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GLOSSARY OF TERMS AND ABBREVIATIONS 

 

“Department” means a national department, a national government component, the 
office of a premier, a provincial department, or a provincial government component 
listed in Schedules 1, 2 or 3 of the PSA. 

“Executive Authority (EA)”, in relation to – 

(a) The Presidency or a national government component within the President's 
portfolio, means the President;  

(b) A national department or national government component within a Cabinet 
portfolio, means the Minister responsible for such portfolio;  

(c) The Office of the Commission, means the Chairperson of the Commission;  

(d) The Office of a Premier or a provincial government component within a 
Premier's portfolio, means the Premier of that province; and  

(e) A provincial department or a provincial government component within an 
Executive Council portfolio, means the member of the Executive Council 
responsible for such portfolio. 

“Head of Department (HoD)” means the incumbent of a post mentioned in column 2 
of Schedule 1, 2 or 3 of the PSA. 

“PAJA” means the Promotion of Administrative Justice Act, 3 of 2000. 

“PFMA” means the Public Finance Management Act, 1 of 1999. 

“Policy” means administrative or operational policy as set out in paragraphs 3.2(d) 
and (e). 

"PSA" means the Public Service Act, 1994, (Proclamation 103 of 1994) as amended. 

"PSR" means the Public Service Regulations 2016. 

 



Guide on Operational Delegations 

 

 

4 

 

1. INTRODUCTION  

1.1 The National Development Plan, under the topic “Building a Capable and Developmental 
State" observed the importance of delegation and proposes that delegation, 
accountability and oversight be strengthened - 

(a) promoting greater and more consistent delegations supported by appropriate 
systems of support and oversight; 

(b) ensuring that staff at all levels have the authority, competency and support they 
need to do their jobs; 

(c) effective delegation enhances staff morale, particularly for middle management 
who are given the authority to make day-to-day decisions; 

(d) human-resources practitioners need to provide expert advice to managers to 
help them do their jobs effectively, and ensure they follow appropriate 
procedures and get the most out of their staff. These functions are not just about 
the enforcement of rules, but also about using discretion.  Staff need to have 
sufficient confidence in their own abilities to trust their judgment and delegate 
where appropriate.  This needs to be backed by effective systems for 
performance management, so that oversight can be maintained and weaknesses 
identified at an early stage; 

(e) levels of delegations vary from department to department.  These inconsistencies 
creates a degree of instability and makes it harder to establish clear lines of 
accountability; 

(f) the lack of effective delegation slows down decision-making and impedes 
implementation; and 

(g) accountability is weakened when paperwork has to be signed by multiple people 
or at multiple stages in the process.  Streamlined processes  are  needed, that 
maintain checks and balances, while clarifying accountability and making it 
easier for departments to take decisions. 

1.2 To advance the aspirations in the National Development plan in respect of delegations - 

(a) as a first phase, the Cabinet on 7 August 2013 approved the Principles of Public 
Administration and Financial Delegations and minimum levels of delegations in 
terms of the PSA.  These Principles represents Government's policy position on 
how delegations should be managed and was aimed at promoting a more stable 
political and administrative interface by providing clear lines of accountability from 
EA to HoD and from HoD to other performer levels, thereby ensuring greater 
stability and consistency in the assignment of delegations; 

(b) as the second phase, the Minister for the Public Service and Administration 
issued a Directive on Public Administration and Management Delegations on 4 
August 2014, to provide HoDs with greater delegations for the things they are 
responsible for; and 
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(c) the third phase, aims to promote efficient and effective management of 
administrative and operational delegations set out in departmental policy.  The 
approach adopted in the National Development Plan for EAs to retain overall 
responsibility with a clear line of accountability between HoDs and their political 
principals, is taken a step further to put in place principles and a toolkit for 
exercising discretionary decision-making at an administrative level.  Hence, there 
is a need to improve administrative and operational delegations. 

1.3 This Guide supports the Principles of Delegation and the Directive on Public 
Administration and Management Delegations.  It entrenches the principles of just 
administrative action set out in PAJA.  The approach adopted for this Guide provides 
that policy should specify the decision-making powers and duties, roles, and 
responsibilities of administrators in order to give effect to delegations. 

1.4 The Guide applies to all departments. 

1.5 The Guide introduces a Toolkit as a method to assist departments with assigning 
decision making powers and duties, roles, responsibilities to the appropriate performer 
level. 

2. BACKGROUND 

2.1 The Public Service Commission report on the Assessment of the Implementation of the 
Human Resources and Financial Management Delegations Frameworks dated 
December 2013, found that Human Resources delegations are not adequate to enhance 
the ability of departments to perform optimally.  More synergy must be created to 
address role definition appropriately and to facilitate improved service delivery.  
Departmental policies have an impact on service delivery and decision-making at lower 
levels. Departmental policy must be aligned to norms and standards set by the centre of 
government departments such as the Department of Public Service and Administration 
and National Treasury for more synergy.  

2.2 There is a plethora of policies that do not clearly indicate the roles and responsibilities of 
administrators.  It is imperative that guidance is provided to delineate roles and 
responsibilities of all role players involved in the value chain defined by the policy. 

2.3 The inability to establish clear lines of accountability, insufficient administrative 
procedures and processes often result in lengthy approval processes and delays.  

2.4 A Scoping exercise was undertaken by sampling three (3) different policies from four 
(4) national departments.  The implementation of these policies was distinctly different 
for each sample although the policy emanated from the same source e.g. PSR and 
collective agreements.  The policies were; the Cell Phone policy, the Performance 
Management and Development System (Level 1 to 12) policy and the Leave policy.  The 
scoping exercise revealed the following: 

(a) Unclear delineation of roles and responsibilities and role definition for 
administrators. 

(b) Unclear allocation of tasks for the execution of administrative action. 
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(c) There are glaring gaps in respect of application and approval throughout the value 
chain (e.g. from application to approval and appeal), which ultimately leads to 
inefficient administration. 

(d) Policies are generally poorly written.  Cross references to legislation is incorrect, 
outdated and inconsistent in some cases. 

(e) Terminologies used for similar purpose is distinctly different. 

(f) No standardization of procedures and processes for similar highly regulated or 
routine functions across departments. 

3. EXPLICATION OF CONCEPTS 

3.1 Definition of Administrative / Operational delegations means the act by a principal 

functionary to assign, through approving policy, decision-making powers and duties, and 
associated roles and responsibilities to administrators to perform administrative actions. 

3.2 Administrative / Operational delegations involves much more than the act of delegating 
decision-making powers and duties.  The definition is explicated as follows: 

(a) Principal functionary - means the authority, the HoD or the EA who approves 
policy.  The principal functionary is overall accountable for the development and 
implementation of policy.  The principal functionary is the delegator. 

(b) Assignment through approving policy: 

(i) Assignment - means the act by which a principal functionary legally transfer 

administrative actions to administrators.  This is to ensure that administrative 
action is lawful. 

(ii) Approving policy - in order for the assignment to be lawful, the act of 
approving a policy in writing grants the empowering provision for taking 
administrative action.  Approving the policy complies with section 1 of PAJA, 
which reads "empowering provision means a law, a rule of common law, 
customary law, or an agreement, instrument or other document in terms of 
which an administrative action was purportedly taken". 

(ii) The policy may set out roles and responsibilities for administrators additional 
to matters addressed in the legislation, but it may not be used to create a 
delegation function that was not intended by the legislature in the first 
instance. 
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(iii) Approving administrative policy is necessary to give effect to the obligation of 
a HoD / Accounting Officer for the efficient management and administration 
of the department1, and the effective, efficient and economical use of the 
resources of the department2. 

(c) Policy - means a document that specifies norms and standards, processes and 

procedures, tasks, activities, decision-making structures, levels of delegation, and 
roles and responsibilities of administrators to take administrative action.  Policy is 
essential for effective and efficient governance, management, operations and 
administration of a department to commit resources, incur liabilities and to take 
decisions on behalf of the principal functionary: 

(i) A norm is a standard of achievement, behavior or doing things that is 

expected to conform to the administrative  policy. 

(ii) A standard sets the basis of, measure, value, comparison or judgment for 

attaining a norm.  

(iii) A process is a sequence of activities involving more than one person across 
a span of time.  It is a collection of related, structured activities or tasks that 
produce a specific service or product3 . 

(iv) A procedure is an established and official way of doing something. It 

specifies a specified way to perform a single task by one person with defined 
start and stop times. A procedure specify in writing what should be done, 
when, where, by whom and how. It is a set of written instructions that 
document a routine or recurring activity followed by an institution4. 

(v) Task - The smallest identifiable and essential piece of a job that serves as a 

unit of work, which is  assigned to or expected of an administrator. 

(vi) Activity - An action or decision that is one of several sequential steps in the 
completion of a procedure or process. 

(d) Administrative policy includes those policies that are applicable to public 
administration typically falling under Programme 1 of a department. The scope of 
administrative policy include: 

(i) public administration and management (e.g., working hours, leave, 
performance management and development, bursaries, acceptance of gifts, 
resettlement, learnership, internship).  This also include policy that 
departments must develop in terms of collective agreements or to elucidate 
norms and standards determined by the Minister for the Public Service and 
Administration in respect of the PSR and Directives; 

                                            
1 Section 7(3)(b) of the PSA 

2 Section 38(1)(b) of the PFMA 

3 Page 82 of the 2016 Operations Management Framework published by the DPSA 

4 Page 109 of the 2016 Operations Management Framework published by the DPSA 
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(ii) financial administration and management (e.g., procurement, travel and 
subsistence, cell phone and data usage, petty cash, inventory management, 
asset management, budget management, auditing, risk management);  

(iii) information and communication technology (e.g., disaster recovery, 
information security, telephone usage, antimalware, media communication, 
media services); and 

(iv) any other administrative policy or standard operational procedure that are 
required for the efficient and effective management of a department (e.g., 
cleaning services, catering, outsourced services, personnel and physical 
security). 

(e) Operational Policy refers to administrative action that is purportedly taken in 
respect of line function legislation, regulations and policy for the delivery of 
services to citizens and clients of a Department  (e.g., policies of the Department of 
Home Affairs for the application and administration of face value documents). 

(f) Assigning decision-making powers and duties, and associated roles and 
responsibilities to administrators to perform administrative actions:  

(i) Decision-making powers and duties, with concomitant accountability - 
an administrator responsible for exercising decision-making (exercise own 
individual judgment and discretion to approve or not approve something with 
yes/no authority) is assigned the accountability for being answerable for the 
end result and giving explanations for any variance between the actual end 
result and the expectations or conditions set.  Accountability for decisions 
cannot be delegated.   An administrator with decision-making duties is 
obligated to exercise those duties.  Exercising a decision-making power on 
the other hand is discretionary. 

(ii) Roles - administrators perform various roles in the implementation of policy.  

These roles involve, amongst others, those that do the work, those that 
should verify the work, those that should be consulted, those that should be 
informed and finally those that must approve an administrative action.  
Appendix A provides for a role charting toolkit and methodology. 

(ii) Responsibility - it is the duty of an administrator to complete the action 
assigned to him or her. An administrator is given responsibility and has the 
obligation to perform, accomplish and report on the action assigned to him or 
her; and be answerable for it. 

(iii) Administrator - is any employee or other body (such as a committee) 

performing administrative action in terms of policy. 

(iv) Administrative action or action - means the exercising of decision-making 
powers or duties and include any action, activity, function, duty, process, 
procedure, role, responsibility or duty performed by an administrator as set 
out in policy.  
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4. PURPOSE AND OBJECTIVES OF THE GUIDE  

4.1 The purpose of the Guide is to provide principles and a Toolkit to assist departments 
with the assignment of decision-making, roles, responsibility to administrators in respect 
of: 

(a) Assessing the appropriateness, efficiency and effectiveness of existing policy. 

 (b) Developing and emending policy. 

 (c) Developing an operations management framework. 

4.2 The objectives of the Guide and Toolkit are as follows: 

(a) To resolve undefined and vague responsibility and accountabilities.  To eliminate 
"it's somebody else's responsibility" and the blaming of others when things go 
wrong. 

(b) To improve decision-making as it becomes clear who makes decisions and to 
make decision in a more timely manner.  It guides decision activities made by 
administrators at the correct level in the department.   

(c) To promote consistent accountability, responsibility and reporting on 
administrative decisions within the department. 

(d) To eliminate administrative action being delayed or ending up incomplete 
because of unclear roles, responsibility and decision-making.   

(e) To eliminate duplication. For example where two or more administrators complete 
the same of similar task, or do similar things as inputs into other processes. 

(f) To help smooth out business processes, improve communication and the 
management of business processes. 

(g) To better manage departmental risks by providing measures, conditions and 
limitations for the execution of administrative action. 

(h) To promote organizational efficiency by providing appropriate monitoring, 
evaluation and control systems for administrative action. 

(i) To provide a Toolkit, set out in Appendix A, for departments to assign decision-
making. Roles and responsibility to administrators in order to inform the 
development or amending of policy. 
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4.3 Graph 1 below represents a common policy life cycle. The life cycle indicates that the 
assignment of administrative actions and decision-making (delegations) to 
administrators, should receive attention in every phase namely; policy development, 
approval, implementation and review. 

 

Graph 1: Policy Life Cycle 
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5. JUST ADMINISTRATIVE ACTION 

5.1 It is of utmost importance that every administrator who makes decisions understands the 
legislative provisions, just administrative action and the consequences of those actions.  
Policy is subject to the rules of just administrative action set out in PAJA.   

5.2 PAJA, imposes a duty on departments to give effect to the rights of just administrative 
action; to promote an efficient administration and good governance, to create a culture of 
accountability, openness and transparency in public administration or in the exercise of 
public power or the performance of public function. 

5.3 Should an administrator fail to comply with the requirements of just administrative 
actions legally laid down in PAJA (the requirements of lawfulness, procedural fairness 
and reasonableness), the action may be challenged on the grounds for judicial review.  It 
is then the function of the courts to determine whether the action or decision in question 
is valid or not.  The judicial control of administrative action remains the most important 
method of controlling administrative action since the courts give a final and binding ruling 
on administrative disputes and enquiries.  If the court finds that the decision is unlawful, 
unreasonable or procedurally unfair it can make any of a number of possible orders to 
rectify the situation. These include: 

(a) An order declaring the administrator's decision invalid. 

(b) Ordering the administrator to reconsider the decision. 

(c) Replacing the decision with the court's own decision. 

(d) Ordering the department to pay damages to the affected person. 

5.4 The grounds of review of administrative action by the courts are set out in Section 6(2) of 
PAJA.  A court or tribunal has the power to judicially review an administrative action if - 

(a) The administrator who took It – 

(i) was not authorized to do so by the empowering provision; 

(ii) acted under a delegation of power which was not authorized by the 
empowering provision; or  

(ii) was biased or reasonably suspected of bias. 

(b) A mandatory and material procedure or condition prescribed by an empowering 
provision was not complied with. 

(c) The action was procedurally unfair. 

(d) The action was materially influenced by an error of law. 
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(e) The action was taken –  

(i) for a reason not authorized by the empowering provision; 

(ii) for an ulterior purpose or motive; 

(iii) because irrelevant considerations were taken into account or relevant 
considerations were not considered; 

(iv) because of the unauthorized or unwarranted dictates of another person or 
body; 

(v) in bad faith; or 

(vi) arbitrarily or capriciously; 

(f) The action itself – 

(i) contravenes a law or is not authorized by the empowering provision; or 

(ii) is not rationally connected to – 

� the purpose for which it was taken; 

� the purpose of the empowering provision; 

� the information before the administrator; or  

� the reasons given for it by the administrator; 

(g) The action concerned consists of a failure to take a decision; 

(h) The exercise of the power or the performance of the function authorized by the 
empowering provision, in pursuance of which the administrative action was 
purportedly taken, is so unreasonable that no reasonable person could have so 
exercised the power or performed the function; or 

(i) The action is otherwise unconstitutional, or unlawful. 

5.5 PAJA clearly states that an administrative action may be reviewed if the administrator 
who took it acted under a delegation of power which was not authorized by the 
empowering provision  

5.6 According to the definition in section 1 of PAJA, an empowering provision means a law, 
a rule of common law, customary law, or an agreement, instrument or other document in 
terms of which an administrative action is purportedly taken. 
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5.7 Before someone can ask a court to review an administrative action, there is an important 
principle in section 7(2) of PAJA that must be complied with - the rule of exhaustion of 
internal remedies. This means that, internal remedies must be exhausted before an 
affected person can approach a court.  A person can therefore only ask for judicial 
review as a last resort.  

5.8 The development or amending of policy in order to assign duties or to delegate powers 
excludes powers and duties that are expressly provided for in legislation cannot be 
delegated or assigned by the principal functionary in terms of a policy document.  
Cognizance must be taken that the relevant policy does not delegate powers or assign 
duties which can only be delegated or assigned under the empowering legislation.  lt 
should be matters other than those already addressed in the legislation. 

6. PRINCIPLES OF ADMINISTRATIVE ACTION AND OPERATIONAL DELEGATION 

6.1 The assignment or delegation of powers and duties can only be assigned or delegated 
under an empowering provision5. 

6.2 Powers and duties that are expressly provided for in legislation cannot be delegated or 
assigned by the principal functionary in terms of a policy document.  Policy cannot 
prevail over legislation. 

6.3 The principal functionary has the prerogative to delegate powers and assign duties to an 
administrator as he/she deems fit under the circumstances applicable to the particular 
department 

6.4 Administrative action is executed within the parameters of norms and standards, 
practices, conditions and limitations, and governance arrangement as determined by 
policy. 

6.5 Administratively policy should be approved by the HoD as the principal functionary who 
is overall responsible and accountable for the policy.  The relevant principal functionary 
(EA or HoD as the case may be), may approve operational policy if legislation requires 
that functionary to approve the policy.  A collective agreement concluded for a policy still 
require approval of the policy by the principal functionary. 

6.6 Only the principal functionary may assign administrative action to administrators. 

6.7 There is no sub-assignment (sub-delegation) by an administrator to another 
administrator. 

6.8 The employee who acts in the post of the administrator with decision-making powers and 
duties, performs the decision-making action attached to that post. The appointment of 
acting arrangements is done, in writing, in terms of Section 32 of the PSA.  There is no 
legal foundation for the next higher level in the hierarchy to exercise decision-making 
powers and duties (upward delegation) in the absence of an administrator with those 
decision-making powers and duties. 

                                            
5 Empowering provision is defined in section 1 of PAJA 
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6.9 In the absence of an administrator responsible for performing an administrative action 
(other than decision-making powers and duties) managers and supervisors should issue 
instructions to reallocate any action or routine tasks of an administrator to another 
employee so as to ensure continuity of services. 

6.10 The principal functionary may exercise any decision-making power and duty assigned to 
an administrator. 

6.11 The principal functionary may at any time, in writing, withdraw the administrative action 
(including any decision-making power or duty) assigned to an administrator.  The 
following circumstances and conditions are provided as guidance: 

(a) A possible conflict of interest arising in the making of any action or decision relating 
to exercising administrative action.  

(b) The administrative action is not being exercised in a manner consistent with the 
policy or PAJA. 

(c) The administrator does not demonstrate the required competence (knowledge, 
skills, behavior and aptitude) and commitment to perform assigned administrative 
actions. 

(d) Prior direction and guidance to an administrator or revised limitations and 
conditions have failed to produce the desired results. 

(e) Special operational requirements that apply to the department such as cost 
containment measures. 

(f) Written reasons for the withdrawal must be provided and documented, and the 
policy amended. 

(g) Reassignment or transfer of an administrator. 

6.12 Assigning administrative action to administrators must only be made to - 

(a) employees who occupy posts on the approved establishment of the department.  
Employees would include ministerial staff, persons employed additional to the post 
establishment in terms of PSR 57(2), but excludes consultants and contractors 
appointed through procurement processes and excludes persons (advisors) 
appointed on grounds of policy considerations in terms of section 12A of the PSA; 
or 

(b) a body (such as a committee) established in terms of the policy, with a clearly 
defined composition, quorum, roles, responsibilities and decision-reaching 
processes. 

6.13 Any administrator to whom a decision-making power or duty has been assigned shall 
exercise that power or perform that duty subject to the conditions and limitations that the 
principal functionary may determine in the policy. 
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6.14 The execution of duties and responsibilities of administrators should be regularly 
reviewed as specified in the policy (at least every three years). 

6.15 An administrator must not perform any administrative action where there is a potential or 
real conflict of interest or direct personal benefit.  

6.16 The cascading of administrative action to administrators at different performer levels in 
the organization must be consistent and standardized for the spatial differentiation of the 
department in tiers, for example head-, regional-, district-, and circuit offices and 
institutions. 

6.17 Departments should maintain a Reference List of all administrative and operational 
policies which references the name of the policy, date approved, date amended and 
where it can be accessed.  This Reference List should be web-enabled and posted on 
the Intranet of the department.   

6.18 Departments should use the Role Charting Toolkit set out in Appendix A to assess 
whether the policy provides for the most appropriate assignment of administrative action 
to administrators and at the most appropriate (lowest) performer level.   

6.19 A Register for Administrative Action as set out in Appendix D and Appendix E should 
be completed for and appended to every policy.  This Register provides an overview of 
the administrative actions and administrators set out in the relevant policy. 

6.20 A Decision Register set out in Appendix F should be completed by administrators with 
decision-making powers for those decisions that in the view of the principal functionary 
should be reported on and monitored as well as manner and the frequency thereof.   

6.21  Monitoring and review of administrative action: 

(a) The HoD should establish structures and systems to ensure that all policies and 
associated registers as well as the execution of the administrative action is 
monitored, evaluated and regularly reviewed for the effective and efficient 
administration of the department. 

(b) The HoD may utilize any assurance body / unit such as a management committee, 
Internal Audit, Legal Service, Risk Management, Monitoring and Evaluation, to 
assist in conducting the abovementioned activities.   
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APPENDIX A: ROLE CHARTING TOOLKIT AND METHODOLOGY 

1. INTRODUCTION 

1.1 The VARIC Role Charting Toolkit is a technique to identify the relevant 
administrators (employee or body) and delineate their roles, responsibilities and 
decision-making in carrying out administrative action.  The VARICE methodology set 
out in the Cabinet approved Principles of Public Administration and Financial 
Delegations has been adapted to suit administrative/operational delegations. 

1.2 The Toolkit charts role behavior (what an administrator actually does to carry out 
the work) and reconciles role conception (what a person thinks his/her job is and 
how the person has been taught to do it) with role expectation (what others in the 
organisation think the person is responsible for and how that person should carry out 
those responsibilities). 

1.3 The approach set out in the Toolkit enables management to actively participate in the 
process of systematically - 

(a) determining administrative action by identifying and describing those actions,  

(b) determining decisions that have to be accomplished; and 

(c) clarifying the responsibility that each administrator plays in relation to those 
actions and decisions. 

1.4 The Table below summarizes the VARIC Process as the basis for defining roles and 
responsibilities.  Based on Role definitions, the Roles are plotted in a Chart and 
Analyzed, followed by documenting the As-Is Role situation and the To-Be Role 
design. 

 

The VARIC Process Provides a Basis for Defining Roles and

Responsibilities

V • Who is VERIFYING?

A • Who is APPROVING?

R • Who is RESPONSIBLE?

I • Who is INFORMED
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Action / 
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Mr
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Mr
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1. V A R I C
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As Is Analysis • To diagnose role challenges

To Be Design

VARIC Analysis

Too many R’s • Can the administrator stay 
on top of so much?

No R’s

Too many A’s

• Will the job get done?
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• Is this a bottleneck?

• To determine new roles and 
responsibilities
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2. BENEFITS OF CHARTING VARIC ROLES 

Some of the benefits of charting VARIC Roles are: 

(a) Workload analysis – To balance workload and avoid duplication. 

(b) Re-organisation and functional analysis – Ensures that key functions and 
processes are not overlooked. 

(c) Work design and training – Allows new employees to rapidly identify their roles 
and responsibilities and also allows duties to be redistributed equitable. 

(d) Project Management – Allows for flexibility in matrix management situations 
whilst still ensuring the right balance between line function and project 
management decisions.  Also to ensure that tasks get done and to improve 
teamwork. 

(e) Documenting administrative action – The outcome from VARIC is a simple yet 
powerful method of documenting and communicating roles and responsibilities. 

(f) Do away with multiple decision-points that can cause work delays and weak 
accountability. 

(g) Timely completion of actions - If work is not completed on time, finger pointing 
may result. The key to avoiding this is knowing who is Responsible.  

(h) Assist with resource allocation. 

(i) Ensure actions are being performed and decisions are being made at the 
correct levels in the organization. 

(j) It promotes clear delegation of authority to the lowest possible level. 

(k) To improve understanding of the roles and responsibilities around work 
process - “As Is” and “To Be”. 

(l) To improve understanding of roles and responsibilities within a department. 
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3. ROLE DESCRIPTIONS 

3.1 The VARIC indicators aims to delineate the roles and responsibilities of administrators in 
accordance with the following role descriptions: 

(a) Verifier “V role”– “I Must Check” – Those who check whether the administrative 

action meets the required norm and standard. This normally would be the 
supervisor. 

(b) Authorise / Approve / Accountable “A role” – “The Buck Stops Here”, “I Am The 
Decision-maker or Approver” – The administrator who exercises discretionary 
decision-making powers and duties with yes/no authority.  The administrator, in 
whom the final decision making power or duty is vested, and who is accountable for 
the decision. Only one A should be assigned to an action. 

 The A+ label is used to identify highly discretionary decisions by administrators that 
should be reported on and monitored (see principle 6.20 of the main Guide). 

(c) Responsible / Execute “R role” – “The Doer of the administrative action ” – The 
administrator who performs an administrative action, but excludes the A role.  The 
administrator who is responsible for action and implementation.  The R administrator 
takes the initiative in the particular area, develops alternatives, analyses the 
situation and makes the initial recommendation..   

With very complex actions, it’s possible that more than one person will need to 
collaborate with others to get the work done. Consider designating one person as 
the “R Prime” or “R1 ” which means that in terms of responsibility, this person is 
number 1. 

(d) Informed “I role” – “Keep Me In The Picture” – The individual(s) who needs to be 
informed or needs to know after a decision is made or an action is taken. The 
person doesn't participate in the decision before it is made.  There is just one-way 
communication and no formal response or feedback is required.  

(e) Consulted “C or C+ role” – “Always Keep Me In The Loop” – An administrator 
whose recommendation or opinion is required prior to the final decision or action is 
taken, and with whom there is two-way communication e.g. supervisor, committee or 
the CFO. There are two types of consultation, namely after consultation and in 
consultation: 

(i) After consultation “C role” – The administrator whose recommendation or 

opinion may be considered by the Approver prior to decision-making.  In this 
role, you give advice before the decision is made.  The Approver is not 
compelled to act in terms of the recommendation or advice by the C role 

administrator.  
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(ii)  In consultation “C+ role” - The administrator whose recommendation or 
opinion must be considered by the Approver prior to decision-making.  The 
Approver is compelled to act in terms of the recommendation or advice by the 
C role administrator. This implies that both the parties, C+ and A roles, must 
agree before a decision is taken. The C+ role has a veto right to prohibit or 
reject a proposed or intended act. 

4. VARIC ROLE CHARTING PROCESS 

 The VARIC role charting process involves 7 steps as summarized below. 

 

 

4.1 Step 1 – Choose a focal policy and the level of detail for the Chart 

(a) Choose a focal policy for the Chart. Start with high impact policy.  Set out in Appendix B 
is a Role Behavior Quiz to assist in deciding if a policy or administrative action should 

be subjected to the VARIC process.  Adding up the total score of the Quiz gives as 
indication of: 

 (i)  A score of 0 to 6, no need for a VARIC  � 

 (ii) A score of 7 to 14, a VARIC is recommended �. 

 (iii) A score of 15 to 22, a VARIC is essential ☹.  

(b) Introductory meetings are conducted to inform key management of the purpose and 
requirements of the process.   

(c) Determine the group of people who will be responsible for completing the Chart (see 
step 4).  One way to gather information on administrative action (functions, decisions, 
roles or activities) is in a one-on-one interview with administrators.  An alternative to the 
interview is a group “brainstorm” or idea generation technique with representatives from 
the administrators involved.   

Step 1

• Choose a 
focal 
policy and 
the level of 
detail for 
the chart

Step 2

• Determine 
actions, 
activities 
and 
decisions

Step 3

• Determine 
involved 
adminis-
trators

Step 4

• Document 
adminis-
trator role

• “As-Is”

Step 5

• VARIC 
chart 
analysis

Step 6

• Review  
VARIC 
chart

• “To-Be”

Step 7

• Amend 
and 
approve 
policy
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(d) A simple information gathering tool that can be used to better understand the role 
behavior is to list what administrative actions is done and documenting specifics; by 
who, when, inputs and outputs.  The following Table can be used to better understand 
role behavior: 

What? 

Action / Activity / 
Decision 

VARIC 
Label 

Who? When Inputs 
From 

Outputs To 

      

      

      

 

(e) The template to use for the VARIC Chart is set out in Appendix C. The VARIC is a 
simple tool to Chart broad administrative actions (such as analyzing a function or a 
process) or very specific actions (such as a task, procedure or activity).  

(f) Restrict the VARIC Chart to be of a manageable size, between 8 to 15 actions is 
suggested.  Fewer than 8 actions may imply the definition is too narrow (too high level).  
Greater than 15 actions may imply the definition is too broad (too detailed).  The idea is 
to try to keep the Chart simple enough to remember. 

(g) The following guidelines are provided to keep the Chart to a manageable size: 

(i)  Begin the Chart at a level that provides a general and logical division of labour. 

(i) Go up a level (procedure to a process, or process to a function) and consider 
combining administrators in groups (combine individual HR practitioners into a 
HR Unit). 

(iii) Create more than one Chart.  If a high level Chart gives a general division of 
labour, then create more specific VARIC Charts for more complex actions. The 
high level Chart is broken down into more detailed Charts. 
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4.2 Step 2 – Determine and document administrative action activities and decisions 

(a) Determine and document administrative action activities and decisions on the vertical 
axis of the Chart (Appendix C). 

  Involved Administrators    

Step 2 

Determine and 
Document 
Administrative 
Action / 
Activities and 
Decisions 

V A R I C   

A       

R 
Document Administrator Role 

(VARIC) 
 

  

I       

  C       

 

(b) Only document value-added activities. 

(c) Identify the non-value added tasks for later work on process simplification. 

(d) Avoid obvious or generic activities, for example, “attend meetings”. 

(e) Each activity or decision should begin with a good action verb. Examples: 

evaluate schedule write record determine 

operate monitor prepare update collect 

approve conduct develop inspect train 

publish report review authorize decide 

(f) Activities or decisions should be short and concise. 
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4.3 Step 3 – Determine and Document Involved Administrators 

(a) Determine and document the administrators (persons, committee, and group) involved in 
the administrative action activities and decisions on the horizontal axis of the Chart 
(Appendix C). 

  Step 3 Involved Administrators    

Determine and 
Document 
Administrative 
Action / 
Activities and 
Decisions 

V A R I C   

A       

R 
Document Administrator Role 

(VARIC) 
 

  

I       

  C       

 

(b) Involved administrators can be individuals, committees, groups, units, branches etc., 
inside or outside of the department (customers, suppliers).  

(c) It is better to refer to roles (eg. HR Practitioner, CFO, Head HR, DDG, DG) than 
individual names. The Chart should still be valid if new people filled the roles. 

 

4.4 Step 4 – Document Administrator Role “As-Is” 

(a) Label the intersections of the axes - Where the X and Y axes intersect, label the 
intersection with an V, A, R, I, C to finalize the matrix with who is Verifying, Authorize / 
Approve / Accountable, Responsible / Execute, Informed and Consulted for each 
activity. 

  Involved Administrators    

Determine and 
Document 
Administrative 
Action / 
Activities and 
Decisions 

V A R I C   

A       

R 
Step 4 Document 

Administrator Role (VARIC) 
 

  

I       

  C       
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(b) The ideal group of people responsible for completing the Chart is 4 to 10 people.  For 
larger groups or more complex matters an independent facilitator may be required. 

(c) Meeting time can be significantly reduced if a draft Chart is completed prior to meeting. 

(d) As a general rule: 

(i) Be sure everyone clearly understands the activity before assigning VARIC roles. 

(ii) First assign the R then determine who has the V and A, then complete C and I. 

(iii) Every action needs an R - someone must be responsible to do the work. 

(iv) Only one A should be assigned to an action. 

(v) Place Rs and As at the lowest possible level. 

(vi) Minimize the number of people consulted (C) and informed (I) to those who need 
to know and/or are impacted by the activity. 

(vii) Eliminate verifiers (V) checking verifiers (V). 

(e) Combination of roles.  It is possible for an administrator to have more than one role at a 
time. An example of a combination of roles is as follows: 

(i)  R/A roles – the administrator does the work (R) and also decide (A) which course 
to take. 

(ii) C/A roles – the administrator tells a subordinate, “Get my views of what is 
important (C) and then bring your recommendation back to me for my approval 
(A)”. 

(iii) C+ and I is kept by senior and R/A roles assigned to subordinate – In rare cases 
the senior would demand from a subordinate “Get my views of what is important 
(C+), but then go out and do the work (R) and make the decision (A) yourself and 
inform (I) me about what you’ve chosen to do”. 

 

4.5 Step 5 - VARIC Chart Analysis 

(a) The Chart is analyzed vertically and horizontally.  The findings and interpretation is set 
out in the Tables Below. 

(b) When the analysis is done, any ambiguities need to be resolved. The Chart is reviewed 
and questions are asked of the data pattern to explore what it is telling us. The way to do 
this is to proceed along the vertical and then the horizontal axes in turn and for each 
column or row asking: If I findQQ.then what does this mean?  The findings and possible 
interpretations are set out in the Tables below. 
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(c) Vertical analysis: 

Vertical Finding Per 
Administrator Role 

Possible Interpretation / Solution 

Too many R’s 

Can this role stay on top of so much? 

Reallocate some responsibilities 

Assign more people to the role 

Should the activity be broken into smaller, more manageable 
chunks? 

No empty spaces 

Does the role need involvement in so many activities? 

Reduce activities of role 

Are they a 'gatekeeper' or could management by exception 
principles be used? (things are left to the individual's discretion 
when something needs particular attention )  

Can C’s be reduced to I’s 

No R’s or A’s (mostly Cs and 
ls) 

Is the role needed at all? 

Can the role be eliminated? 

Should the role be expanded? 

Should the role or activity be changed to the extent where 
resources could be reassigned? 

Too many A’s 

Does a proper 'segregation of duties' exists? 

Should another administrators be accountable for some of the 
decision-making activities to ensure checks and balances and 
accurate decision-making throughout the process? 

Is this a 'bottleneck' in the process?  

Are decisions taken in time or are there delays? 

Does the level of the person fit the requirement of this role?  

Are too many senior personnel involved for routine decision-
making that could be deployed downwards? 

Push decision-making authority down to a lower role 
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(c) Horizontal analysis: 

Horizontal Finding Per 
Action 

Possible Interpretation / Solution 

Too many R’s 
Will the job get done? 

Can the action be broken down into more specific tasks? 

No R 

Will the job get done?   

Is this activity adding value?   

Who should take the initiative, if it is adding value? 

Assign someone to this role 

Eliminated the action activity 

Too many A’s 
Push decision-making authority down to a lower role 

Is there confusion with too many decision-makers?  

No A 

Why is the activity done?  (There should be an A) 

Who has decision-making authority? 

There should be an A, someone should be accountable for the 
action happening 

Should decision-making authority be pushed down and 
assigned to an administrator at the most appropriate level? 

Too many V”s 
Avoid multiple levels of oversight 

Reduce to one V 

Too many A’s 
Make a single person accountable with decision-making 
authority 

Too many C’s 

Do all the administrators really need to be consulted?  

Are there justifiable benefits in consulting all the 
administrators? 

Reduce C’s 

Reduce C’s to I’s 

Avoid too many C’s as they can create bottlenecks or take up 
too much time (waiting for answers, gathering input, etc.) while 
too few can damage performance, so try to find a balance 

Too many I’s 
Do all the administrators need to be routinely informed or only 
in exceptional circumstances? 



Guide on Operational Delegations 

 
 

27 

 

Horizontal Finding Per 
Action 

Possible Interpretation / Solution 

No C’s or I’s 

Is this because administrators / units don’t talk? 

Does a lack of communications between administrators or 
units result in parallel or uninformed decisions? 

 

 

4.6 Step 6 – Review and Document VARIC Chart “To-Be” 

(a) Following the analysis of the VARIC Chart in step 5, it is now necessary to incorporate 
improvements by reviewing the original Chart and to document a new “To-Be” Chart.   

(b) Use the A+ label to identify highly discretionary decisions by administrators that should 

be reported on and monitored 

(c) Improvements can be effected by changes to the specific administrative action / activity, 
changes to the role behavior of an administrator or changes to the administrators.  In 
practice Steps 2, 3 and 4 are repeated to effect improvements. 

 

4.7 Step 7 – Document, Amend, Consult, Approve Policy and Registers 

(a) The final step in the VARIC process is to document, amend, consult and approve the 
policy document which was subjected to the VARIC charting. 

(b) A Register for Administrative Action (Register) as set out in Appendix D should be 
completed for and appended to every policy.  This Register provides an overview of 
the administrative actions and administrators set out in the relevant policy. 

(c) A copy of every Register for policy should be posted on the Intranet of the department to 
be assessable to all staff. 

(d) An information pack containing all policies and the registers should be provided to all 
administrators that do not have access to the Intranet of the department.  

(e) An example of a completed Register is set out in Appendix E.  The example used was 
the Employment Performance Management System for Employees on Levels 1 to 12 of 
the Department of Rural Development and Land Reform. 

(f) The policy document should specify which highly discretionary decisions by an 
administrator, should be reported on and monitored as well as manner and the 
frequency thereof.  The Decision Register set out in Appendix F should be used 
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APPENDIX B: ROLE BEHAVIOR QUIZ 

Is a VARIC process necessary?  Take the Role Behavior Quiz  

 

For each question below, assign one of the 

following numbers as a Score 

Category 

Interpretation of Total Score 

0  = This is rarely a problem 1. A score of 0 to 6, no need for a VARIC  

1 = This happens with some frequency 2. A score of 7 to 14, a VARIC is recommended  

2 = This happens a great deal 3. A score of 15 to 22, a VARIC is essential  

 

When you are finished, add up your total score and see in which category you fall. 

Question Score 

1. Workloads feel out-of-balance, with some people doing more than others  

2. There is concern about, or it is not clear who makes decisions   

3. There is a concern about what level decisions are made, or decisions are not 
located at the lowest possible level in the organization 

 

4. There is a concern about the work not being located at the lowest possible level   

5. There is a “lack of action” and it is unclear who is responsible to do the work 
and/or take immediate action 

 

6. There are questions about “who does what”  

7. There is a potential duplication of work being done   

8. Policy document does not clearly summarizes roles, responsibilities and decision-
making in the document.  

 

9. Reader of the policy document must frequently page in the document to 
understand the roles, responsibility and decision-making of people 

 

10. Work is not completed on time / decisions are often delayed or take too long  

11. There are bottlenecks or multiple “stops” in the process  

12. There are too many people who must verify the work or who must be consulted  

Total Score  
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APPENDIX C: VARIC CHART 

VARIC CHART 
V = Verify 
A = Authorize/Accountable 
R = Responsible/Execute 
I = Informed 
C = Consulted 

Department Name: ________________________________________________________ 

Project/Policy Name: ______________________________________________________ 

Facilitator Name: _________________________________________ Date: _________ 

 

        

Notes 

1.           

2.           

3.           

4.           

5.           

6.           

7.           

8.           

9.           

 

 

Involved Administrators 
Role / Functions 

Actions 
Activities 
Decisions 
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APPENDIX D: REGISTER FOR ADMINISTRATIVE ACTION 

(See populated example Appendix E) 

Name of Department: QQQQQ (Fill in name of department) 

Name of Policy QQQQQQ..(Fill in name of policy) 

A 

LINE 
NO 

B 

POLICY / PROCESS / 
PROCEDURE DESCRIPTION 

 

C  

ADMINISTRATOR-  ROLES AND RESPONSIBILITIES / DECISION POINTS (VARIC) 

D 

CONDITIONS /  LIMITATIONS / 
COMMENTS (SMARTER) 

 
C1 -Responsible 

and Execute  

Doer of the 
administrative 
action. 

C2 - Verifier 

I must check -  
Supervisor 

C3 - Consulted 

Always keep me 
in the loop or I 
must 
recommend 

C4 – Authorise / 
Approve 

I decide or 
approve 

C5 - Informed 

Keep me in the 
picture 

        

        

        

        

        

 

How to Complete the Register of Administrative Action 

1. The Register should identify the name of the department and the name of the policy. 

2. Columns A to D of Appendix B is explained below: 
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(a) Column A – Line number for easy referencing of every line item. 

(b) Column B – A description / summary of main elements of the policy, a broad process or broad procedure identified 

for the execution of an administrative action. 

(c) Column C – Identifies the relevant administrator and describes their roles and responsibilities as well as necessary 

decision points or decision gates. For columns C1 to C5 please refer to the VARIC indicators set out in the Guide. 

Capture the WHO (Administrator) and the WHAT (Action/ decision). 

(d) Column D - Specify any conditions or limitations / thresholds that administrators must adhere to in exercising 

administrative action. This also provides for any comments that may be required to clarify actions. 
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APPENDIX E:  EXAMPLE OF REGISTER FOR ADMINISTRATIVE ACTION 

Name of Department:  Rural Development and Land Reform 

Name of Policy:  Employment Performance Management System for Employees on Levels 1 to 12 

LINE 
NO 

POLICY / PROCESS / 
PROCEDURE DESCRIPTION 

 

ADMINISTRATOR-  ROLES AND RESPONSIBILITIES / DECISION POINTS (VARIC) CONDITIONS /  LIMITATIONS / 
COMMENTS (SMARTER) 

 Responsible and 
Execute  

Doer of the 
administrative 
action. 

Verifier 

I must check -  
Supervisor 

Consulted 

Always keep me 
in the loop or I 
must 
recommend 

Authorise 
Approve 

I decide or 
approve 

Informed 

Keep me in the 
picture 

1 Approval and amendment of 
policy 

D:HRM develop 
and amend 

Supervisor of 
DHRM 

DBC DG CFO annually  
informs 
components on 
the budget 
allocation 

 

2 Training on PM system D:HRM facilitate 
/coordinate 
training 

  Supervisor 
identify 
candidates 

  

3 Entering into PA Employee  

Complete 
documentation 

Supervisor  

Set performance 
standards per 
post 

Discuss and 
agree with 
employee, KPI, 
GAF and PDP 

Manager 

Agree or amend  
KPI, GAF and 
PDP 

Supervisor / 
employee 

Sign agreement 

Branch manager  
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LINE 
NO 

POLICY / PROCESS / 
PROCEDURE DESCRIPTION 

 

ADMINISTRATOR-  ROLES AND RESPONSIBILITIES / DECISION POINTS (VARIC) CONDITIONS /  LIMITATIONS / 
COMMENTS (SMARTER) 

 Responsible and 
Execute  

Doer of the 
administrative 
action. 

Verifier 

I must check -  
Supervisor 

Consulted 

Always keep me 
in the loop or I 
must 
recommend 

Authorise 
Approve 

I decide or 
approve 

Informed 

Keep me in the 
picture 

4 Disagreement to sign PA Employee  

Indicate facts and 
nature of 
disagreement in 
PA and sign PA 

Supervisor  

Confirm facts and 
nature of 
Disagreement 

Manager 

Recommend 
amendment to PA 

Head of Branch 

Make final 
decision 

HR Head of Branch must resolve all 
disagreements within 30 days 

HR consolidates all PAs for levels 1 to 12 

5 Amendment to PA Employee  

Complete 
documentation 

Supervisor  

Confirm 
amendment 

Head of 
Directorate / 
Chief Directorate 
/ Branch 

Ratify 
amendment 

Supervisor / 
employee 

Sign amended 
agreement 

HR HR consolidates all PAs for levels 1 to 12 

6 Quarterly performance review and 
assessment 

Employee  

Complete 
documentation 
and provide 
evidence  

Supervisor  

1. Assess 
performance 
and conduct 
performance 
review 
discussion 
(PRD) 

Compile quarterly 
QRAM reports 

Manager  

Quality assure 
QRAM report 

Head of 
Component 

Consolidate 
QRAM reports 

Branch Head 

Consolidate 
Branch QRAM 
report 

Confirm 
assessment was 
done for all staff 

HR Forward Branch QRAM report to HRM 
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LINE 
NO 

POLICY / PROCESS / 
PROCEDURE DESCRIPTION 

 

ADMINISTRATOR-  ROLES AND RESPONSIBILITIES / DECISION POINTS (VARIC) CONDITIONS /  LIMITATIONS / 
COMMENTS (SMARTER) 

 Responsible and 
Execute  

Doer of the 
administrative 
action. 

Verifier 

I must check -  
Supervisor 

Consulted 

Always keep me 
in the loop or I 
must 
recommend 

Authorise 
Approve 

I decide or 
approve 

Informed 

Keep me in the 
picture 

7 Annual performance assessment Employee  

Complete 
documentation 
and provide 
evidence  

Supervisor  

Assess 
performance and 
conduct 
performance 
assessment 
discussion (PAD) 

 Supervisor 
present 
motivation to 
DAC or MC 

Directorate 
Assessment 
Committee DAC - 
L1-8 

Moderating 
Committee MC 
L9-12 

1. Ensures 
consistency 
and fairness of 
annual 
performance 
assessments 

2. Resolve 
disputes 

3. Give written 
feedback to 
assessed 
employees 

HR HRM provide support and assistance to AC 
and MC and compile submission for signature 
by Chairpersons  

 

(Note the role of HRM is not specified in the 
policy. It is also not clear who approves the 
submission for pay progression or 
performance bonuses)) 

HRM may refer submitted reports back to 
specific MC is budgeted amount is insufficient 

8 Dealing with poor performance Supervisor 

Issue written 
notice on 
extension of 
probation 

Ensure formal 
registration on 
incapacity 
programmes 

  Supervisor 

Constantly 
monitor progress 

Provide feedback 
to employees 

HR Note, the management of discipline is set 
out in a separate policy 
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LINE 
NO 

POLICY / PROCESS / 
PROCEDURE DESCRIPTION 

 

ADMINISTRATOR-  ROLES AND RESPONSIBILITIES / DECISION POINTS (VARIC) CONDITIONS /  LIMITATIONS / 
COMMENTS (SMARTER) 

 Responsible and 
Execute  

Doer of the 
administrative 
action. 

Verifier 

I must check -  
Supervisor 

Consulted 

Always keep me 
in the loop or I 
must 
recommend 

Authorise 
Approve 

I decide or 
approve 

Informed 

Keep me in the 
picture 

9 Disputes and appeals for 
performance management and 
assessments 

     Note the policy is inconsistent on how this 
should be achieved there is a system to 
elevate disagreements and disputes to higher 
level managers. 

There is also an Appeals Committee but no 
link is indicated when this becomes an option 
of how it link to the system of elevating to 
higher levels. 
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APPENDIX F:  DELEGATION DECISION REGISTER 

Name of Unit: ____________________________ Name of Delegated Official: ______________________________ 

 

Cronological No. Date of Approval File or Reference 
No. 

Reference to Delegated 
Authority / Source 
(Legislation/Regulation/Policy) 

Synopsis of Decision Taken 

     

     

     

     

     

     

     

     

     

     

     

Delegation Decision Register F should be completed for those decisions by administrators that in the view of the principal 

functionary should be reported on and monitored as well as manner and the frequency thereof 


