
Conclusions and 
the Way  Forward 

The findings  reflected in the  previous  chapters  represent  some of the  results of 8 months 
of investigation,  research  and  intensive  discussion. The  Task Group has  sought to reach 
conclusions  that: 
a take  into  account the overall policy directions of government 

a address  the  constraints we have  described 

a reflect the  problems identified with the current  structural and infrastructural 
arrangements within government 

a do so within a framework  that  addresses  the  problems  inherent in our  society. 

a do so within a framework  that  takes  account of best democratic practice in 
countries  where  communications  achieve  the  broader  aims  necessary if 
government is to  enter into dialogue with society. 

0.1 OPENING UP A  DIALOGUE:  A  NEW PHIL050PHY OF COMMUNICATION5 

Modern communications  theory i s  based  on  the notion  of  dialogue. That is, in order to 
be successful,  the  communicator must be  both  communicator and audience.  In  order to 
achieve this, old style  notions  of  communications as a way of 'telling'  people things,  or 
'persuading' them  to act and respond in certain ways, is inadequate in a modern 
democracy. The communicator  should  have, as it were, a relationship with his/her 
audience,  to  their  mutual  benefit. 
In South Africa,  where  government's  attempts to open up such a relationship are as young 
as our  democracy  itself, and where the majority of the population has  never experienced 
(and is still indeed  generally  not  experiencing) such a relationship, the challenge is great. 
Where other  democracies  have had the advantage of a long evolution of ideas and 
practice, trial and error,  South Africa urgently  needs  to  do, in a short period of  time, what 
other  democracies  have had years to perfect.  In  short, we must preserve and nurture  our 
fragile democracy, and we must build a human  rights  culture  through  the  length and 
breadth OF our  society. 
Government's ability to do so will depend, in large part,  on its ability to reach he 
population and to engage  people in meaningful  dialogue. This also has great 
significance  for  government's  commitment  to  transparency. 

Chapter 

0.2 THE  STATU5 OF COMMUNICATION5  IN  SOUTH  AFRICA 

This raises u central issue:  that  of  the  status  of  communications and its role in our  society. 
It is common  cause  that, as a society, we fail to reach the  constituencies  we  most  need  to 
address. What is less well accepted  or  understood is the  fact,  that in order to do so, we 
must take practical steps  to put communications high on  the national agenda.  Although 
n w n e  would actually  argue  with this proposition,  there  are  clear signs that, in practice, 
communications  enjoys a relatively  low status in the machinery  of  government. This is 



0.3 TAILORING 5OUTH  AFRICA'5  COMMUNICATION 5Y5TEM 
I 

The ultimate goal of the Task Group's  vision is the  creation of a communication and 
information system tailored  to meet  the  demands of the  broader  democratic  human  rights 
environment  within  the  particular  needs and constraints of the  South African context. 

Many of the  problems  government is experiencing  can be traced  directly  to  the  inherited 
structures  through which it must  conduct  its dialogue with society.  Even where there  have 
been  attempts at transforming  those  structures,  the way communications  relates to 
government  strucfures  makes  effective  communications delivery  unwieldy and difficult. 
As a result,  the Task Group has given a great  ,deal of attention,  first, to  examining  the 
structures  that  exist  and,  second,  to redefining the  basis  on  which a government 
communication  system  should  work.33 

The proposed  new  structures  take a number of important  factors  into  consideration: 

t 

~ 8.3.1 The  need  to put  elected  government  in:control of communications. 
The  present  arrangements  separate  the policy making  function  from  the 
communications  that  should - according to all the laws of democratic 
accountable  government - support  thisifunction. The new  proposed system will 
ensure  that  government is empowered with a communications  arm  that  accounts 
directly  to and through  the political p k e s s  and reflects  decision  making and 
priorities at Cabinet level. Thus Cabinet  itseif  should  drive and direct overall 
policy with regard to communications, while the  administration of that system 
should be directed from  the  Presidency.  In  addition,  the entire status of 
communications and its  practitioners dust necessarily be raised.34 

~ 8.3.2 The  need  to coordinate messages. 
The new system will recommend  structural  arrangements and relationships  to 
ensure coordination and synchronisation of messages  from  the  centre.  Thus 
while implementation will continue  to  occur at the  level of government  closest to 
the  structure in question,  overall,  centralised  coordination is seen as essential.3s 

8.3.3 The  need  to  reach  communities via h e  three  tiers of government 
The new system will recommend  direct  structural  responsibility for networking 
through  the  three  tiers  of  government:  thereby  establishing vertical as well as 
horizontal  coordination. The aim is <to establish  a  coordinated  network of 
information  provision  which will, in its  turn,  streamline information  delivery at 
community  level.  The  new  system GIs0 envisages  centralised  support  for 
community  media and broadcasting  where required.36 

33 See Chapters 2,3 and 6 of this Report.  See 0 1 x 1  Recommendations,  Structures. :., 
34 See  Recommendations,  Structures. 

36 See  Recommendations,  Structures. 
35 See Recommendations,  Structures. 
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approach.37 

0.4 THE  NEED FOR 5TRATEGlE5 AND OBJECTIVE5 

The  question  of how to develop  budgets,  goals and strategies  needs to be visited. Ad hoc 
communications is expensive and often  wasteful.  Furthermore, it often fails to meet  targets 
and reach  audiences. 

In this regard, a more  professional  approach  towards  communications  needs to be 
developed, including the institution  of a culture of continuous  evaluation of needs, 
audiences and obiectives. The research  conducted by the Constitutional Assembly  must I 

be commended.38 It is only  through  such a process  that  communications  can be tested for 
its  effectiveness at all stages of the  process. 

0.5 THE NEED FOR CREDl0lLlTY 

One of the aspects we have  been forced to  take into  account is the credibility of  the 
present  arrangements. Our reasons are that, above all things,  government 
communications must be seen as credible and trustworthy.  People will not simply believe 
what they  hear  from  structures  they do not trust - structures indeed that  they do not f e e l ,  
in some  way,  that  they own. This is  so all over the world. In South Africa, Apartheid 
disinformation and propaganda has left a legacy of mistrust 

0.6 THE  NEED FOR CORPORATE  IMAGE39 

One of the  aspects  that  arose during the  Task  Group's investigations is the failure of 
government to  present a coherent corporate image  to the public. This is reflected in a 
diverse array of  stationery, in the failure to identify  public  buildings  outside or to supply 
adequate  signage inside,  the way government  presents  to  the public telephonically and 
by letter,  etc, This must  form a critical  part of dialogue government  must develop with 
society.  Government must be seen  to be transparent,  accessible  and,  indeed, part of the 
fabric of  society. 

0.7 A  PROFES5lONAL CORPS  OF  GOVERNMENT  COMMUNICATOR5 

The  key  to making the new  system work will be the  development of a corps of highly 
professional communicators.*O 

The Task Group's  recommendations  will,  therefore, indicate practical ways in which this 
can be achieved:  through training programmes,  mentorship and on-theiob training, 
accreditation and employment  criteria, as weli "3 new  ranking. The present  system of 
employing  experts in other  fields to play the role of communicators  has  been  noted both 
as diminishing the  expertise of a professional  category all of its own and,  frequently, 
resulting in inefficient  delivery. 

37 See Recommendations,  Structures and Recommendations  Functions and Responsiblities. 

39 See Recornmendotions 53. 
38 A New Constitution for o New South Africa, Evaluoting the Constitvtionol Assembly,  CASE Report October 1996 

A0 See  Recommendations,  Personnel and Troining. 



consist  of  topnotch training in  a  variety of focussed  areas.41 
_ .  - 

0.9 5TREAMLINED,  EFFICIENT  AND  ’TRANSPARENT: THE WAY TO GO 

Arising both  out of investigations  elsewhere  and  our  assessment of current  government 
policy and thinking,  the  Task Group identified  a  need to reduce bulky civil service 
structures and to replace and restructure  them in a way that  renders  them  streamlined, 
cost  efficient and ultimately  transparent. 

This is, as  indicated, in accordance with government policy which has  committed  itself  to 
the  reductiorc of Q bloated civil service, and zero sum budgeting  based  on  management 
by obiectives.  Budgets will no  longer be granted  according  to some inherited notion  from 
a  previous  year of what  should be spent.  They will be allocated on  the  basis of what 
government  wants  to  achieve and how it plans to achieve  it. Our recommendations  reflect 
(and commend)  this  approach.42 
Another crucial aspect  of  this is the  need to eliminate  wasteful and costly  attempts to 
duplicate what civil society, by its very  naiure,  does  better  than  government.  Government 
should act in partnership with society,  not in competition. 
There are thus four major  benefits  that  accrue  from  the  management by objectives 
approach: 
8.9.1 Financial benefits 

The financial benefits  of  this upproach  are  ciear. By introducing procedures  for 
bulk  buying  and  outsourcing,  government  can  save  (as  demonstrated  elsewhere) 
millions  of  rands.  instead  of  the  cost  of maintaining large staff  components 
together with the back  up and equipment required by such bloated structures 
government  should be  able to  see a direct return  for  its  communications 
investment. 

8.9.2 Partnership witk civil society 
The  second  benefit  lies in the way in which  government  communicates with civil 
society.  The partnership principle implies  that,  rather  than  government  attempting 
to duplicate what civil society  does, it should work with civil society to attain its 
goals.  Government  should do what it does  best; it should  leave to civil society 
what it does  best. Where common  goals can  be  identified,  government  should 
enter into a  relationship with civil society. 

8.9.3 Empowering civil society 
The third benefit  lies in the  consequent ability of government  to  impact  on  the 
communications  profession in the private  sector.  By developing  a  coherent and 
balanced set of criteria for  outsourcing,  government can ensure  that  its broader 
policy objectives  (e.g.  affirmative  action,  the  promotion of SMMEs) begin to be 
reflected in the private sector. 

The  result of outsourcing  and  bulk  buying,  provided  the criteria are right, will 
also  result in government  receiving  better  value  for  money.  Because it will have 
access to  the  best,  government‘s  communications  spend can be allocated  to 
ensure  the  best  possible  results. 

8.9.4 Value  for  money 

A 1 See Recommendations,  Personnel and Training. 
A2 See  Recommendations,  Functions and Responsiblities and 8.22, Resource ollocation and Budgets. 
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paws from  the  best and 

It takes account of the 
fact that large par& of Aur sociev are information  deprived. The worst  scenario can be 
seen in our  remote  rural a rea  where  some 30% of  South Africans - the majority of them 
women - live,  poor, isolated  and  out of touch with the  rest of the country and,  hence, with 
democracy  itself. 

No task is greater or more  pressing  than finding ways to alleviate the isolation of those 
who,  through  apartheid,  poverty and present  circumstance are deprived of he 
information with which  to take control of their  lives and enter into dialogue with 
government. 
Our recommendations  include a number  of  ways in which these  problems  can begin to 
be addressed, in partnership  with  other sectors of society - servicing at community level, 
the  advancement of information  technology,  language  strategies,  the  encouragement of 
community  media and broadcasting,  partnerships  between  government and other media 
producers.  Others  relate  to  the  increased capacity of the national public  broadcaster, 
telecommunications and other  infrastructure. 

0.11 INFORMATION TECHNOLOGY & DEVELOPMENT43 

South Africa, as the Task Group  found during its  research  internationally, is seriously 
behind the world - including the developing world - in the area of information  technology. 

It is essential that South Africa focuses intensively  on the rapid development  of  suitable 
infrastructure  that will cover  the  country and link all areas - particularly those which are 
most information deprived - into  one national network. Because, as in so many other 
areas,  there has been a massive failure to  keep  pace with global developments in the 
past, the task will ‘be massive and must begin  virtually  from the ground up. 
The  benefits, particularly ta those with poor access  to information,  are as follows: 
8.1 1 .l Basic information 

Once the  infrastructure is  in place,  information can be  relayed to communit-ks 
relatively cheaply. This means  that, via an information network, people can gain 
access to  government  messages and information of all kinds  that  they  need to 
run  their daily lives. 

8.1 1.2 Building dialogue 

In addition, in a relatively  cheap,  effective and simple  way,.people can establish 
a dialogue with government  through  which  they can express  their  views,  make 
their co&t,pLinrs and ask  for specific  information. 

The overall advantage is that  such a network  brings  people  into tmch with a 
technology that is fast becoming a major focus of  communication  throughout he 
world.  Many communities and previously  disadvantaged  groups  are making use 
of this technology. Because of its flexibility - voice,  pictures  and  written language 
- the  user is also  able to  access information in a way that is appropriate, non- 
threatening,  easy to use and  ultimately  empowering. 

8.1 1.3 Access to the world of information  technology 

43 See Recommendations,  Functions  and  Responsiblities. See also Annexure 19. 
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. .  
deveiopment is, however, dependent  on the deiign of a coherent, integrated system 
which  networks with all sectors of government and government-related bodies as well as 
civil society  for  the  benefit  both  of  internal  comrnCnications and broader  communication 
with the public. 

0.13 THE MEDIA: THE  PRINCIPLE OF DIVERSITY45 i 
3 

is 

The fewer  the  voices,  the  more blinkered the  ,message. This has been  one of the 
consequences of the  patterns  of  ownership and control of media in our  society. 
Ownership  patterns  are  changing;  control must still go through a transformation  but these 
internal tasks  must,  on  the  whole, be performed bxthe media  itself. It is now a free  press, 
a press  that is constitutionally  beyond interference';  but, like any other body with rights it 
must now  undertake the obligation of  its own  trazsformation in order  best to reflect the 
complex and diverse  nature of our  society. tz 

It is the view of the  Task Group that  the  issue of monopolies must,  however, be dealt with 
within the broader framework  of  government  policy. 

Monopolies,  effectively  the means by which the  resources  of  society can be kept,  as it 
were,  in-house to  wealthy and powerful sectors, are being addressed in this  country, as 
elsewhere, through a competitions  policy. The United States  Supreme Court has 
commented  that:  "Antitrust  laws  are  the Magna h t a  of  free  enterprise.  They are as 
important to the preservation of economic freedomas the Bill of Rights is to  the protection 
of our  fundamental  personal  freedoms." 

The  Task Group believes  that  the  issue  of  press  monopolies,  especially  where  they involve 
the ownership of other  stages  of  the  press  chain@- paper  manufacture and distribution 
should be dealt with by the  same  process as other  monopolistic  structures - to  which, 
indeed,  they  relate. & 

Diversity must be the goal. It is for  this  reason that the  Task Group has also made 
recommendations  aimed at the  support of commur@y media and broadcasting in an  effort 
to  increase  the  number  of  voices in society. rr' 

d 

0.14 AN OPEN  5OCIETY46 

In order to  strengthen the principles  contained in the  Constitution:  the right to information 
and the right  to freedom of expression,  the Task Group will make certain 
recommendations and suggestions with regard toQpen  Democracy legislation and also 
the  removal of anachronistic  legislative  restrictions,  that  remain  on  the  statute  books. 

0.15 THE PUBLIC BROADCASTER47 

Over time,  the SABC must  transform  itself into theiational public  broadcaster.  Regulated 
by the IBA, it will be independent  of  government  interference,  but it will be accountable 
to  society as a whole - to the greater good of all;$ectors. 

In order to do this it must have  funding  from govanment and, in order to ensure  that  this 
funding cannot be tied,  or  bound by cond.itionalities, the  Task Group makes 
recommendations  on  ways in which this complex  relationship  can be serviced. 

: 44 See Recommendations, Development Information and Recommendations,  Functions a d  Responsibilities (of the CSA] 
B i  

45 See Recommendotions, The Medio Environment. 

47 See Recommendations, The hkd io  Environment. 
46 See  Recommendations,  Access to Information. 6 5 1 9  
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0.17 COMMUNICATING  INTERNATIONALLY49 

The lack of a strategy  and coordination in projecting South African policies and priorities 
was  expressed  forcibly by Heads of Mission in the  countries visited by the Task Group. 
Lack of access to specialised  services and resources, including Internet, were cited as 
major  problems. These and other findings are reflected in research done by Foreign 
Affairs. 
It was  noted that  the  standard  of delivery is lower  than in many  other  countries - 
particularly those of the  Americas,  Europe and Asia.  Comparable  developing  countries 
have  Internet sites, and  major  efforts are made to make  commercial and statistical 
information available in this way. 
Similar  problems  relate to  the way  in which  visitor  support  to South Africa - both state and 
lower status - is conducted. 
Recommendations  to  improve this situation  have  been  included. 

0.10 THE  QUE5TION OF LANGUAGE50 

A critical factor in the  modern  democracy is the growing demand  on  government  to  speak 
to the population in a language and manner  they  understand. 
This has important  implications as regards the  use of  language  of  choice which is, 
indeed, a constitutional  requirement. This is an issue  that  government will have to grapple 
with, particularly once  the  Pan  Language  Board  has  developed its language  policy. A 
great deal  will hang on  these policy proposals, particularly as regards the delicate 
problem (in the view of the  Task Group) of balancing nation-building and unity with the 
right to  communicate in the language  of  choice. 
It  must be noted  that  braille, signing and other such specialised  languages  need to be 
incorporated as languages in  daily use by large numbers of people.5' 

There is, in addition, the problem (common  throughout  government and much of civil 
society) of language that is not plain. A growing and relatively  wellestablished lobby 
exists (certainly in English-speaking  countries and Scandinavia)  premised  on  the belief 
that people have a right to read (or hear) and understand  government  documents. 
Legislation,  contracts, official correspondence,  forms and other  written  matter used by 
government must therefore  come  under  scrutiny  to  ensure  that  ways are found to make 
them  accessible.The  British  Rayner  Commission is  estimated  to  have  resulted in direct 
savings  to  the  British  government of 15 million pounds with indirect savings of some 250 
million pounds. The  commission  checked 171 000 government  documents, scrapped 
36 000 and revised  another 58 000.52 

0.19 LITERACY AND  ACCE55 TO INFORMATION 

One of the  most  serious results of apartheid education is that  over half  of  our population 
cannot read. Solving this problem is  not within the  focus of the  Task Group, but a couple 

. . i  . . , .  . 
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40 See Recommendotions,  The Medio Environment. 
49 See Recommendotions, improving South Africo's imoge in the World. 
50 See Recommendations,  Access  to Information 
5 1 See Recommendotions.  Access to Information. 
52 See Recommendations 70 - 73. 



in different  ways. 
At the  same  time, illiteracy is experienced by those who cannot  read  and write as a form 
of disability.  Learning  to read and  deal with written  texts is thus a form  of  empowerment. 
There is evidence,  furthermore,  that  access  to  written  texts automatically  impacts  on 
literacy levels. 
It is therefore critical that  government avoid the 'soft' option  of simply using  one  means 
of communication  to  address a large section of our  population. All people  should  have 
access  to all forms of communication. 

8.20 AFFIRMATIVE ACTION53 

Affirmative  action is a critical part of addressing the apartheid legacy and therefore a 
continuous  theme in the  Task Group's  report.  Affirmative  action is implicit  in  all 
recommendations  made  to  the  Deputy  President and must incorporate all sectors 
disadvantaged by apartheid, as well as by socio  economic  or  other  circumstance. Thus 
disadvantages with regard to  gender, disability, age and other  factors must be equally 
reflected.  Diversity is an issue  here,  too, as, if the  voices  of  government and society are 
male, young and able,  the  perspective of: other  groups will not be brought to bear and 
society will be the poorer for this. 

- Affirmative  action must operate at three  levels in the communication  chain: 

8.20.1 Audience 
The  needs,  sensitivities,  language,  etc.  of  the  audience  must be considered at all 
times.  Practically,  this  requires  careful  research and the application of 
continuously  monitored systems of communication. 

The people who transmit  the  messages  must  represent all sectors of society.  They 
must speak with the  voices of society. This means that  selection and training 
processes  must be reviewed and overhauled. 

Outsourcing  provides  excellent  opportunities  for the  empowerment of sectors of 
society.  The  Task Group recommends  procedures  for  the  establishment  of criteria 
to  influence  the  development  of  private  sector  production capacity and skills 
training. This is also in tune with the notion of civil professional  society in 
partnership with government 

8.20.2 Communicator 

8.20.3 The producer 

0.21 THE PARTNER5HIP PRINCIPLE I 

It is the view of the  Task Group,  informed by local investigations  and  reinforced by its 
international research, that  effective  delivery in  ihe government  communication sector is 
imrneosurably  enriched by partnerships with civil society. 

! 
I 

53 See footnote 7 on Qualifiers. 



0.22 BUDGET5 AND RE5OURCE5 

It is recognised  that  Government  faces  severe financial constraints.  The  Task Group has, 
therefore,  developed  a  framework for a  new  communication  structure  which will make 
efficient use of personnel and resources in the  most  streamlined  manner. 

The lack of a  clear, agreed system for measuring  costs and output  also  makes it difficult 
to  precisely quantify the  impact of the  recommendations  on  the  fiscus.  Moreover,  a 
detailed costing of the  new  system would  be  premature  without certain key  steps, 
including the  personnel skills audit,  the  consultative  process with the  Public  Administration 
Ministry and Public  Service  Commission, and the detailed design of the CSA. However, 
it is possible  to  provide some  general  comments  on  the  cost  impact. 

We estimate  that  savings  can  be  effected in the following ways: 
0 reduction of duplication, and greater integration of services (providing 

a  reduced overall personnel  component (in the range of 1 0 - 1  5%) 
0 lower advertising costs  as a  result of bulk  buying by the CSA (a  saving of at least 

economies of scale) 

R30m/year) 
There will be some increased costs occasioned by the need to  set up  the  new  structure 
within the  Presidency and the CSA, by the need to improve training and other  services 
offered by government  (e.9.  funding  for certain services  such  as  the  development 
information  service and IT under  the CSA), and by some  increase in remuneration  levels 
due  to  the proposed higher level of seniority of some  communications  personnel. We also 
believe  that the efficiency of individual departments will require an increase in the  share 
of their  budget  devoted  to  communications,  although  this  has  no  net  impact on 
government  spending. 
An  established  system  for  costing and measuring  performance will also  assist  the drive 
for  efficiency. Net savings  to  government  purely  on  personnel and operations  should be 
in the order of R50m  per  year,  or  between 10.1 5% of current  costs. 
We  also  recommend  funding  for public broadcasting and the  community media sector. 
Parliament  has already resolved  to  fund  the public broadcaster  on  a triennial basis and 
our  recommendation in this regard will hopefully facilitate the  process.  In  the  case of 
community  media,  government will be required to  contribute part of these  subsidies.  The 



0.23 MAKING THE  TRAN5lTION- 

Finally, the Task Group recommends  the transformation  of  government  communications 
structures can  proceed. 
The  Task Group believes it is essential  that  the wider community  continue  to be involved 
in the  development  of a new  government  communication  system  once  the  intensive  phase 
we are currently  involved in is complete. ! 

On the basis that no  structure  has  the capacity to transform  itself, and following the 
principle of  partnership  with civil society,  the  Task Group will recommend an advisory 
body made up of  representatives  of  the  professional  sector  to  donate  their  time and 
expertise to work with government  for  an  interim period. 
In  this  way,  the  communications and other  related  professions will become  an  integral 
part of the  new  government  communications  system  from  the  start - creating the building 
blocks  for a new and successful partnership. 

54 See Recommendations,  Structures,  Communicofions 2000. 


