2.4 Strategic Planning

Strategic Planning is a disciplined effort to produce fundamental decisions and actions
that shape and guide what an organization is, what it does and why it does it. At its best,
strategic planning requires broadscale information gathering and an exploration of
present decisions. It can facilitate communication and participation, accommodate
divergent values and foster orderly decision-making and successful implementation

(Bryson, 1988:5).

Goodstein, Nolan & Pfeiffer (1991:27) define Strategic Planning as the process by which
the guiding members of an organization envision its future and develop the necessary
procedures and operations to achieve that future. They further state that such vision of the
future state of the organization provides both a direction in which the organization should

move and the energy to begin that move.

According to Heath (1988:46), strategic planning can be referred to as an ongoing
management process that is performed by top management with the support of all
relevant stakeholders in an organization. It is always future oriented. In addition, it aims

at integrating all management functions and focuses more on opportunities and threats.

In addition to the definitions outlined above Katsioloudes (2002:6) defines strategic
planning as the process by which a system maintains its competitiveness within its work
environment by determining where the organization is standing during the time under

review, where it wants to go and how it wishes to get there. In analyzing the above

15



definitions, it is clear that they all focus on outlining the path for the future or forecasting
the organizational intentions and steps and procedures to be followed in getting there.

It is also significant to note that the planning process involves identifying matches and
mismatches of activities. These involve integrating visions, beliefs, values, needs and
current mission steps in the data collecting process. Kaufman (1991:65) argues that the
process also involves identifying things in common as well as identifying differences to
be able to select a preferred future. Mshingeni, Du Pisani & Kiangi (1995: 6) state that in
order to successfully overcome the imbalances of the past and to foster socio-economic
development in Namibia, both long and short term planning at national level should be
done in a context of national need. Hence, it will be of necessity to determine and assess
if the identified organization takes into consideration national needs and societal
priorities in its planning process and furthermore to determine if environmental scanning

and feasibility studies are carried out beforehand.

2.3 The Process of Strategic Planning

By the time someone discovers that there is a need for change that is already an
indication that something need to be done. That on its own is a manifestation of a need
for strategic planning. Because any thought about a need for change or improvement
form part of a strategy. Strategic planning sometimes reflected in an initial data
collection stage. Identifying beliefs, values and wishes of a given institution also forms

part of strategic planning (Kaufman 1991:23).
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The planning process is a culmination of a number of phases and activities to be
completed in identifying with a given objective. According to Kaufman (1991:66) the
entire process of strategic planning consists of the following steps:
e Scoping — selecting the type of planning from among three alternatives or type of
planning spelled above;
e Identifying beliefs, norms and values;
e Identifying visions;
e ldentifying missions;
e ldentifying needs;
e Identifying matches, mismatches, integrate visions beliefs, values, needs and
missions;
e ldentifying strengths, weaknesses, opportunities and threats;
e Deriving decision rules;
e Developing strategic action plans;

e Putting strategic plan to work (implementation).

All of the stages mentioned above summarize the whole process of strategic planning
encompassing strategy formulation, implementation as well as evaluation and control.
In order to be able to implement the tools of reactive and proactive planning first and

foremost ability to think strategically is required.

Strategic thinking is characterized by a switch from seeing the organization as small

groups of disassociated parts joined in competing for resources, to seeing and dealing

17



with the corporation as a historic system that integrates each part in relationship to
the whole (Kaufman, 1991:69). Strategic thinking is based on mutually agreed upon
rewarding visions and payoffs. This simply means if ones ideas are good the plans
that will be developed will be good also and the entire process will produce good
results. It is a shift from linear lockstep, means/process oriented tactics to future
mutually rewarding ends. Strategic thinking relates organizational means and
products to socially useful ends. It is therefore both practical and ethical in nature

(Kaufman, 1991:69).

Strategy formulation is at the foundation of the organization’s evaluation of their
strengths, weaknesses, opportunities and threats (SWOT analysis). This is because
what organizations aims for, is to develop strategies designed to maximize strengths,

minimize weaknesses, capitalize upon opportunities and deal proactively with threats.

The implementation stage, however, entails sharing understanding and common
commitment to the strategy. The core activities at this stage involve a refinement of

the strategies into programs, budgets and procedures (Katsioloudes, 2002:21).

The final phase then includes strategy, evaluation and control, where the results and
progress are monitored. This is where the amendments and corrections mechanisms
can be implemented in order to determine and shape the future of the organization
(Katsioloudes, 2002:21). The core component of this assessment is strategy

formulation and implementation.
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2.3.1 Strategy Formulation

2.3.1.1 SWOT Analysis and Environmental Scanning

As it is highlighted in the general strategic planning process, the SWOT Analysis
precedes all activities of the strategy formulation. At some point, strategists must
make an attempt to identify as many relevant opportunities as is feasible.
Opportunities are external to the organization and can be defined as any factor or
situation that might be expected to aid organizations efforts to achieve their objectives

(Smith, 1994: 54).

Threats, just like opportunities, are also external to the organizations and can be any
factor or situation, which might be expected to hinder efforts to achieve their
objectives. On the other hand, strengths of an organization are positive attributes or
abilities unique to the organization, which in some way enhance the organization’s
abilities to achieve its objectives. Weaknesses are internal negative attributes or
inabilities unique to the organizations, which in some way have led (or will probably

lead to the organization’s failure to achieve its objectives.

After carrying out the SWOT analysis the strategic planning process can proceed

with the environmental scanning and validation of information Environmental

scanning in terms of strategic planning, focus on three different dimensions. These
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dimensions are: the macroeconomic environment, the political-legal environment and

the socio-cultural environment (Katsioloudes, 2002: 28).

2.3.1.2 Identification of Strategic Issues

Upon completion of the SWOT analysis, identification of strategic issues then
follows. Strategic issues can be defined as a fundamental policy choice affecting an
organization or management and its purpose is to identify the fundamental policy

choices facing the organization (Bryson, 1988:139).

Strategic issues directs the process of decision-making. Decision-making begins with
issues, whereas strategic planning can extend the process by effecting the way issues
are handled and resolved. This is done in consideration of both organizational as well
as societal values, morals ethics and the legal framework in place in a given

environment.

After the process of issue identification is completed, issue weighing and thorough
analysis should be carried out. This will then lead to the final option that identifies

issues of serious concerns. The identified issues then become strategic plan options.

2.3.1.3 Identification of the Planners and Stakeholders
When all this is done, the next concern is to identify the most effective planning team.
The planning team should consist of a reasonable number of experts derived from all

the relevant fields that need to be taken into consideration in the whole process. For
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instance, if a certain private company such as GIPF is embarking on developing a
strategic plan, all departments and other stakeholders should be represented in the
planning team.

In the past, the planning team used to be composed of only senior managers, experts
and consultants. Currently, the situation is moving towards establishing planning
divisions in organizations. There are many functions that can be carried out by
professional planners. These include facilitative, research and support functions
especially providing follow through on the assignments made during the course of
planning. Another added component to this is that of coordination (Goodstein, Nolan

& Pfeiffer, 1993:105).

Besides the planning team of the organization, it is necessary to involve other
stakeholders in the planning process. These stakeholders include the board of
directors, labour unions, clients or customers, local and state governmental bodies,
the surrounding communities and in fact, any constituency that perceives that it will

be impacted by a significant change in the organization (Kaufman: 1991: 109).

Brainstorming can be defined as a means of getting a large number of ideas from a
group of people in a short time. The intention of brainstorming is to generate ideas.
Hence, the thinking is not oriented to be structured and there should be clear rules and

procedures to avoid diverting from the business at hand (Smith, 1994: 103).

21



2.3.1.4 Options Appraisal

This stage takes into consideration discounted cash flow analysis as well as cost
benefits analysis. This is then followed by weighing and ranking of
alternatives/options. Weighing and ranking involves assessing and scoring each of a
number of options against each of a number of criteria in turn, then adding up the

scores and reviewing the results (Smith, 1994: 114).

Upon completion of that process the best options are then selected. Such options
should be selected in consideration of the organizational aims and objectives and

whenever it is necessary, the mission and vision.

2.3.1.5 Strategy Drafting

Documentation should follow, to be used as an aid for ensuring action. This entails
drafting what can be referred to as a strategic plan or business plan. Such documents
outline intended activities to be carried out as well as intended destinations or rather

achievements envisioned within the framework of the plan in place.

This stage entails setting down the main elements of a business’s vision, mission,

values as well as goals and objectives. These activities lead to development of a

strategy.

22



a) The Vision

The first step at this is to develop a realistic vision for the business. That will be
represented as a picture of the organization in a given time period, in terms of its
likely physical appearance, size, activities etc. Any organization’s strategic vision
should be a response to the following critical questions:

- Who are we?

- Where are we going?

- How will we get there?

- How will we measure our performance (Thompson & Stickland, 2003: 33)?

b) The Mission

The nature of the business of any organization is often expressed in terms of its
mission. The mission indicates the purposes of the business. The mission is associated
with behaviour and the present state of affairs of the organization. It further should be
dynamic in orientation, allowing judgments about the most promising growth

directions and those considered less promising (David, 2003: 57).

c) The Values

Values are fundamental issues or elements that governs operation of the organization
and its conduct or relationship with society at large, customers, suppliers, employees,
local community and other stakeholders. Organizational values assist in shaping the

required and acceptable norms on which the vision and mission can be measured in
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relation to the organizational goals and objectives. (Thompson & Stickland, 2003:

38).

d) Goals and Objectives

Goals should be quantifiable, consistent, realistic and achievable. They can relate to
factors like market (size and shares), products, finances, profitability, utilization and
efficiency. Whereas objectives should relate to the expectations and requirements of
all the major stakeholders, including employees, and should reflect the underlying
reasons for running the business. Goals and objectives will guide or drive the
implementation process. (Arnold & Maier, 2005:2) All of the abovementioned
elements will assist planners in developing the effective implementation modalities of

the plan.

2.3.2 Strategy Implementation

The following stage in this whole process is that of strategy implementation.
According to Katsioloudes (2002:211) strategy implementation is simply the set of
activities necessary to fully execute an organization’s strategies. The whole exercise
of implementation is based on the organizational structure in place. Similarly, it takes
into consideration the organizational culture and environment where the organization

is operating from.
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2.3.2.1 Actual Execution

The implementation involves the concurrent initiation of several tactical or
operational plans and programmes at different levels of the organizations and in
different segments. It is imperative that changes that develop as a result of this be
managed carefully especially at the top of the organization (Goodstein, Nolan &
Pfeiffer, 1993: 236). However, successful implementation depends on total
commitment and effective participation of the organization partners to what has to be

done and to their understanding of why it should be accomplished.

The involvement and commitment should begin during the planning phase, and not
during the implementation. People are the critical element in a successful

organization and the successful implementation of the plan (Kaufman, 1991: 265).

2.3.3 Strategy Evaluation

The determination of performance effectiveness and efficiency is the final step of the
problem solving process. It plays two significant roles. These, according to Kaufman
(1991: 271), are:

- Comparing en route progress with required results (this is ongoing monitoring of
each phase of the problem solving the process throughout planning, doing and
delivery.

- To find out if one have accomplished what he/she set out to deliver at the end of the

project/program or at a specific time.
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In general, evaluation is retrospective as it compares results with intentions.
Furthermore, data collected during evaluation should be used to fix and/or improve
the system and such information should be shared among all stakeholders and

colleagues in the entire process of strategic planning.

2.4 Conclusion

In short, proper planning enables institutions to limit external threats, to make use of
opportunities and to address questions and problems in a proactive manner. Strategic
planning is proactive, long-term and community oriented. It is therefore important for
officials to have a strategic vision for the communities which they serve. A common
understanding of questions and goals not only gives a united vision of the future, but

also helps to mobilize all available resources in order to make provision for change.

In addition, the strategic planning process must have guidelines that specify what
should be done. This then requires the development of action plans. However such
plans should be kept under constant review in order to prevent any derailment from

the set course of action.

It does not mean that because strategic planning is a top management activity, middle
and low level management do not need to participate fully. It is advisable that top
management provides guidance while middle management carries out all activities
pertaining to preparation of activities of the process, whereas low management should

take part in the actualization process, i.e. effecting duties. Strategic planning should
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therefore be an organizational process that involves all of the management levels and

all staff members in any given organization.

The following diagrams summarize the process of strategic planning as it spell out the
critical points and steps to be followed in developing a strategic plan. It therefore
need to be clearly understood and studied before one initiate the process of strategic
planning. The following chapter is going to provide short overviews of institutions
selected. These overviews in relations to the generic process will assist in determining
if such institutions organizational setup and operations meets the general standard
required or that will make it possible for strategic plans to be developed and be

implemented accordingly.
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Figure 1 The Strategic Process
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Chapter 3
Short Overview of NORED, GIPF, Rundu Town Council and Municipal Council of

Windhoek — Electricity Department

3.1 Introduction
This chapter will dwell on the analysis of the given institutions. Amongst others, it looks
at missions and visions of such institutions as well as their operational structures. Their

respective approaches to the planning process will also be summarized.

3.2 NORED

The Northern Regional Electricity Distributor (NORED) was the first regional electricity
distributor to be established in accordance with the government’s restructuring of the
electricity supply industry. The company was registered in April 2001, but it only

commenced activities in 2002 (NORED Electricity Business Plan, 2004:2).

NORED took over from Northern Electricity (NE) after their contract was terminated by
the Electricity Control Board (ECB). It is significant to note that the Northern Electricity
was operating before government restructuring of the electricity supply industry took
place. NORED was then awarded a contract of one year which, they completed
successfully and this caused the renewal of the contract that will run for a period of

twenty five years.

The company operates as a supplier and distributor of electricity in a number of towns in

the northern part of the country. The ownership of the company is equally shared by three
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different groups of shareholders. These are NAMPOWER (PTY) LTD, the Local
Authorities Electricity Company (PTY) LTD, and the Regional Councils Electricity

Company (PTY) LTD.

All of the aforementioned shareholders hold 33% shares each and the remaining 1%
share is currently not allocated but plans are underway to have it allocated. The company
structure is made up of 114 positions in total. However, some of these positions are not
yet filled. The management is made up of the Managing Director and four General
Managers. The decision-making in terms of managerial issues is done by The Board of
Directors. The Board of Directors consists of representatives from the three different
groups of shareholders indicated above as well as representatives from the Ministry of
Regional and Local Government, Housing and Rural Development (MRLGHRD),

Ministry of Mines and Energy (MME) as well as from the legal fraternity.

NORED’s core function is to buy and sell electricity to individuals as well as to business
entities within the borders of its operational areas. Sales are metered in prepayment
meters and conventional meters. The latter is popular amongst domestic customers.

Approximately 91% of NORED’s customers opt for the prepayment mode.

NORED’s vision is subcategorized into three different aspects. These are:

e Commodity — we will put advanced technology in place to make reliable

electricity accessible to most of the population at affordable and stable tariffs
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e Service — our Services will attract investors, bring economic growth and
development that stimulates job creation
e Relationship — our customers will experience high service levels, and

communities will enjoy better living conditions through social upliftment.”

In addition to the vision, NORED has a comprehensive and consistent mission namely:
“NORED aims to supply quality and affordable electricity to all it’s customers” (NORED

Electricity Business Plan, 2004:28)

The mission will be achieved through:
- reducing of outage time by using available technology and resources;
- actively contribute to the development of the wider community in its area of
supply;
- promote and encourage alternative sources of renewable energy;
- maintain excellent relationship with customers and stakeholders;
- support government policy on the electricity supply industry restructuring and

rural electrification.

The key performance areas in attaining such a mission involve service excellence,
business growth, access to electricity, financial control, efficiencies and stakeholder
relationship (NORED Electricity Business Plan, 2004:29). As part of its plans NORED
wishes to promote and encourage electricity usage as part of their marketing strategy,

which at the end of the day assists in connecting more customers and boost the business
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operational area. According to Mr Shovaleka, NORED, further wishes to excel in service
delivery thus will be able to attract investment to the northern regions as well as making
electricity easily accessible by installing vending machines for supplying units to the

customers twenty four hours a day.

NORED wishes to advance and maintain a reliable network so as to avoid
disappointment inconvenience in terms of power supply to the customers. Similarly
NORED strives for cost control to ensure that all costs incurred are necessary and
reasonable that will contribute to good return in terms of profit generation and high
income returns to the company. The company plans to carry out a review in the next five
to ten years in order to determine if the operations are running as per strategy in place and

to determine the level of achievement to be de recorded by then.

In order to understand the process of strategic planning at NORED one needs to look at
the company’s operational structure. The formulation of the plan start at the highest level
(the board of directors) and filter through all the structure until the lowest centre level
where the implementation takes place. The following diagram therefore summarize the

organizational structures through where the plan was formulated and being implemented.
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Figure2 NORED’S ORGANIZATIONAL STRUCTURE
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3.3 Government Institutions Pension Fund

GIPF came into effect on the 01% October 1989 shortly before independence. GIPF
was established to take over the operations of pension administration, which has been
under the responsibility of the Treasury Unit of the Finance Department of the South

African government.

The core function of the fund is to provide retirement and ancillary benefits to the
beneficiaries, who are members of the fund and their dependants. However, the rules
of the fund are drafted within the framework of the national governing rules which

operate in conjunction with the Pension Fund Act (Act no 24 of 1956).

The fund has since then been operating under Suid Afrikaanse Nasionale Lewens
Assuransie Maatskappy (SANLAM) and was only transferred to its own premises in
July 1999. Most of the assets were transferred upon the establishment of the fund and

all civil servants automatically became the first group of the members of the fund.

GIPF offers the following pension benefits

e Normal pension benefits;

Early retirement benefits;
¢ Il health benefits;

¢ Disability income benefits;
o Death benefits;

e Retrenchment benefits; and
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e Funeral benefits.

As part of its leading role, GIPF strive to be among the leading pension funds worldwide,
provide real value benefits and a sustained stream of first rate member services whilst

meaningfully contributing to the development of Namibia’s economy and society.

The company’s leading mission is ““ to provide the highest level of financial security to
its members and to deliver efficiently accrued and approved pension benefits and services

to member and their dependants.”

The company is functioning under the leadership of a Board of Trustees. The Board of
Trustees, consist of nine members drawn from different stakeholder units. These are the
government, trade unions as well as representatives from the legal fraternity. The role of
this body is to ensure effective and worthwhile investments of the pension and at the

same time, monitor real value benefits to members and their dependants.

In addition to the board, there is a management team consisting of fifteen members drawn
from four different departments. These are the ones who are responsible for the day to
day activities of the fund their main responsibility is to ensure good quality service
delivery to members and their dependants. The general workforce of GIPF consists of
one hundred and fifteen members, stationed both at head office and its six regional
offices. The regional offices are located in Katima Mulilo, Rundu, Ondangwa, Oshakati,

Keetmanshoop and Swakopmund.
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GIPF has been doing well in terms of investment. GIPF assets in 2005 were standing at
approximately 19 billion N$. It is therefore one of the leading companies in Namibia’s
financial sector. However the fund experiences some difficulties resulting from the
HIV/AIDS pandemic that contributes to the high death rate of members of the fund and
their dependants. (GIPF Strategic Plan — Corporate and Departmental, 2002:6) According
to Mr Hango, GIPF’ s Chief Executive Officer, the number of death cases and
withdrawals from the fund have raised tremendously. By implication, this means that
pension benefits payable in such cases became too many and pose a great impact to the

assets of the fund, in general.

GIPF wishes to increase its membership to at least eight hundred thousand within a
period of five years. That is why plans are underway to establish  GIPF Proprietary
Limited that will take on board other private institutions and will offer defined benefits.
Such a fund will operate at the market level and challenge existing defined contribution
funds in terms of service delivery (GIPF Strategic Plan - Corporate and Departmental,

2002: 7).

The company is striving for effective and high return in terms of investment both inside
and outside the country. However, sometimes such investments happen to be operating in
a risky environment (GIPF Strategic Plan — Corporate and Departmental, 2002: 7). The
organizational structure of GIPF is designed in such a way that the various departments
are coordinated in order for them to complement each other in administering their

activities. The four departments operating with the support of the Chief Executive Officer
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spearhead the implementation of strategies and plans. This is done under the supervision
and monitoring by the Board of Trustees.

The company’s operational structure is outlined on the following diagram:
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Figure 3 GIPF ORGANISATIONAL STRUCTURE
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3.4 RUNDU TOWN COUNCIL

The town of Rundu was founded in 1936. During those years it used to be referred to as
the post of Rundu. The name Rundu derived from the Rukwangali word and it means
“uphill”. The town is located at the center of the Kavango Region with 200 kilometers to

the border of the region on all four sides of the town.

According to Mr Muhepa The Rundu Town Council’s Chief Executive Officer the
geographical area of the town covers one hundred and seventy four square kilometers of
which only 15 (fifteen) kilometers is covered or occupied by houses, businesses and other
buildings. However, out of the covered fifteen kilometers only five kilometers is formal
settlement. Otherwise, the remaining ten kilometers is informal settlement. The
population of Rundu town is estimated at sixty two thousand as per the last national
census carried out in 2002. Furthermore, the town covers three of the nine political
constituencies in the region. These are Rundu Rural West, Rundu Rular East and Rundu

Urban.

The town was officially proclaimed in 1993 in terms of the conditions of the Local
Authorities Act (Act no 23 of 1992) as amended which makes provision for the
establishment and proclamation of certain municipal areas into towns. The operations of
the town only became partly independent from the government in 1999 when the town
started functioning independently in terms of resources provision and supply, as well as

in terms of direct supervision from the MRLGHRD (Muhepa:2004).
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According to Mr Muhepa, infrastructure development and economic conditions
enhancement was recorded at a very slow pace since the establishment of the town in
1936. In other words there was no mechanisms and capacity to develop infrastructures
and there were no viable products that will assist the town in boosting its economy.
However, it only progressed during 1974/75 upon the establishment of the military center

at the town by the former South African government soldiers.

The town’s decision-making is spearheaded by the Town Council. The Town council also
directs the process of infrastructure development. This body consists of political figures
elected during the Local Authorities election that took place in May 2004. These
councilors represent the interests of the political membership at the ground and are
expected to keep in touch with them in all issues pertaining to the general well-being of

the entire community in the town.

The Town Council consists of seven town councilors of which three are female and the
remaining four are men. In terms of political representation six of these councilors
represent the SWAPQO Party while one represents the COD (Congress of Democrats).

One of these councilors serves as the mayor of the town.

The day to day administrative activities of the town are directed by the Chief Executive
Officer together with his team of ninety employees. The number of employees is
expected to rise to approximately one hundred and thirty when all positions in the

establishment of the plan are filled. This will be realized upon the implementation of the
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strategic plan. This is expected to be accompanied by the improvement of services
rendered by the town management to its residents (Rundu Town Council Draft Local

Strategic Plan, 2004:3).

The town management still consult with the MRLGHRD in terms of supervision,
funding, capacity building, training and development of its staff members. The other
partners in this regard is the Kavango Regional Council, the National Planning
Commission and all other government and private institutions who are stakeholders in the

realization of goals and objectives of the town.

The vision of the Rundu town is “ To be the best town people can be proud of” whereas

the mission is still to be identified.

Rundu Town Council draft Local Strategic Plan (2004:8) sets out the Strategic core areas
as:

- To enhance Council’s human resource capacity and to create a working
environment conducive for staff members impacting on improved service
delivery;

- To improve the quality and reliability of core service provision towards customer
satisfaction and commitment to pay;

- To enforce and ensure the enforcement of the council’s regulatory framework to

achieve an environment that is conducive for all stakeholders;
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- To improve council’s financial sustainability through a diversified revenue base
and improved collection towards reinvestment in service provision;
- To increase the Council’s capacity to communicate with all stakeholders resulting

in increased involvement in Council affairs and cooperation.

The town plans and activities are coordinated with those of the Regional Council. This is
done in order to avoid overlapping of activities and neglecting some critical areas in
terms of service provision and infrastructural development. One of the core functions of
the town is the provision of affordable and proper housing for the residents of the town.
This is therefore the most critical area that is necessitated by rural/urban migration

mainly in search for employment.

The diagram below illustrates the organizational structure of the Rundu Town council.
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Rundu Town Council Organisational Structure
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3.5 The Municipal Council of Windhoek

Though the actual analysis was carried out only at the Electricity Department, the
Municipal Council of Windhoek has one main strategy that covers and directs the
operations of the Council in all departments. Hence it is important to understand the
overall strategy before analyzing the specific department. There is no strategic document

drafted specifically for the department under review.

Windhoek is the capital city of the Republic of Namibia. The city covers a total area of
six hundred and four square kilometers and its inhabitants are estimated at around two
hundred and twenty three five hundred and twenty nine people making up almost 12.8%

of the total Namibian population of 1.8 million.

Though it has been in existence for many years, .the first Local Authorities elections were
held by end of 1992 as provided for by the Local Authorities Act (Act no 23 of 1992) as
amended. That is why the first democratic elected Council only took office at the

beginning of 1993.

The City of Windhoek has been operating as a municipality under the apartheid rule. The

South African government had been ruling the country by then and they were the ones on

the forefront of all services including the municipal services.

The main functions of the Municipal council of Windhoek are as follows:

- To supply water to the residents in this area;
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- To provide, maintain and carry on a system of sewerage and drainage;
- To provide and maintain a system of sewerage and drainage;

- To provide and maintain a system of refuse removal and disposal;

- To provide serviced land for any development;

- To establish and maintain cemeteries;

- To construct and maintain public places;

- To supply electricity or gas to its residents;

- To establish and maintain public transport system;

- To establish housing scheme;

- To establish public market to establish and maintain parking garages;
- To provide community facilities;

- To provide certain identified services on an agency basis for central government;

- To determine the charges or fees for any services rendered.

All aspects pertaining to policymaking are directed by the City Council. The Council
consists of fifteen (15) members appointed in office for the period of five (5) years. The
Council meets regularly to deliberate on policy issues and takes decisions on the issues

pertaining to the running and affairs of the town.

The current council was elected on the 14 May 2004. These are part time political office

bearers whose responsibilities amongst others are to assist with policy formulation and

decision-making. The councilors amongst themselves elect the Management Committee.
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The core functions of this committee is to ensure that decisions of the council are carried

out and it plays a role in controlling the expenditure and revenue voted by the council.

The Major of the city is elected amongst the councilors on an annual basis. He/she
therefore serves as the ceremonial head of the council. In order to carry out its duties
and functions, the Council must appoint a Chief Executive Officer (CEQO), who directs all
administrative activities of the city. Such a person is appointed for a period of five years
and that term is renewable. The CEO and Strategic Executives (heads of the department)
also attend all management committee and council meetings on an ex officio basis. The
departments are created to effect t