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MEMORANDUM TO ANC PRESI DENT |

FROM PRESI DENT' S OFFI CE RESEARCHER

TOPIC. Organising and Staffing Patterns for a Head of State’'s O fice.
SUMVARY:

1. Task of structuring Head of State Ofice based on personal style of Head
of State (HO8) and political needs.

2. Two brood approaches to structure in the HO8 office are found: O.

hi erarchical layers with only very senior staff having access to HO8; and
b) the spokes-of-o0-wheel o-ption in which a broader range of staff hove
direct access to and accountability to the HOS8;

3. Access by staff to the HO8 is crucial for the functioning of the office
and for the HO8 getting the kind of book up which is expected fromthe

of fice. Wio gets access, how and how regularly con only be determ ned otter
the style of the HOS, his/her decisionnokihg preferences, her/his
preference in reoltion to briefings, etc hove been defined.

4. Staffing is usually by appointnment of the H08, with a bal ance of

prof essionol and clerical staff, the snoller the office, the greater the
proportion of professional staff.

5. There is no uniformty in the functions found within the offices of
HO88, but to generoiise the categories of functions one con list the
following: Public Affairs - press liaison, speeohwitihg; Legislature

Li ai son; Executive Liaison; Policy Analyst; Legal Advisor; Link to Party;
Boar ds and Conni ssi ons Appoi ntnents; Appoi ntnents Secretory; Secretorio
staff. In sonme instances, HOS hove Special Assistants on key issues, such
as women’s issues, youth and education.

6. Staff Devel opnent is vital to the life of the HO8 Ofice. During o tehn
of office, the political situation changes and devel ops requiring staff to
be brought up to date. In addition, the need to up grade the skills of the
staff during that tenh of office is inportant.

7. The issue of how the Head of the Interim Governnent would be able to
structure his/her office and how this would relate to the present Ofice of
the State President is not discussed here at oil. Information is included
on the present functions and size of the State President’s office, although
details are not avail abl e.
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This nenb attenpts to rai se sone questions on the structuring undi stoffihg
of the Heod of State’'s office in order to facilitate preparatory planning
for the office of the President under the Interim Governnent and the
CGovernment of National Unity and Reconstruction. The extent to which the
existing Stote President’s office would be restructured during the Interim
CGovernment period and how the functions of the Head of the Interim
CGovernment and exsitihg state offices would relate and be structured is a
conpl ex area, which is not addressed here. The foctuol basis presented here
shoul d be used to enrich the discussion which should be taking place within
the President’s Office, Secretory Generol’'s Ofice, Cvil Service

Conni ssion and the NWC about the structures of Government and how t he ANC
relates to these structures.

The organisation of the Head of State’s O fice needs to be approached

di ol eoticolly. One the one hand, the office nust be a well run, organised
and clearly structured executive teah. Onh the other hand, the Head of State
(HOS) requires a degree of flexibility in his/her office to deal with the
"rapi dly changi ng dyhahics of the political environnent. The chief of staff
function appears to be crucial and central in tehns of organisation, access
and office connunicotions, thereby protecting the HO8 tron the storm of
changi ng set of state issues and demands. Fromresearch, it is clear that
there is very little to suggest that there is 0 best way to organi se the

of fice of 0 HO8, given the personal and political nature of the office.
Organi sing 0 personal staff should be on early priority for O Head of State
and it requires regular attention during the termof office as the Head of
State’ s progrohhe and | eadership style devel op over that tine. Eoch Head of
State (HOS) creates a structure consistent with his or her personal style
and the political priorities focihg that HO8, and selects 0 staff that

bal ances the need for expertise in specific policy areas with persona
loyalty to the HO5. For exohple, o HOS who responds best to ora

communi cotion requires 0 staffing systemthat relies on senior staff with
expertise in policy notters and oral connuicotion, rather than 0 staffing
systemw th senior staff skilled in the production of nenorohdo. Simlarly,
0 HO8 who requires direct input fromo variety of expert odvisors should
not design 0 system which closes the door to senior staff.
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The efficiency of the HO8 office will have a major inmpact on both the HOS s
i mge and the performance of state goverhneht. The HOS plays a critica
role inthe initial determ nation of structure and operating procedures.
Such deci sions reflect the HO8 managenent preferences and involve choices
about the type of staff, the flow of paperwork and other witten and ora
cannuni cation, and the office functions that will be given priority. These
deci sions set the foundation for hierarchy and |ines of accountability.
There are three Key questions which need to be addressed:

1. Howis the HO6 of fice structured?

What organi sational nodel is to be foll owed and how are office functions
and staffing | evel s defined. Stcnbihg the HOS style on the office is the
starting point. As argued above, the office systemneeds to be tailored to
the personal style of the HO8 and to the political tasks facing the Ofice.
In ascertaining what the style of the HO8 is, the follow ng questions can
serve as guidelines:

t I's the HO8 confortable with supervising a | arge nunber of staff or

does he/she prefer that supervision and nanagenent reponsiblities are

del egat ed?

t Does the HO8 expect conpleted staff work, or does he/she prefer

active invol vement in defining issues and devel opi ng opti ons?

t Does the HO8 prefer oral or witten briefings?

t I's the HO8 confortable in |arge neetings or does he/she prefer face

to face or snall neetings?

t Is the HOS confortabl e maki ng deci si ons during neetings or does

he/ she prefer to make decisions in private?

t Is the HO8 canfortable with del egating deci si on naki ng, or does

he/ she prefer to be involved in detail ed operations in the office?

Does the HOD prefer an "open door" policy or a Hore structured use of

hi s/ her tine?

In considering these factors, account nust be taken of the tine and energy
constraints. At tines there may be a preference for an open door, verba
consul tation process, but tine and energy factors mlitate against this.

Al t hough these questions are posed as either/or questions, the answer nay
i nvol ve a nore conpl ex approach
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Once the style of the HO8 has been mapped out, there are broo |y two
possi bl e nodel s - a hierarchy under the HO8 with lines of occiuntability
goi ng through various |ayers; or a spokes-of-the-wheel nodel, with the HO8
in the centre, directly linked to a number of staff. Here again there could
be O conbinati on of both models, in which the HO8 has 0 series of staff
contacts, under each of when is a hierarchy of accountable staff.

VWi chever nmodel is chosen however, there is a need for G senior mehber of
staff to serve 05 staff manager/chief of stoff/stoff co-ordihator. The

task of this person is to provide organisational accountability; to co-
ordinate the policy and adni histrotive el enehts 0f the HO8 office and often
to assist the HO8 relations to the cabinet and | egislature.

The purpose of the organi sational nodel is to assign authority and
reDOhsibility for particular tasks and to provide channels of cannJdhicati Ch
Ond of accountability. The structure is essential in ensuring that the HO8
of fice adequately address the nmany and varied tasks in a coherent way. In

- this nodel, it is inportant not to confuse access to the HO8 by staff with
the question of the extent of the HO8 invol venent in Gdhihistroti Ch of the
of fice.

There has been 0 detailed survey of USA Governors O fices, which provides
sane useful statistical information. The key functions and staff nunbers
within the Governors’ offices are sunnarised GS foll ows:

Function Average No. of Average No. of

Prof essional Staff Cerical Staff

| egi sotive relations 3 2

press/public affairs 2 5

shcedul i hg/ oppoi htnents 1,5 2

correspondence 4 6

pol i cy devel opnent 5,5 5

| egal advice 3 3

appoi ntnents to Boards and Comissions 1,5 2

constituent services 3 4,5

However, it should be noted that there is very little uniformty in the

rt nber of people enbloyed in each coteogry.
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The size of Governor’'s Ofices in the MSA range as foll ows:

| ess than 20 people (18%

20- 30 people (23%

30-40 people (18%

40-50 people (18% nore than 50 people (23%

The average divi sion between professional staff and clerical staff in 35
states that were interviewed was 47% prof essi onal and 53%clerical, with
the smaller offices having a majority of professional staff and a snuller
clerical conponent.

The procedure for staffing the HO8 office is nest usually by appoi ntnent,
al t hough interviews and job screening nay be done for Cerical and | ower

hi erarchical jabs. At times the staff appaintnents are handl ed through the
staff nmanager/co-ordi nator/Chief of Staff.

2. How do staff nembers gain access and provide infonnation tO the HO8 as
i ssues devel op?

This issue of controlling access to HOS is a conplex issue, raises severa
political questions, including the need to naintain channels of information
froma variety of sources and the HO3' desire to be perceived to be an open
and approachabl e as possi bl e. These concerns have to be wei ghed agai nst the
need to control the HO8 schedule and Iinmt the briefings to those nost
essential at the tine.

pen door policies, schedul ed neetings with staff either through the

appoi ntnents secretary or through the chief of staff are not necessarily
applied uniformy to all categories of staff. In the USA Governors Ofice
survey, the follow ng categories of staff had regul ar access to the
Covernor: Chief of Staff, Key admnistrative Staff (Personal Secretary,

O fice Manager, Schedul er/ Appoi nments; Secretary), Press Secretary, Lega
Counsel , Key Legislative Staff. In reality, access to the HO8 is nore
fluid than the organi sational structure inblies.

The HOS usually nnnitors the operations of their offices through regul ar
daily, weekly, or nonthly meetings with the Chief of Staff/Staff Manager
and ot her senior staff and through fornal nenmpbs on Hatters requiring
attention. There are few states in Arerica that utilise regular full staff
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nmeetings with the Governor as managenent tools. However, regul ar staff
nmeetings not including the Governor are on inportant port of managenent.

3. What functions are carried out by the HO8 offices individually? A key
area is the task of defining the decision nmaking process. The HOS is
required to woke nuny decisions on a daily basis, and the nonher in which O
particul ar HOS takes deci sions hos a major inpact on the way the staff
operate to provide the necessary book up. The staff have to assist with the
collection of infonnotion, structure it, present it, in either or both
witten and orol forns. Decision-nokihg in USA Governors offices tends to
be on the basis of consultation with the Chief of Staff and briefings from
other office staff and fromsenior civil servants from other offices.

Sel dom ore deci sions token purely on the basis of witten nenorondo,

al t hough nest HOS rely on witten wateriol for background to and opini on on
the decision that has to be node.

There are various other issues that need to be considered in the setting up
and running of the office of 0 Head of State.

Staff Devel opnent is a crucial port of the HO8 office, portioulorly GS the
demands on the office change and grow during the termof office of the HOS
Staff are therefore.00hstohtly being faced with new situations and

i ncreased job pressure requiring not only new skills but also Changes to
the adm nistrative nonogenent process. Staff devel opnent is often conducted
t hrough one-doy or weekend staff retreats (Lekgotlos). Topics for such
Lekgotl os rlote Host often to policy and planning i ssues, with sone
enphasis on staff training and deportnehtol COHNUhi C&Gi On.

Chnnuni coti on Technology is on inmportant port of a nodern HCS office, with
nost of the offices being |inked by conputer and el ectronic nail to other
state offices. Hardware and software in order to facilitate the particul ar
needs of the HO8 Office and its connunicotion with other offices is wdely
avail abl e.

The present South African State President’s O fice provides the President
with the foll owi ng services:

t secretarial

t advisory



t liaison i

t legal

t househol d.

It falls under the President and th4de Mnister for State Affairs. It is
headed by a Director General and has three Chief Direcotrotes, ncnely

Admi ni stration, Cabinet Secretariat, and Legal and Operational Services.
There are also two other Directorates: Liaison Services and Secretariat for
the President’s Council. The size of the staff of the President’s office is
113 people. Attached is an extract fromthe UAC School of Government/ANC
research project on goverhneht structures that deals with the tasks of the
State President as of the ncneht. (Annexure 1)

PROPCSAL RE FUNCTIONS IN THE OFFI CE OF THE STATE PRESI DENT I N AN ANC
GOVERNED SOUTH AFRI CA:

Head of State

Chief of Staff/Stoff Manager/Director

Legi sl ature Liaison

Executive/ Cabi net Liaison

Pol i cy Anal yst

Speci al Assistant on Waheh’'s |ssues

Speci al Assistant on Youth and Education

Press Liaison

Speechwriti hg

Legal Advi sor

VBOGr dS/ CONNi SSi OHS Appoi nt neht s

Li ai son to ANC Party

Liaison to Alliance and NMDM



Appoi ntments Secretory
Secretarial staff
JAS/ 1S July 1993



MEMORANDUM TO ANC PRESI DENT
FROM PRESI DENT" S OFFI CE RESEARCHER

TOPIC. How Fidel Castro' s Ofice Wrks.

SUMVARY: 1. The office is co-ordinoted by 0 Head of Staff, through whom all
contact, appoinbnents etc is directed. The Party PB, the Vice President,
those Mnisters who foil directly under him (as opposed to those who fall
under the Vice President) and the Head of Staff are the people who hove
daily free access to him However, all such meetings are orronged even if
at very short notice through the Head of Staff. Not even his Vice President
just arrives and expects to be fitted in.

2. He has 0 Co-ordinoting Support Group of 15 very skilled, senior

peopl e, nostly fromthe Central Connittee, who do research, onolysis and
wite nenorondo on issues that he wants to follow through on. This group is
coordi nated by the Head of Stoff, and issues researched ore detenhined by
t he President.

3. The Head of Staff is not a public figure, leaving the office only

when Castro is on a trip and he/she is acconpanying him In the absence of
the Head of Staff, one of the Co-ordinoting Goup, in order of seniority
fills in for her/him

4. The office consists of 11 offices/collectives:

Co-ordi noti ng Support G oup - analysis

News OFfice - news briefings

Historic Office - archival material and life history

Correspondence Group - process and draft responses to all letters
Confidential Ofice - top secret nateri al

Translation service - tronslote witten material and verbal .

Typography service - -record everything that Castro says in public
Speechewriting and press - prepare speeches and brief Costro re press.
Catering Goup - prepare food and drinks in office, cohordinote receptions.
Security group - safety of President

Heal th group - under security group, monitor health of Castro.

5. The Co-ordinoting Support G oup does not work office hours. They

go into the field in the norning and then are in the office until dism ssed
for the day by Castro, who works until about 3 an.



The el even offices or groups in the President of Cobb’'s Ofice are al
managed by one person, the Head of Staff. This person prepares Castro’s
agenda, his apbointnents, sorts through his reading material to prioritise
doounents. He/she is backed up by a group that reads through docunents
underlines inportant sections and prioritises them Al appG ntnents and
even visits fromthe Party PB, his Vice President, Mnisters are organi sed
and okayed through the Head of Staff. The Head of Staff also takes
responsibility for the decor of the office - floors, indigenous plants,

| ocal Cuban art, etc as well as seeing to his official clothing, presents
that he receives fromvisitors, and presents that he takes on trips with
him etc.

Working very closely with the Head of Staff is the Head of Security within
his office. The Security group consists of a cook, waiter, body guards,
drivers and they work very closely with both the regi onal governnent
security groups and with the police. Under this group is a Health section
N which sees to Castro’s health needs. He is aoconpanied on all trips by the
sane doctor, who is also a soldier. The Health group organi ses that there
is a special cnbulance with intensive care unit whenever he is on a trip
The Co-ordi noting Support G oup consists of 15 highly skilled people,
nnstly fromthe Central Cannittee of the Party who work on issues that
Castro wants followed up. They prepare witten reports on the basis of
broad research, consulting all interested and rel evant parties, such as the
Covernment Dept, the Party Departnent, the Provincial Governneht, trade
union etc. What is vitally inportant is that the President is well briefed
with all sides of any issue so that he can nmake a bal anced and factually
based deci sion. The group hardly ever neets as a group, and the issues are
determ ned by Castro, and connunicoted through the Head of Staff who

all ocates work to the nenbers of the group. At tines, a person may be

all ocated a six nonth research project, for exanple the pharnmaceutica

i ndustry; at other tines it may be a task that takes a couple of days. The
personnel in this group are not Chosen because of particular expertise in a
set field, but rather because of their ability to take on any issue and
anal yse it.
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On a daily basis and three times a day, the News Ofice prepares a 60-70
page news briefing fromthe news on about ten international press agencies,
i ncludi ng the Cuban one, PL. This briefing is not a general one, but is
specifically prepared for the President. One is available early in the
norni ng, another in the early afternoon and the last at about | QGah. If so
requested by the President, this group also follows up with packages on a
particul ar topic.

The Historic Ofice is the archives of the President, both in ternms of work
he does in office and his life history. Al neetings, speeches,
conversations are recorded and stored. In addition, biographica

i nformati on about his life, even prior to being in office is gathered.

The Correspondence group processes correspondence, researchers matters,
refers to rel evant departnents and drafts responses. Wen letters arrive,
they are photocopi ed and sent to any other Governnment Deparbhents that are
rel evant or to Party departnents. Mst of the letters fran the President’s
O fice are signed by other nenbers of staff, but his office has a
reputation for replying to every letter and to seeing that the matters

rai sed are attended to. The people of Cuba know that if they are having
probl ems that other Departnehts cannot solve, that if they wite to Fidel
they will definitely see sone progress.

A very small and carefully selected Confidential Office deals with
confidential material. Mst of the naterial the President deals with is
confidential and this group would sort the sensitive material fromthe
rest. A for tighter approach to confidentiality is adopted in that office
than we have in the ANC.

Al though this is not a fulltine position, there are a few translators
offering the President’s Ofice a translation service. The conrades who do
this work have prioritised the work of the President, even though they are
not fulltine. These are highly trusted people as they have to sit in on top
| evel neetings and deal with sensitive docunments. The group consists of
transl ators of Russian, French, Portugese and Engli sh.

The Typography service works very closely with the Historic office to
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record the activities of the President. On every trip, a nenber of this
group goes with Castro and records everything that is said. This is
particularly inhortant as Fidel prefers to speak off the cuff than from
witten speeches. In this way there is a correct record of everything that
he says. Once these have been transcribed or witten up, they are sent to
the Historic office

The Speech-witing and press group works closely with the President to
wite speeches, brief himfor press conferences, interviews etc. It is

al ways the sane few people so that the voice of the President is
consistent. They start with a briefing fromCastro as to what he wants to
say, where he will speak, to whom and for how | ong and then they work on a
draft. The draft is brought back to Castro for discussion and reworking.
These sane peopl e prepare the President for Press conferences and
interviews so that again he has a consistent manner of appearing in public.
The Catering Group is responsible for providing all catering needs in the
office, and for organising all receptions even if catering done by outside
pl aces.

Castro prefers to take decisions on the basis of witten briefings and so
the office is structured accordingly. There are two related offices - one
in the Party and one in the Executive Council - that are in charge of
docunentation for neetings. These relate closely to the President’s Ofice.
No docunent over 5 pages is ever given to the President. Were necessary
additional material is put into an appendi x or annexure. Docunents are
classified as docunments for decision, or docunents for infornation

One of the very inportant tasks of the President is to go down to the
people. In this way he can listen to the voices of the people and bal ance
what he hears fromhis advisors, frominternational statespeople etc

agai nst the views of the people. This is particularly inbortant in the
present context in Cuba where the governnent due to the econom c bl ockade
by the USA is not always able to deliver what the people want. Through
these neetings with his people, he can hear their problenms and al so ensure
that they understand the issues facing the country as a whol e.
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In discussing faribrebarati On for this neno, the conparison was drawn to
the pending el ection canpaigh. It was argued that as a future Head of
State, it is very inmportant that Madiba go dawn to the people in order to
hear fromthe people and also to teach the regional |eadership about the
Head Quarters should be sent out to the regions for the 4 - 5 nonth
duration of the canpai gn and the President should be part of this downwards
cabbai gh. This contact with the people is particularly significant in the
light of the fact that the Gaverhheht of National Unity and Reconstruction
will be unable to deliver what the people expect. The President as future
Head of State faces the task of sustaining the faith of the people in a
government that is not up to their expectations.

JAS/I'S July 1993



