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Abstract
Census-taking is a demanding undertaking, both logistically and financially, 
for any national statistical office, but particularly in Africa. More often than 
not, governments are unable to fund this undertaking in its entirety, owing to 
the number of years required for its completion. This can place a statistical office 
in a vulnerable position, particularly in creating the necessary control structures 
and ensuring a successful administrative and financial outcome without sacrific-
ing funds earmarked for other purposes. There has to date been no documented 
evidence of budgeting and accounting systems that would guide a statistical 
office in Africa in the best way to undertake a census. This paper draws from 
South Africa’s Census 1996 and Census 2001 to share some of the experiences 
and key challenges that were encountered at this critical time in the democratic 
history of South Africa. It is hoped that the lessons highlighted in this paper will 
inform future censuses both in South Africa and further afield, to help national 
statistical offices avoid similar pitfalls that might jeopardize a successful outcome.
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Résumé
Le recensement est une opération exigeante à la fois sur le plan logistique et 
financier pour tout bureau national de statistique, en particulier en Afrique. 
Le plus souvent, les pays ne sont pas en mesure de financer cette opération dans 
sa totalité en raison du nombre d’années nécessaires pour la mener à terme. De 
ce fait, les bureaux de statistique peuvent se retrouver dans une situation qui 
les rend vulnérables, notamment pour créer les structures de contrôle nécessaires 
et pour assurer de bons résultats administratifs et financiers sans sacrifier les 
fonds prévus à d’autres fins. À ce jour, il n’existe pas d’écrits sur les systèmes 
d’établissement d’un budget et d’une comptabilité, qui indiquerait à un bureau 
de statistique en Afrique la meilleure façon de faire un recensement. Le présent 
article s’inspire des recensements de 1996 et de 2001 de l’Afrique du Sud et 
vise à partager certaines expériences et à présenter quelques problèmes majeurs 
qui se sont posés à ce moment important de l’histoire démocratique de ce pays. 
Il faut espérer que les enseignements mis en lumière dans cet article éclaireront 
les futurs recensements, tant en Afrique du Sud qu’ailleurs, afin d’aider les 
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bureaux nationaux de statistique à éviter des pièges similaires qui pourraient 
compromettre le succès de l’opération.

Mots clefs : financements, budgets, coûts, paiements, agents de terrain, systèmes

1. INTRODUCTION

The undertaking of a population census has proven to be an extremely 
complex process, with many unexpected pitfalls along the way. This was 
especially true for South Africa when the country was consolidated and 
the population was counted as a whole for the first time during 1996. The 
magnitude of the resources required for the collection and processing of 
population census data tends to overwhelm the resources of the National 
Treasury and the routine activities of the national statistical agency that is 
responsible for such an undertaking.

When South Africa undertook its first census (1996) after achieving full 
democracy, planning and budget estimates could not be based on any 
previous experience and were consequently subjected to amendments on a 
regular basis. Although this was not the case for the 2001 Census, the sheer 
size of the undertaking brought to the fore problems that are not normally 
encountered in other surveys. Viable solutions had to be found for unique 
problems that emerged on a daily basis. Sometimes the optimal solutions 
were obscure and the solutions chosen were perhaps, with hindsight, not 
the best among those that were available. This was due to a number of fac-
tors: a lack of knowledge in respect to alternative solutions; a lack of time 
to carefully consider viable alternative scenarios when seeking solutions; and 
a shortage of funds. Because of the numbers of human and other resources 
involved, amended plans often had a significant impact on budget estimates.

The lesson to emerge is that planning can be enhanced, provided the 
experiences of one’s own agency, as well as those of other countries, are 
documented and made available to all statistical agencies, so that these may 
be considered during planning. This would help to identify the pitfalls that 
were experienced and the solutions that had been successfully implemented.

The earliest population enumeration in South Africa dates back to 1652, 
whereas the most recent one took place during 2001. The most relevant 
census was, however, that of 1996 due to the new political dispensation 
when the policy of “apartheid” (racial segregation) was abandoned and the 
country was counted as a whole for the first time in its history.
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With a view to planning for South Africa’s third population census under 
democratic rule (Census 2011), this paper considers it of utmost importance 
to take cognizance of the lessons learnt during the censuses that were un-
dertaken during 1996 and 2001. In this context, the focus is on the effects 
that the censuses had on South Africa’s budgeting and accounting systems.

Lessons can also be learnt from the 2007 community survey. This was much 
larger than any of the household surveys that are normally undertaken and 
was designed to substitute for a census that had been planned for 2006. Ad-
mittedly, many of the successful methodologies used during the community 
survey may not be applicable to a population census, owing to the sheer 
size of the latter – both in regard to the number of people to be counted 
as well as the number of resources involved. Nonetheless, the community 
survey methodologies still warrant examination to determine if they could 
usefully be applied with modifications during a census.

It is assumed that many of the experiences related in this paper address 
challenges that may be common to other African statistical offices. Yet 
they remain undocumented. This paper therefore seeks to share the South 
African experience, where the challenges consisted in: (i) undertaking a 
census with insufficient funding and (ii) struggling to maintain a proper 
set of accounting records when spending large amounts of cash within a 
relatively short period.

2. PLANNING THE CENSUSES

2.1 Planning for Census 1996

After the General Elections of 1994, South Africa moved away from an 
undemocratic apartheid form of government to a democratic non-racial one. 
The preceding census had been undertaken during 1991, when the country 
had included the so-called “independent states” of Transkei, Bophuthatswana, 
Venda, and Ciskei. Each of these four independent states was given the legal 
responsibility for conducting a population census in its own territory. There 
were also self-governing territories. The Central Statistical Service (CSS) of 
the Republic of South Africa (forerunner to Statistics South Africa – Stats 
SA) was previously given the responsibility for undertaking censuses only 
in the so-called “common areas” and the self-governing states.

The independent states were reincorporated into the greater South Africa 
with the advent of democracy, whereupon the responsibility to conduct 
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five-yearly censuses, covering the entire country, reverted to the CSS. The 
first such census was managed and implemented by the CSS during October 
1996; however, this was under new management that had only assumed 
duty the previous year. Consequently the census was conducted against a 
backdrop of transformation, both in the society at large and within the 
context of the CSS. The 1996 South African population census was the 
first nationwide enumeration of the people of South Africa following the 
collapse of apartheid. 

The dawn of this new era brought with it various challenges that needed to 
be addressed. The first was the relatively short timespan of one year during 
which planning had to be completed, funding secured, and the project im-
plemented. The second major challenge was the general lack of experience 
at all organizational levels regarding the undertaking of such a census. This 
lack of experience was exacerbated by limited human resource capacity in 
the support and administrative organizational components, which included 
the newly created nine provincial offices.

A Chief Director was appointed to take responsibility for the implementa-
tion and management of the project. He was assisted by a dedicated census 
task team that consisted of permanent employees who were redeployed from 
various divisions within Stats SA. Temporary employees were appointed to 
fill posts where no permanent employees were available. The head of Stats 
SA and a limited number of other managers formed an ad hoc project 
management team. Senior managers from the support areas within Stats 
SA regularly split their time between managing their census functions and 
their other ongoing activities.

Stats SA at that time consisted of a head office and nine provincial offices. 
Its physical presence was extended through the establishment of 73 regional 
offices around the country. Human resources were needed at all organizational 
levels. Temporary employees were employed in various administrative func-
tions over differing durations at head office, the provincial offices, and at the 
temporary census regional offices. The recruitment of administrative staff 
was managed centrally at head office. The challenge was that these persons 
had to be employed on a full-time basis for the duration of their contracts, 
so only those with no other employment commitments were available. There 
was consequently a general lack of suitable skills, especially among those who 
were appointed as regional office managers. These managers were required 
to take responsibility for the fieldwork, as well as the management and ad-
ministration of their offices. This skills deficit had to be addressed through 
various training sessions, which impacted on the overall cost of the census.
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The recruitment of the fieldworkers presented its own challenges. Po-
litical pressure required recruitment from the ranks of the unemployed. 
This was the only feasible option for both censuses, because fieldwork-
ers were expected to work throughout the day during the enumeration 
phase. Part-time workers would not have finished all the work during 
the allotted time span. Once again, the general lack of skills presented 
challenges for training and the implementation of enumeration. Due to 
the large number of fieldworkers, their recruitment was managed at a 
provincial level.

A census requires a great deal of investment in terms of finance and effort, 
in addition to the staffing requirements. The acquisition of non-human 
resources such as goods (including capital goods) and services had to follow 
predetermined procurement methods, which were often protracted. Tenders 
had to be published when costs exceeded a specific amount. Some of the 
major items that were included in the Acquisition Plan were:

• Office accommodation and equipment for head office staff and for the 
regional offices;

• Distribution of census materials;
• Spray paint to paint numbers on informal dwellings;
• Transport of census fieldworkers;
• Training materials;
• Census questionnaires; and
• Processing equipment.

The census operations were divided into content development, publicity, 
demarcation, the pilot survey, enumeration, processing, and dissemination.

The country was divided into 85,000 enumerator areas, which were further 
subdivided into different types of areas, such as urban, rural, deep rural and 
tribal. Although the management of the census was centralized at head of-
fice, the fieldwork of the census was undertaken from the regional offices. 
These offices were managed and staffed entirely by temporary staff, whose 
services were terminated after the fieldwork had been completed.

Communication in the field was by means of cellular telephones (a relatively 
new technology in South Africa at that time), normal telephone lines, and 
telephone modems for the transfer of data from the regional offices.

The capture and processing of census data was originally planned to be 
carried out at decentralized processing centers, with one in each province. 
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This approach was not successful and all processing eventually had to be 
centralized at head office.

On the advice of the National Treasury, it was decided to attach a price 
to the census publications and digital products so that product generation 
would be self-funding.

2.2 Planning for Census 2001

Census 2001 began in a more organized fashion than Census 1996. An 
internal project team was established. This team was assisted by a project 
manager, who had been specifically appointed for the work.

Although planning took into account the experiences of Census 1996, it also 
sought to capitalize on the latest technology and trends. For instance, the 
scanning of questionnaires was introduced to replace manually captured data.

The planning process followed a different route to that of Census 1996. 
The services of a consultancy firm were brought in, to assist in defining 
the initial project plan. As with Census 1996, the project was divided into 
different activities. The consultancy firm assisted in the development of 
detailed activity plans in consultation with the responsible officials, includ-
ing those from the support services.

A census component was established for the duration of the project. As 
in 1996, this consisted of persons redeployed from other components 
within Stats SA, as well as temporary staff, who were given posts created 
specifically for the census. This component was formally established in the 
organizational structure. It included support functions, such as financial 
management, human resource management, and logistical support. Pro-
vision was also made to recruit various consultants to either supplement 
Stats SA’s own staff or to provide technological and project management 
expertise.

It was decided that 95 regional census offices should be opened and staffed 
with temporary personnel.

An information system was developed to track the distribution and return 
of census questionnaires and materials. A centralized processing unit was 
set up close to head office. Instead of the contents of the questionnaires 
being captured manually, it was decided to utilize relatively new scanning 
technology.
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The census products were to be made available free-of-charge. It was felt that 
although “selling” the 1996 Census products had helped in their financing, 
it had limited the distribution and consequently the benefits of census data.

2.3 Planning for the 2007 Community Survey (CS 2007)

Lessons from the two previous censuses were applied to the CS 2007. Even 
though this survey was on a much smaller scale than a census, it was larger 
than most other surveys.

The activities followed the same process as a census, i.e. a pilot survey, content 
development, demarcation, publicity, data collection, and processing. In 
order to prepare and to build capacity for Census 2011, a permanent census 
division was created within the Stats SA structure prior to the survey being 
undertaken. This division consisted of components for all the major work 
streams, which included support functions such as financial management, 
human resource management, logistics, and procurement.

Project management consultants were recruited to assist with the pilot sur-
vey. However, it was decided to dispose of their services prior to the main 
survey, once an internal project management team had been established.

A survey project team was created. This mainly consisted of managers within 
the census division, but their numbers were sometimes augmented from 
members of Stats SA’s support divisions. The team, which became known as 
the “Nerve Center,” met daily during the demarcation, publicity, and enu-
meration phases to consider progress and to address problems as they arose.

One of the most important innovations during the survey to result from the 
census experiences was an efficient reporting and control system. Reports on 
progress were received from the field on a daily basis and submitted to the 
Nerve Center, so that problems could be addressed immediately. Although 
the reports concentrated on the progress with fieldwork, they also informed 
management of the availability of critical resources such as motor vehicles 
and fuel cards.

Scanning technology had by now become routine and was used for all 
the household surveys after Census 2001. This was also the technology of 
choice for CS 2007.
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3. EXECUTION OF CENSUS 1996 AND CENSUS 2001

3.1 Execution of Census 1996

The first democratic census had originally been planned for March 1996, 
but in the event was implemented in October 1996. Implementation was 
accomplished within 12 months of the initial planning. This was effected 
with the assistance of a Census Advisory Committee, the United Nations 
Population Fund (UNFPA), the Australian Bureau of Statistics, and Stats 
Sweden. Management was centralized at head office and all activities were 
driven by the census task team.

The first priority of management was to seek additional funding because the 
budget allocation had been based on censuses undertaken under the previous 
political dispensation, when only parts of the country were enumerated.

Demarcation had started roughly six months before the appointment of the 
census task team. At that time it was not possible for the task team to change 
the established methodology, even though it was unsuitable for areas where no 
maps of sufficient scale and detail were available. Such areas included informal 
settlements and the majority of traditional tribal areas, where about 50% of 
the population of the country were to be found. The task team innovated by 
employing the use of recent aerial photography and a numbering methodology, 
whereby numbers were painted on all dwelling structures in the relevant areas.

Time constraints did not allow for the proper training for demarcations. 
This proved an expensive mistake, since the resultant poor demarcation for 
Census 1996 caused problems during the enumeration phase. There was 
limited use of computers when recording demarcation information. 

The Census 1996 questionnaires were available in all eleven official languages.

One of the major logistical problems experienced during the census was 
the processing of the vast number of fieldworker appointments and pay-
ments. Not all fieldworkers were paid on time because their details had not 
been captured on the payroll. This resulted in negative labor activity and 
hostage-taking was a frequently occurrence at regional offices. Further, the 
lives of staff members in the regional offices and the security of the com-
pleted questionnaires were put at risk. Emergency measures were therefore 
put in place in order to disburse money directly into the hands of those 
fieldworkers who had not been paid. Use was made of a helicopter on one 
occasion to get funds to fieldworkers during the night.
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3.2 Execution of Census 2001

Despite the detailed project planning that had been undertaken at project 
conception, the operational planning and preparations for Census 2001 
began very late because of an inadequate budget allocation.

Budgeting took place before planning and there was a lack of congruency 
between delegated responsibilities and levels of authority. This led to ad hoc 
and inconsistent decisionmaking. Overall integration and communication 
between and across the various subprojects proved to be inadequate. More-
over, frequent changes in procedures and plans created chaos and confusion. 
All this had cost and time implications – a number of activities ran late and 
overran the available budget. Further, although a decision had been taken by 
senior management to ringfence other ongoing activities from the census, 
in reality, this was not possible.

The estimated number of enumerator areas during Census 2001 increased 
from 85,000 to 100,000 after completion of the demarcation process. The 
planned number of census regional offices consequently increased from 70 to 
95. The delay in opening some regional offices was largely due to the lags in 
completing the demarcation. This impacted negatively on other downstream 
activities, including planning for enumeration, recruitment, and training.

The uncertainties around budget availability resulted in a delay in the 
implementation of the pilot census, which took place just 6 months prior 
to the actual census. Not all the lessons learned during the pilot could be 
adequately implemented because of the lack of time in the run-up to the 
main count. Implementation of the lessons learnt also had financial implica-
tions and resulted in a substantial revamp of the original plans.

The 2001 pilot census exposed a lack of project management skills in Stats 
SA. A team of consultants had to be brought on board to assist at various 
levels, which added to the overall costs. It was also found that supervision 
of the enumerators was insufficient and the number of supervisors had to 
be doubled. Further, the enumeration period had to be extended by a week 
and the technology used in the processing had to be revised. 

The actual count took place during October 2001. The enumeration was 
scheduled originally to cover a period of three weeks, but problems en-
countered with the collection of data resulted in an extension by a week.
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4. THE FUNDING OF CENSUS 1996 AND CENSUS 2001 

Population censuses are funded by government appropriations in South 
Africa. The planning and funding of state activities only cover a period of 
three years within a framework known as the medium-term expenditure 
framework (MTEF), yet the duration of a population census project cov-
ers a minimum period of five years. Although a multi-year approach to 
budgeting provides some certainty of funding for three years at a time, 
funding for the outer years can only be addressed one year at a time on an 
annual basis, as the outer years become part of the medium-term period. 
The following paragraphs discuss South Africa’s experiences with Census 
1996 and Census 2001.

Obtaining funds for a census has proven to be more problematic than for 
other activities. This is partly due to the difficulty in securing funding for 
a period exceeding the three-year planning period of the National Treasury. 
Another reason is that abnormally large amounts are needed on an annual 
basis for a census, especially during the year of enumeration, and this does 
not conform to typical state budgetary allocations.

In South Africa, funds are allocated for a particular financial year on an annual 
basis. A cash-based accounting system2 implicitly assumes that a state organiza-
tion will expend all the allocated funds on the activities planned for a particular 
year within that same year. All funds remaining at the end of a financial year 
are regarded as savings on the annual budget allocation, even though a por-
tion thereof may have been committed to as yet unpaid purchases during the 
financial year. These savings have to be refunded to the National Treasury. The 
funds that had been made available and committed to procurements in one 
financial year are, consequently, no longer immediately available when pay-
ments are due. A process of negotiation must be initiated with the National 
Treasury to have such funds reallocated in the subsequent financial year. If the 
negotiations are successful, the funds only become available halfway through 
the next financial year. This delay could compromise or delay other activities 
planned for the current financial year, where funds have to be diverted to the 
previous year’s expenditure until such time as that year’s funds are reallocated.

The same situation pertains when the planned activities for a particular 
financial year are not carried out in that year, but are delayed until the 
following year. The funds that were provided for those activities remain 
unspent at the end of the financial year for which they had been planned. 

2  Where purchases are accounted for only when payments are processed and not at the 
time when purchases are made, as in an accrual system.
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This could be a substantial amount when census activities are delayed, due 
to the magnitude of some expenditure (e.g. fieldworker payments, consul-
tancy services, and costs of hiring motor vehicles).

4.1 Funding Census 1996

It should be emphasized that for the funding of Census 1996, there were 
no relevant experiences that could be used to inform the undertaking. Con-
sequently, the budget planning was essentially a creative process that was 
based on the experiences of other surveys. The budget was compiled on a 
spreadsheet and identified the main cost drivers with their associated costs.

A total amount of R117 million was available for Census 1996 at the time 
when the new management team assumed responsibility during 1995. 
This amount proved to be totally inadequate because it had been based 
on a non-unified South Africa. Initial planning indicated a need for a total 
budget of R400 million. Subsequent detailed planning, however, required 
an amount of R626.9 million.

4.2 Funding Census 2001

Stats SA’s initial estimate of expenditure (made during 1999) for the Census 
2001 project as a whole over a period of five years was R7213 million, but 
an amount of just R240 million was allocated for the first three years, with 
the budget for enumeration still to be decided on. Further negotiations 
with the National Treasury resulted in a total allocation of R644 million for 
the project as a whole, which was R77 million short of what was required.

Census management had therefore to choose between three alternatives:

• Conduct a sample count; 
• Delay census planning and implementation further, while a request for 

additional funds was made, which risked damaging the credibility of 
both Stats SA and official statistics; or

• Proceed with the planning and implementation of the census, hoping 
that the budget allocation might be increased.

The third alternative was chosen because Stats SA’s management was aware 
that only the outcomes of the pilot census would determine whether imple-
mentation of the census would yield an acceptable level of quality within 
the allocated budget.

3  The US$ equivalent to the ZAR (weighted average) was US$1 = R6.11 during 1999.
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The census pilot had already been delayed in the hope that more certainty 
would be received regarding funding. The pilot consequently took place 
during March 2001, six months later than originally planned and less than 
seven months before the full enumeration.

Late implementation of the pilot required some major adjustments to the 
original plans. For example, the assistance of professional project manag-
ers had to be brought in to assist with re-planning and implementation 
within a tight schedule. The original budget estimate was revised, taking 
into account the lessons of the pilot. The outcome of the revision was an 
estimated shortfall of R333 million. The treasury was only able to provide 
an additional amount of R220 million, leaving a shortfall of R113 million. 
A reprioritization exercise was conducted to determine which planned ac-
tivities were to remain unfunded. Because budget cuts could not be made 
to the activities that were essential for completion of the project, these cuts 
were generally made to the planned control activities.

The National Treasury has become closely involved with Stats SA during the 
planning for Census 2011 and has displayed a willingness to create flexibility 
in the current system, so as to overcome its inherent rigidity.

5. ACCOUNTING FOR CENSUS EXPENDITURE

The books of account of Stats SA are, as with all other government depart-
ments, cash-based. This means that transactions in respect of payments and 
receipts are only recognized as accounting transactions when payments are 
actually made or received.

The census budget and expenditures were accounted for under its own cost 
centers. The accounts of all cost centers are divided into different categories 
of expenditures, of which the main expenditures relate to the cost of human 
resources, goods and services and capital.

6. MANAGING CENSUS EXPENDITURE

Stats SA normally utilizes electronic payments for salaries and the procure-
ment of goods and services. The books of account are updated automatically 
when these payments are processed. A distinguishing feature of Census 
1996 and Census 2001, however, was the large number of cash transactions 
that were required when contingencies had to be met. These transactions 
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require manual accounting activities, which imply a larger workforce in 
the financial division. There was, however, a scarcity of suitable financial 
skills available in the areas where the census offices had been established. In 
general, census employees were unable to manage and account for the large 
amounts of cash transactions that occurred in their offices, with the result 
that the books of accounts of all the offices were in a chaotic condition at 
the end of the census.

The services of suppliers such as caterers and transport operators were 
required in formal and informal sectors. The initial need for cash arose 
because the processing of electronic payments has an inbuilt delay, which is 
not conducive to the procurement of goods and services from suppliers in 
the informal sector. A total amount of approximately R25 million was made 
available in cash to the 95 census regional offices during Census 2001 for 
the payment of caterers, transport operators, and other miscellaneous goods 
and services. Cash accounts were set up for this purpose and rudimentary 
training was given to the responsible staff members.

A major unexpected contingency, however, occurred during both Census 
1996 and Census 2001. The planned remuneration systems in respect of 
fieldworkers failed. On both occasions, payments were to be processed 
electronically, with checks being issued to workers during Census 1996 
and electronic deposits being generated in Census 2001. Failure of the 
respective systems, however, resulted in the need to make cash payments. 
An additional amount of approximately R30 million in cash was made 
available to the 95 census regional offices during Census 2001. During both 
censuses, there were no procedures in place to ensure the accurate keeping 
of records. Moreover, the employees who handled the large amounts of 
cash that were paid out to the fieldworkers also lacked the necessary skills. 
Controls and procedures that had hastily been put into place were ignored 
in the urgency to get payments into the hands of fieldworkers. No proper 
books of account were kept.

Time did not allow for the reconciliation of the cash accounts before the 
contracts of the temporary employees at the census regional offices were 
terminated after both censuses. This was left to teams from head office after 
their departure, so that the expenditures could be brought to account. This 
proved to be a mammoth and almost impossible task because each item 
of expenditure had to be matched with supporting documentation. The 
available supporting documentation after both censuses was in a chaotic 
and incomplete state.
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Although some of the missing documentation was found in the provincial 
and regional offices, there remained expenditures of R5.4 million after 
Census 1996 and R1.3 million after Census 2001 for which no records 
could be found.

A shortage of time meant that the reconciliation of the cash expenditure in 
respect of Census 1996 could not be finalized and brought to account before 
closure of the 1996/7 financial year, the year in which the expenditure was 
incurred and during which funds had been provided. This meant that the 
expenditure could only be accounted for in the following year (1997/98), 
when it proved to be a burden on that year’s budget allocation. 

New legislation that had been implemented between the censuses in 1999 
required Stats SA to account for expenditure in the financial year during which 
it was incurred. It was, however, not possible to complete the reconciliation 
of the cash expenditure that had been incurred during the enumeration of 
Census 2001 before the books of account had to be closed for that financial 
year. Given the requirements of the new legislation, it was agreed with the 
National Treasury to estimate the total amount before closing the books of 
account and to make any necessary adjustments in the following financial 
year. This, however, resulted in an audit disclaimer, because the cash accounts 
had not been reconciled and there was consequently no proper supporting 
documentation to substantiate the expenditure. The expenditure that had 
been estimated consisted mainly of cash disbursements and remuneration 
payments that had been processed electronically by a firm of consultants, 
who withheld the supporting documents due to a legal dispute with Stats SA. 

Despite the absence of proper supporting documentation in respect of the 
fieldworkers’ remuneration, the auditors still required Stats SA to show 
that value had been received for the expenditure that had been incurred. 
This requirement was met through the linkage of the names of the persons 
who had been paid with the questionnaires that had been completed and 
submitted under their names. Production records that accompanied the 
completed questionnaires reflected the details of the relevant supervisors and 
fieldworkers. These records were scanned and transformed into a database 
that was linked with the payment records.

7. FINANCIAL RESULTS OF THE CENSUSES

A total amount of R5.4 million could not be accounted for after the rec-
onciliation of the 1996 Census cash accounts owing to missing support-
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ing documents. The Treasury, based on submissions that showed that the 
expenditure could be justified, condoned this amount.

Erroneous allocations totaling R19.65 million that were brought to account 
during the year of the census were only reversed in the following financial 
year after the financial statements of the census year had been finalized. 
Even though no payments had actually been made, that amount incorrectly 
remains as expenditure in the financial statements for the specific financial 
year and is recorded as part of the total budget overspend of R35.40 million 
for the 1996 census.

Census 2001 was undertaken with a total budget shortfall of R113 mil-
lion. Despite various measures to reduce expenditure, the project overspent 
by R122 million. The Auditor-General, in accordance with a new law on 
public finance, issued a disclaimer on the statements in respect of the census 
year because the books of account were not reconciled and updated before 
year-end closure.

The records for Census 2001 show the approximate division of actual ex-
penditure among the different processes as follows:

• Planning and operations (including the enumeration) – R535 million
• GIS and mapping (including demarcation) – R131 million
• Processing – R120 million
• Dissemination – R126 million
• Administration and support – R160 million

In examining the cost overruns, May and Lehohla (2005) conclude that three 
expenditure items accounted for over half of the overrun on the total allocated 
amount. These were: (i) the need to bring in outside expertise to assist with 
the planning of the census, due to the lateness of the pilot study and the 
unanticipated problems that occurred with data processing; (ii) the overrun 
on salaries due to the extension of the enumeration period; and (iii) the need 
to import questionnaires due to unforeseen problems with local suppliers.

Overruns on the costs of telephones and cellular telephones were, however, 
considered to be problematic. Actual expenditure was found to be 35 times 
more than the planned costs. Other cost overruns are attributed to improve-
ments in original planning.

In seeking to determine the underlying causes for the cost overruns, May 
and Lehohla (2005) identified the following:
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• Inadequate initial allocation;
• Lateness of the pilot study;
• Extended enumeration period;
• Management and administrative problems;
• The need to employ consultants due to the lack of internal resources;
• Use of inappropriate technology; and
• Procurement problems.

They concluded that if savings were to be achieved in future censuses, the 
costs of census management activities would need to be contained. The man-
agement tasks involved in a census should not, however, be underestimated. 

8. COST DRIVERS OF A CENSUS 

The costs of a population census are driven mainly by the costs of data 
collection, which are based on the estimated number of households, the 
activities undertaken to determine the locations and number of these 
households (demarcation and listing activities), and the means chosen to 
access them for enumeration. These have a direct effect on the extent of 
the support structures, such as office accommodation and staffing, as well 
as the number of fieldworkers to be employed. The costs of training and 
transportation relate to the number of fieldworkers.

The main expenditure items for Census 2001 were consultants, salaries of 
fieldworkers and other temporary staff, computer equipment and software, 
printing, motor vehicles hiring, aerial photography, transportation, and 
communication. 

The second highest operational cost after data collection is the processing 
of the data. This is mainly driven by the number of employees, electronic 
data processing equipment, software, maintenance of the equipment, and 
the physical facilities required for the processing operations and the storage 
of the questionnaires. 

The following conclusions were drawn by May and Lehohla when examin-
ing the costs of a twenty-first century census, with special reference to the 
2001 Census undertaken in South Africa:

 The costs of collecting census information are a concern. Increased costs 
in census-taking have been experienced in both developing and developed 
countries. The reasons given are: smaller and more complex family structures, 
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increasing national and trans-national mobility, the high cost of labor-
saving and time-saving technologies and the learning curve associated 
with changing from long-established methods to new approaches, increased 
labor costs and the need to adhere to the employment practices adopted by 
progressive governments. Other concerns in this regard relate to resistance 
to census-taking by certain populations, attempts to improve coverage of 
groups traditionally excluded from census-taking such as the homeless and 
young males from poor communities, and reliance on private sector suppliers, 
who have access to scarce skills that the census agency does not.

 Comparisons of the costs of the 1996 and 2001 Censuses in South Africa 
show that the total costs of enumeration had increased, while cost savings 
equal to R43 million were generated on the 2001 demarcation process. 
The savings on demarcation are ascribed to investments made in improved 
mapping and demarcation. It was found that 76% of the funds spent on 
the project over five years were spent during the year of enumeration.

(May and Lehohla 2005)

May and Lehohla, when comparing the costs of Census 2001 with that 
of Census 1996, found that real expenditure on equipment had increased 
from R33 million to R98 million. This represents both the increased costs 
of capital goods, as well as an investment to the statistical agency. Person-
nel costs increased from R403 million to R436 million and the costs of 
professional services increased from R34 million to R189 million. They 
point out that making an international comparison of best practice in 
census-taking may be of limited value because the environment for the col-
lection of information varies widely, as do issues of the quality and depth 
of the census. Such comparison would also be difficult due to the fact that 
the period when Census 2001 was planned and implemented was one of 
extreme exchange-rate volatility.

9. OUTSOURCING TO CONSULTANTS

Limited use was made of consultants during Census 1996 compared to 
Census 2001. A project, financed through external funding, was undertaken 
after the 1996 Census enumeration to gather and capture demarcation 
data on a geographical information system (GIS). This was used as part of 
the quality checks and for the dissemination of data. Consultants mainly 
carried out this work and a consultancy service was also used for project 
management of the processing of the 1996 Census data.
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Consultancy costs, in respect of various functions, formed a major part of 
the total costs of the 2001 Census. The need for consultants was sometimes 
due to the absence of specific skills within Stats SA and at other times to 
supplement skills that were available, but insufficient. The size and short-
term nature of a census is such that it is not feasible to build and maintain 
a sufficiently large skills base that is only required for a limited period.

For Census 2001, there was an attempt to close the skills gaps that had been 
identified during Census 1996. GIS skills had been developed in Stats SA 
since Census 1996, but were insufficient for the census. Consultants were 
engaged to assist in the collection of data. Consultancy services were also 
utilized for the development and management of a payroll system, project 
management during the enumeration phase, travel arrangements, and for 
assisting with the management of cash accounts in the census regional offices.

It was found that the utilization of expensive consultants does not necessarily 
reduce pressure on management because the workload of the consultants 
still has to be managed. This was especially true for work at management 
level. The community survey showed that an internal project management 
team performed more efficiently than an external team of consultants that 
had been employed on the pilot survey prior to the main community survey.

10. REMUNERATION CRITERIA OF CENSUS FIELDWORK 
PERSONNEL

A fixed tariff was paid during the 1996 pilot census. All workers were paid 
within a reasonable period and no payment problems were experienced. The 
payment methodology was based on the one that had been utilized for the 
household surveys. There was no final decision at the time of the pilot as to 
how payments would be processed in the main census. Payment tariffs had 
not yet been determined, and electronic processes had not been defined. 
This was because the intention to develop a process whereby payment for 
the main survey would be based on the workload of an enumerator had not 
yet been confirmed. The workload per enumerator area would, however, 
only have been known after completion of the demarcation, which was still 
underway at the time. The proposed main census payment methodology 
could consequently not be tested during the pilot.

The final census payment structure and process bore no resemblance to 
those used during the pilot. Payments in the main census were based on a 
minimum payment of R1,000 plus R8 per completed questionnaire (for the 
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main questionnaire). The rates, however, differed according to the different 
types of enumerator areas that had been defined. This approach complicated 
the calculation and processing of payments made to the fieldworkers.

All fieldworkers who were employed for Census 2001 were paid at a fixed 
rate irrespective of the type of enumerator area in which they worked. The 
payments included a fixed amount in respect of transport costs, which was 
uniform for all enumerator areas. This was a more feasible approach than 
that adopted in Census 1996.

The fieldworkers of the community survey were paid a daily rate. This was 
possible because they were divided into teams under the supervision of a 
fieldwork supervisor, who ensured the productivity of each fieldworker. 
Collection of data was a team and not an individual effort. This method of 
collection and close supervision would not be suitable for a census because 
of its scope.

11. RECRUITMENT AND APPOINTMENT OF CENSUS 
FIELDWORK PERSONNEL

Although the original intention during Census 1996 was to utilize the serv-
ices of public servants in the roles of Controller and Chief Enumerator, in 
the event this was not possible. Stats SA was compelled by a parliamentary 
request, as well as a lack of sufficiently skilled persons available on a full-
time basis over the collection period, to employ persons from the ranks of 
the unemployed. Approximately two thousand people were employed by 
the then Central Statistical Services as Controllers to manage the almost 
100,000 Chief Enumerators and Enumerators, who were responsible for the 
distribution and collection of questionnaires. Because these Controllers did 
not form part of the normal staff complement, they had to be appointed in 
temporary posts that were specifically created for the census.

The South African public service maintains a central system for the ap-
pointment and payment of all public servants. This system, which has been 
developed over many years, is designed to maintain the personnel records 
and process the salaries of mostly permanent employees. Although it did 
not cater to the needs of projects that employed short-term employees, at-
tempts were made to utilize this system to appoint and pay the fieldworkers.

The personal particulars of every fieldworker during Census 1996 were to be 
captured on personal computers at the regional census offices and uploaded 
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to head office for further upload to the payroll system. Various problems 
were, however, experienced. The lack of skills among regional office staff 
meant that data were not always captured in the planned manner and there 
was a general problem with the transmission of data to head office. Data that 
were transferred to the payroll system were often rejected because previous 
employment records of many individuals, although dormant, had never 
been terminated after serving on previous surveys. The failure to appoint 
individuals on the payroll system as census employees resulted in their 
payments being rejected because officially they did not exist as employees 
within the census structure. This situation reached crisis proportions. Ap-
pointments were subsequently made at head office from ad hoc lists that 
were supplied by the regional offices. These lists were not, however, backed 
up by any documentation that authenticated the work that had apparently 
been completed; they were, therefore, susceptible to fraud. Some fieldwork-
ers had even been paid in cash before they were appointed on the payroll.

Approximately 120,000 Enumerators and Supervisors were employed for 
Census 2001. It was decided to outsource their appointments to a consor-
tium of consultants, while retaining the recruitment function within Stats 
SA. The recruitment and final selection of fieldworkers, both Supervisors 
and Enumerators, were to be processed on a system known as the Census 
Administration System (CAS). CAS had recently been developed by another 
firm of consultants to manage various administrative tasks of the census. This 
system was designed to determine the suitability of candidates according 
to specific criteria. It was also supposed to identify candidates within the 
enumerator areas in which they lived. Although appointments were to be 
captured via the CAS onto the main payroll system before payments were 
generated, the system also served to record information for which no provi-
sion had been made on the main payroll system. Among this information 
were the linkages between the fieldworkers, the enumerator areas in which 
they were to work, and the work that each had completed.

There was, however, limited success with the use of the system. The need 
for the system was only identified after the pilot census during March 2001, 
three months before the enumeration and a few weeks before recruitment 
for fieldwork was scheduled to begin. This did not allow sufficient time 
for designing, building, and testing the system, although a working system 
was available for recruitment. Other problems, however, prevented the full 
utilization of the system. The listing had not been completed before the start 
of enumeration and this resulted in appointments being recorded against 
supervisor areas rather than enumerator areas.
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The slow transfer of data captured at the regional offices to head office was 
another major weakness. This was primarily the result of the satellite-based 
wide-area network (WAN) that had been installed to link regional offices 
with the central CAS. There were not many choices regarding data transfer 
available at the time that the system was developed. This was due to the 
late opening of regional offices, since this did not allow sufficient lead time 
for the installation of fixed-line data protocols with increased bandwidth 
and greater speed.

Payments were once again delayed and, as occurred during the 1996 Census, 
high-risk lists were used as a last resort to identify and appoint fieldworkers. 
These lists were compiled by the regional offices and sent to head office 
where the capturing occurred. As in Census 1996, many people were first 
paid in cash at the regional offices before their appointments were proc-
essed because their names had not been included in the lists that had been 
provided to head office.

The number of fieldworkers employed for the community survey was much 
lower than that of the two censuses. Their appointments and payments were 
made on the public service payroll system. The appointments were initially 
made at provincial level, but in some provinces this service was transferred 
to head office because of technical problems. Head office staff traveled 
regularly between the provincial offices to personally sort out problems. 
Appointments were completed successfully, but this was only due to the 
continual hands-on attention of personnel at head office and the limited 
number of fieldworkers.

This experience taught us that the conventional method of capturing ap-
pointments on the public service appointment/payroll system could not 
be utilized successfully in a census. Consequently, an alternative method 
of processing appointments would have to be identified and tested before 
Census 2011. In fact, lists proved to be the most effective means of trigger-
ing payments when all else failed. The problem was that lists had not been 
the initial choice and so no controls to authenticate and properly approve 
the payments had been designed around such a method. It was rather used 
as a desperate method, which resulted in a lack of auditable records.

12. PAYMENT OF FIELDWORKERS

The payment of fieldworkers presented numerous challenges during both 
Census 1996 and Census 2001. The required personal details of many of 
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the census fieldworkers had not been captured on the payroll at the time 
that their work was finalized and payments became due. Payments could, 
consequently, not be processed for persons affected in this way.

Fieldworkers were paid according to the type of dwelling or institution 
that was enumerated during Census 1996. The timing of payments and 
methods of payment were not sufficiently defined, documented, or tested 
before the implementation of enumeration. The payment methodology in 
respect of fieldworkers who partook in the enumeration of “special cases,” 
such as that pertaining to the homeless, was only defined toward the end of 
the enumeration period. In fact, according to information received during 
the post-census debriefing, many fieldworkers worked in the census without 
exactly knowing what remuneration they would receive for their work.

There are various reasons and explanations given for the failures to process 
the payments of the fieldworkers during Census 1996. The actual causes 
and effects that were identified can best be summarized as follows:

• A dire lack of skills and experience among the temporary staff, who 
had been employed in the provincial and regional offices to manage 
the administrative activities;

• Inability to capture and transmit electronic files containing the 
appointment details of fieldworkers;

• Lack of knowledge of the official payroll system among officials in the 
head office human resource division. The records of census fieldworkers, 
who had previously worked in another capacity for Stats SA, were not 
removed before processing the census payments;

• The payroll system required identification numbers to be captured. 
Because of the former fragmented composition of the country, many 
people did not, however, possess South African identification documents;

• No thought had been given to special types of respondents; therefore 
payments to persons who had enumerated such cases had to be processed 
manually;

• Persons had been appointed at incorrect, but valid, pay-point addresses 
and this resulted in their payments going to the wrong offices, sometimes 
on the other side of the country; and

• There were erroneous deductions of tax in respect of persons who had 
been exempted from tax payments.

Unpaid census fieldworkers, who had finished their work, posed a risk to 
the safety of completed questionnaires that had not yet been submitted, as 
well as to the staff of the statistics agency. Innovative ways had to be found 
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to solve the problems that arose. During Census 1996, unpaid fieldwork-
ers from one of the regional offices occupied premises at head office and 
refused to leave until payments had been made. The matter was resolved 
by paying each of them an amount of R1,100, which was the minimum 
payment for an enumerator who worked in an urban area. This had to be 
done without any way of confirming that they had indeed worked as field-
workers, and that they had actually completed their work in the desired 
manner. Similar events were being experienced elsewhere in the country. 
Interim minimum payments were made either on the official payroll system 
or in cash at regional offices. Some persons received payment from more 
than one payment method that had been followed, which led on occasion 
to overpayments. The minimum payments had later to be topped up with 
the difference between the minimum amount and that to which people had 
become entitled according to their actual production.

Similar problems to those experienced in Census 1996 were also experienced 
during Census 2001. Payments to the Census 2001 fieldworkers started failing 
because the appointments information was not being uploaded to head office, 
where the payroll and payments were centralized. As happened during Census 
1996, to solve the problem, the regional offices were requested to submit to 
head office lists of persons who had enumerated and who had completed their 
work. Arrangements were made with a commercial bank to process payments 
from databases that had been compiled by Stats SA from the lists.

Once again, it was found that all the names had not been submitted and 
regional offices were given permission to make cash payments. The names 
and other details of the persons who had received cash payments were sup-
posed to be added to the payroll at a later date.

The experiences with the censuses taught us that a flexible payroll system, 
requiring the minimum of information and as few interfaces as possible, is more 
suited to processing the appointment and payment of the vast number of field-
workers than the conventional system designed to manage a stable payroll. This 
was confirmed during the community survey, where difficulties were expe-
rienced in appointing and paying a relatively small number of fieldworkers.

13. APPOINTMENT AND PAYMENT OF ADMINISTRATIVE 
CONTRACT STAFF

Few problems were encountered with the payments to staff who had been 
appointed to supplement the permanent establishment during the censuses. 
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These persons had been appointed to posts at different levels, which had 
been created within the fixed establishment of Stats SA for the duration of 
the censuses. Individuals were paid at fixed rates, which differed according 
to the level of expertise that was required. Their payments were, therefore, 
processed and channeled automatically to their bank accounts by the 
computerized payroll system in the same manner used for permanent staff.

14. PAYMENT OF PROCESSING PERSONNEL

Each of the nine provinces initially had its own processing center for Census 
1996 data. Temporary workers were employed on medium-term contracts 
to capture the data. The number of persons employed depended on the 
population size of each province.

The remuneration of processing persons during Census 1996 was based on 
production, calculated on the number of keystrokes (which were recorded 
electronically) and a predetermined rate. The production figures served as 
input to a dedicated payroll system that was managed separately from the 
official payroll system. This secondary payroll system served as an input 
firstly to a commercial bank that processed the payments by means of 
electronic funds transfers (later checks), and secondly to the main payroll 
system, where the payment details were brought to account in the books 
of Stats SA and were added to the tax records.

Although this payment process proceeded more smoothly than the one used 
during the enumeration payment process, problems were still encountered 
where persons had submitted invalid identification numbers.

Contract employees, who were appointed to capture the data of Census 
2001, were paid in the same manner as the temporary administrative per-
sonnel. That is, they were appointed to the official payroll system at a fixed 
rate and their payments were processed automatically on a monthly basis. 
Reliance was placed rather on good supervision instead of attempting to 
measure their production by means of complicated processes that presented 
additional problems.

The payment of persons who worked on the processing of the community 
survey data went smoothly. But, as pointed out, the lower numbers allowed 
for conventional methods.



Journal statistique africain, numéro 13, novembre 2011106

Juan A. X. Fanoe

15. CONCLUSION

As described in this paper, obtaining sufficient and reliable funding over the 
full census activity period proved to be a major hurdle in both Census 1996 
and Census 2001. This resulted in a reluctance to invest funds in control 
and reporting systems and structures that would have enhanced the quality 
of both the data collection and the financial management of census funds.

The second serious problem was the need to employ either temporary 
staff (in positions other than that of fieldworkers) of questionable skills or 
external highly paid consultants to meet the human resource needs. People 
who were available for temporary employment generally lacked the requisite 
skills, knowledge, and experience. Consultants, on the other hand, could 
generally only make marginal contributions. This was due to two factors: 
(i) their lack of organizational knowledge and (ii) the additional pressure 
placed on the limited number of managers to supervise the performance of 
consultants according to their contractual agreements.

Stats SA has since addressed the problem of skills through the creation of a 
permanent census structure that is divided into two main parts. One part 
is responsible for development and analysis, while the other is responsible 
for field operations and data processing. Permanent structures have also 
been created at provincial and regional levels. The provincial structures 
assume responsibility for training and managing temporary staff and for 
coordinating the census with other surveys, so that it does not become an 
overwhelming and destructive force.

The creation of permanent structures does not obviate the need for tempo-
rary staff and consultants, but can provide a well-trained core at all levels 
of Stats SA and also provide for the delegation of responsibilities of census 
functions down to regional level.

Another major problem experienced during both Census 1996 and Census 
2001 was the failure to appoint and pay fieldworkers through electronic 
means. This resulted in the need to disburse large amounts of cash with 
concomitant problems of security. This could partially be addressed through 
a permanent organizational structure at provincial and regional levels, if 
the authority and responsibility to appoint and pay fieldworkers were to 
be delegated to provincial and regional offices. An effective and responsive 
integrated personnel and payroll system at regional and provincial levels is, 
however, imperative in this respect.
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The decentralization of the financial, procurement, and human resource 
management functions and responsibilities before Census 2011 is regarded 
as key to more effective corporate service delivery, robust controls, and rig-
orous and timely bookkeeping. This can be achieved by delegating greater 
responsibility to staff at provincial and regional levels. They would then be 
able to respond much more quickly to negative events because they would 
be closer to census activities. It would also result in an improved spread of 
resources. Head office would then be able to provide an effective monitor-
ing system and impose corrective actions. This was not possible in the past 
because the limited number of head office permanent staff were attempting 
to micro-manage the work at a regional level.

The need to provide large amounts of cash to the regional offices during 
the two last censuses created various problems and created significant risks. 
Since cash payments had not been planned, large amounts of cash were 
either stored in unsecured offices or paid from the boots of motor vehicles. 
There were risks in the transportation of cash between the banks and the 
pay-out points and in the lack of secure overnight storage of the cash. The 
priority, given the urgency of the situation, was to get cash into the hands 
of fieldworkers; consequently the keeping of proper books and records came 
to be regarded as an activity of lesser importance.

An effective payroll management system and the utilization of fuel cards for 
motor vehicles should preclude the need for handling large amounts of cash. 
Nonetheless, provision needs to be made, as part of the risk management 
strategy, to cover such an eventuality. This problem can best be addressed 
through the appointment of permanent, financially skilled staff at regional 
level, while strengthening the financial components at provincial offices so 
that controls can be exercised more effectively. Regular reconciliation of 
cash accounts will be required and this must be enforced through effective 
monitoring and supporting systems.

The undertaking of a population census requires strong leadership from 
the planning stage right through to reporting. Advantage must be taken of 
the existing knowledge base within the agency undertaking the census. The 
knowledge and experience stored in people’s heads must not be ignored. A 
successful census depends on three principal elements: adequate funding; 
effective financial management and controls; and an effective reporting and 
communication system.
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16. RECOMMENDATIONS

A census should be undertaken within a dedicated, clearly defined organiza-
tional structure. This structure should, together with the necessary delega-
tion of responsibility and authority, be decentralized to those parts of Stats 
SA that manage the recruitment of field staff and fieldwork operations. As 
an example, Stats SA has provincial offices and district offices within each 
province; the field activity is executed from district offices and managed by 
the provincial offices.

A census needs careful, detailed planning and the responsibility for each 
operation should be assigned to particular employees through performance 
agreements. Plans should take into account all the lessons learnt in past 
censuses, as actual experience is paramount to avoid the same pitfalls. All 
planning should incorporate risk assessment and mitigations.

Representatives from the suppliers of funding (the National Treasury in 
South Africa) should be an essential part of the census planning team. 
Provision for the undertaking of a census should be part of the long-term 
planning of the Treasury. There should also be an understanding that ac-
curate financial estimates may only be available after a census pilot has been 
finalized and assessed.

The cost of capital infrastructure and that of operations must be based on 
planning. These costs should be calculated in such a way that an adjust-
ment of budgets can be easily made when plans are amended and different 
resources are required. A system of monitoring expenditure is essential. 
Operational decisions can result in very high costs when based on aspects 
such as enumerator areas, because these determine the requirement for 
fieldworkers, transportation, questionnaires etc.

Transportation costs form a large portion of census expenditures. The risk 
of the misuse of motor vehicles is high and so proper ongoing controls are 
essential here too.

Effective reporting and communication systems are crucial. These must 
focus on all the high-priority activities and must be accurate and up to date. 
They should facilitate management decision-making on a continuous basis 
and be capable of serving as early warning systems. Examples of information 
required by Stats SA during collection include: the number of enumerator 
areas; the number of persons employed versus the number of persons re-
quired to carry out the fieldwork; the state of enumeration per enumerator 
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area and per dwelling unity; and the type and number of fieldworker traffic 
violations. Information should be shared with all levels of management, 
where this could enhance management and control responsibilities and 
facilitate immediate remedial actions when necessary.

It is important that all activities are undertaken by a core of permanent 
staff who are properly trained and skilled in the work that is required of 
them. They can, where necessary, be supported by suitable temporary staff. 
Recruitment and payment systems should be sound, both for administrative 
staff and field staff. New tailor-made payroll systems should be developed 
if the challenges posed by the number of field staff, who are to be paid 
and recruited, are likely to be overwhelming for the systems used for other 
activities.

A census ultimately needs decisive leadership that inspires and instills confi-
dence and the certainty of success in all participants throughout the project. 
This is vital because there are many occasions when problems can seem so 
overwhelming that disillusionment can easily affect staff morale, thereby 
acting as a constraint to a conducive and productive working environment.
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