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1. FOREWORD BY DIRECTOR-GENERAL

The Human Resource Development Strategic Framework Vision 2015 has been presented
in order to sustain the gains that have been made in the field of HRD within the Public
Service. It seeks to advance the original intent of the first Public Service HRD Strategy
2002-2006 and, to sustain its developmental activities. Based on the inputs from a sample
of HRD practitioners and other stakeholders nationally, a revised set of strategic initiatives
have been identified and aligned as indicators for strategic focus in continuing to develop
and enhance HRD practices.

Due to the growing demands on the Public Service for efficient and effective service
delivery, there is a need for public institutions to adopt strategies that respond to the
development of skills and transfer of knowledge and experience which ultimately improve
performance.

In order to facilitate the implementation of the HRD Strategic Framework Vision 2015, the
dpsa has prepared a Generic Implementation Guide as part of the HRD Strategy Resource
Pack. The strategy rests on four distinct pillars which translate into the following initiatives :
Capacity Development, Organisational Support Systems, Governance and Institutional
Development and Economic and Growth Development. Each of these four key pillars is
operationalised in a 12-step process for preparing, developing or implementing the
organization’s HRD plan. As a result, each department will have its own priorities, timelines
and strategic targets.

The guide is prepared, not only as an aid for implementing the four pillars of the strategy,
but as a tool for customizing the strategic framework in line with individual departmental
needs, serving as a vehicle to promote the process of dialogue and reflection in the
implementation process.

This guide will provide HRD practitioners with the necessary tools to develop public service
capacity to enhance performance and service delivery.

PROF. RICHARD LEVIN
DIRECTOR GENERAL: DEPARTMENT OF PUBLIC SERVICE & ADMINISTRATION
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2. OVERVIEW

The Implementation Guide is prepared as a resource document. Its intention is to assist HRD
practitioners in implementing the provisions of the HRD Strategic Framework for the Public
Service. As a Guide, the document is neither rigid nor prescriptive. At the core of its approach is
the desire to assist practitioners in choosing and adapting the initiatives of the Strategic Framework
to fit their own departmental needs and circumstances. In this sense, the Guide presents a
process through which practitioners are supported in the development of implementation plans.
These plans prioritize and specify the activities and initiatives of the strategic framework which they
have chosen to undertake. The activities chosen in these plans are selected in response to the
organizational circumstances relating to HRD, and the immediate demands and requirements of
the organizations which affect HRD operations

The process in the Guide is divided into 12 steps. Each step is specified in detail, and each
presents a practical activity, resource information in the form of resource sheets, and descriptive
details which explain the purpose and rationale for the activities undertaken. The steps in the
process and the focus of each step are outlined and described briefly below.

Step 1: Noting Rationale and Purpose

It is critical to understand the rationale and purpose of the Guide so that the approach taken to foster
effective implementation can be understood. This step in the process enables practitioners to develop
familiarity with the focus of the Guide, but it also encourages them to reflect on their own rationale and
purpose for developing their implementation plans. The step therefore seeks to highlight very early in
the process that implementation of the Strategic Framework must be tailored to local needs,
circumstances and perceptions. The Guide is the vehicle through which departments use the Strategic
Framework to align and focus their efforts to meet their needs.

Step 2: Understanding Background and Focus

The background enables participants to locate the Strategic Framework within the larger field of HRD
policy nationally. It seeks to provide a deeper understanding and meaning to the strategic provisions of
the framework. It seeks to ensure that practitioners act from the basis of an in-depth understanding of
the historical and policy contexts, and a full awareness of the current environment of delivery.

Step 3: Creating a State of Readiness for Implementation

This step introduces participants to the concept of implementation and to some of the issues,
circumstances and conditions which undermine implementation success. The focus here is on the
exposure of practitioners to the routine circumstances which affect implementation success. It seeks to
educate participants on the basis of a rich body of theory on implementation successes and failures.
This, however, is done in a very practical manner.

Step 4: Understanding the Strategic Framework of HRD

This brief section seeks to contextualize HRD in the Public Service with the overall HRD agenda of the
country as a whole, and within the more specific agendas of HRD in respect to provinces, in
departments and the various sectors of Government. This section of the Guide establishes and
highlights an understanding that HRD in the Public Service must be contextualized as part of a wider
HRD agenda to ensure the responsiveness of HRD interventions, and to facilitate continuity between
policies, plans and strategies from various sources.
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Step 5: General Communication and Awareness Promotion

This step addresses one specific aspect of the HRD Strategy implementation process. It highlights the
promotion of awareness and communication as a fundamental requirement of the process.
Communication is a fundamental driver of implementation success. Unless people have full awareness
and understanding, they cannot comply, and they are unable to respond in a manner that meets the
overall expectations of the strategic framework. This step seeks to enable that awareness and
understanding.

Step 6: Assessment of Readiness for Implementation

Organizational readiness to implement relates to a variety of organizational and contextual factors that
determine whether an organization is in a position to successfully undertake particular aspects of the
HRD strategy, or whether the organization is in a position to undertake the implementation of the
strategy as a whole. One important consideration in determining readiness is the nature of the
organizational structure and the nature of institutional arrangements that are in place to undertake HRD
responsibilities. This step recommends a basic organizational structure which promotes effectiveness
in delivery of HRD and it presents a readiness assessment schedule for organizations to undertake a
self assessment.

Step 7: Prioritizing Activities for Implementation

This step focuses on the prioritization process to be undertaken by departments in order to ensure that
only the most appropriate and feasible initiatives are entertained for adoption. Here, practitioners are
introduced to processes and considerations for prioritization. The prioritization process seeks to
recognize that it is not feasible to immediately adopt all the provisions of the strategic framework. It
therefore establishes a process where the activities for adoption could be sequenced in such a manner
that the most appropriate and feasible are adopted first. Prioritization is the first stage of sequencing or
phasing.

Step 8: Phasing Implementation Activities

The process of phasing the implementation of activities in the strategy refers to the process of ensuring
that a sequential and developmental approach to the adoption of activities is undertaken. For some
initiatives, a proper foundation must be built before more advanced processes or innovations are
adopted. In some cases, there may be a clear set of developmental pre-requisites to be put in place
before more advanced initiatives are embraced. This step discusses the process of phasing initiatives
for adoption and makes recommendations in this regard.

Step 9: Preparing a Departmental Plan

Each department is advised to prepare a plan which outlines the manner in which it will respond to the
HRDS for the Public Service. While this plan can be prepared as a separate “stand alone” document, it
is advised that such plans must be integrated with other organizational planning and strategic
documents. This step of the Guide describes the plan development process and the manner in which
the plan will be utilized

Step 10: Overall Strategy Adoption in One’s Department

Strategy adoption refers to the process of endorsing implementation activities and the process through
which these activities are placed on the policy and operational agenda of the department. Here, the
outline of implementation activities is explained, and recommendations are provided about the manner
in which these activities are to be undertaken. Each stage of the strategy adoption process is
explained.
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Step 11: Undertaking Individual Implementation Initiatives

The core focus of the Guide is to provide guidance on the manner in which separate initiatives can be
undertaken so as to ensure success in undertaking these initiatives. This step in the Guide describes
the framework for providing guidance on each initiative of the strategy framework. It seeks to assist
practitioners through the provision of more in-depth guidance on the specific initiative.

Step 12: Quarterly and Annual Assessment Process

The key consideration here is the extent to which organizations are moving forward in respect to their
HRD structures, processes and accomplishments. This step in the Guide presents details on the
process of ensuring and promoting accountability in implementation and on the manner in which
accountability processes are managed in the organization.

The Guide seeks to facilitate success. It is designed to foster reflection, self assessment and
engagement with colleagues, and to enable learning through practical exercises. The Guide is both a
resource booklet and a workshop manual. It simultaneously guides and seeks input for guidance. It
fosters learning through the generation of information and ideas in one’s own context. It contains
specific information and guidelines, but yet it is open to further development through the information
that is generated by practitioners in their engagements and interactions. The Guide is designed both as
an instrument and a process which brings the provisions of the strategic framework into reality.
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The implementation
process of the HRD
Strategic Framework
is the set of
implementation
activities that are to
be undertaken in
order to ensure that
the provisions of the
framework are
adopted
successfully by the
respective
departments or
organizational
entities. The
process
recommended here
seeks to ensure that
sequenced
guidelines for
successful
implementation of
the strategic
framework are
adopted in a
cohesive manner.
The process is not
prescribed, but
recommended. Itis
a sequence of
activities which if
undertaken is likely
to render the highest
probability of
success in
implementation.
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3. ORGANIZATION OF THE DOCUMENT

This document is a step by step Guide for planning and implementing the
provisions of the HRD Strategic Framework. It is a resource document. It
seeks to assist practitioners in the process of adopting HRD initiatives in a
manner which is responsive to the context and circumstances of their
respective departments. The Guide is not regulatory in intent or focus. Itis
designed to support practitioners through guidelines, packaged formats and
processes for engagement and dialogue in realizing strategic decisions. In this
respect, the document is organized in a manner which makes it readily
accessible to readers. It provides an array of resource information for planning
and implementation; it presents inter-personal engagement processes which
builds understanding and support; and it provides tools, systems and
assessment devices to enable monitoring and evaluation. In sum, the Guide
presents a full package of devices and options for promoting successful
implementation.

The Guide is organized into 12 steps which together constitute a process to be
undertaken in planning and implementing HRD strategic initiatives. Each step
is organized into a common framework and presentation format which
addresses the following: the purpose and rationale for the step; an
engagement activity which seeks to foster reflection, collaboration and action;
a statement of anticipated outcomes for the step; and a specification of
implementation resources which can be used in understanding the objective,
and in undertaking the activities and requirements of the step. Whether
reflective, collaborative or action-oriented, each step serves a critical purpose
in the implementation process. The Guide is designed primarily for use in a
workshop process, but could also be used as a reference document.

Figure 1 outlines the critical steps of the Implementation Guide. These steps
represent the important activities to be undertaken in the process of
implementation. Each step has an associated range of sub-activities and
implementation requirements; and each step has a related set of guidelines;
instructions and resource materials which could be used in managing the
implementation process.

Table 1 briefly describes the focus of each step. Some of the resource
materials are placed in the appendix of the Guide so that the body of the Guide
is not crowded with information.

The remainder of the document is organized in accordance with the respective
12 steps of the implementation process. Each step is organized according to
the presentation format referred to above and illustrated in both Figure 7 and
Table 1.
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It is critical to understand the rationale and purpose of the Guide so that the
approach taken to foster effective implementation can be understood. This step in
the process enables practitioners to develop familiarity with the focus of the Guide,
but it also encourages them to reflect on their own rationale and purpose for
developing their implementation plans. The step therefore seeks to highlight very
early in the process that implementation of the Strategic Framework must be
tailored to local needs, circumstances and perceptions. The Guide is the vehicle
through which departments use the Strategic Framework to align and focus their
efforts to meet their needs.

The background enables participants to locate the Strategic Framework within the
larger field of HRD policy nationally. It seeks to provide a deeper understanding and
meaning to the strategic provisions of the framework. It seeks to ensure that
practitioners act from the basis of an in-depth understanding of the historical and
policy contexts, and a full awareness of the current environment of delivery.

This step introduces participants to the concept of implementation and to some of
the issues, circumstances and conditions which undermine implementation success.
The focus here is on the exposure of practitioners to the routine circumstances
which affect implementation success. It seeks to educate participants on the basis
of a rich body of theory on implementation successes and failures. This, however,
is done in a very practical manner.

This brief section seeks to contextualize HRD in the Public Service with the overall
HRD agenda of the country as a whole, and within the more specific agendas of
HRD in respect to provinces, in departments and the various sectors of
Government. This section of the Guide establishes and highlights that an
understanding that HRD in the Public Service must be contextualized as part of a
wider HRD agenda to ensure the responsiveness of HRD interventions, and to
facilitate continuity between policies, plans and strategies from various sources.

This step addresses one specific aspect of the HRD Strategy implementation
process. It highlights the promotion of awareness and communication as a
fundamental requirement of the process. Communication is a fundamental driver of
implementation success. Unless people have full awareness and understanding,
they cannot comply, and they are unable to respond in a manner that meets the
overall expectations of the strategic framework. This step seeks to enable that
awareness and understanding.

Organizational readiness to implement relates to a variety of organizational and
contextual factors that determine whether an organization is in a position to
successfully undertake particular aspects of the HRD strategy, or whether the
organization is in a position to undertake the implementation of the strategy as a
whole. One important consideration in determining readiness is the nature of the
organizational structure and the nature of institutional arrangements that are in
place to undertake HRD responsibilities. This step recommends a basic
organizational structure which promotes effectiveness in delivery of HRD and it
presents a readiness assessment schedule for organizations to undertake a self
assessment.

This step focuses on the prioritization process to be undertaken by departments in
order to ensure that only the most appropriate and feasible initiatives are
entertained for adoption. Here, practitioners are introduced to processes and
considerations for prioritization. The prioritization process seeks to recognize that it
is not feasible to immediately adopt all the provisions of the strategic framework. It
therefore establishes a process where the activities for adoption could be
sequenced in such a manner that the most appropriate and feasible are adopted
first. Prioritization is the first stage of sequencing or phasing.
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The process of phasing the implementation of activities in the strategy refers to the
process of ensuring that a sequential and developmental approach to the adoption
of activities is undertaken. For some initiatives, a proper foundation must be built
before more advanced processes or innovations are adopted. In some cases there
may be a clear set of developmental pre-requisites to be put in place before more
advanced initiatives are embraced. This step discusses the process of phasing
initiatives for adoption and makes recommendations in this regard

Each department is advised to prepare a plan which outlines the manner in which it
will respond to the HRDS for the Public Service. While this plan can be prepared as
a separate “stand alone” document, it is advised that such plans must be integrated
with other organizational planning and strategic documents. This step of the Guide
describes the plan development process and the manner in which the plan will be
utilized

Strategy adoption refers to the process of endorsing implementation activities and
the process through which these activities are placed on the policy and operational
agenda of the department. Here, the outline of implementation activities is
explained, and recommendations are provided about the manner in which these
activities are to be undertaken. Each stage of the strategy adoption process is
explained.

The core focus of the Guide is to provide guidance on the manner in which separate
initiatives can be undertaken so as to ensure success in undertaking these
initiatives. This step in the Guide describes the framework for providing guidance
on each initiative of the strategy framework. It seeks to assist practitioners through
the provision of more in-depth guidance on the specific initiative.

The key consideration here is the extent to which organizations are moving forward
in respect to their HRD structures, processes and accomplishments. This step in
the Guide presents details on the process of ensuring and promoting accountability
in implementation and on the manner in which accountability processes are
managed in the organization
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NOTING THE PURPOSE AND RATIONALE
FOR THE IMPLEMENTATION GUIDE

The purpose of this step in the process is to enable users of the Guide to
first become familiar with its rationale, purpose and intended application.
The effective use of the Guide will depend on the extent to which its purpose
is clearly understood. This section of the document presents a process of
engagement which will result in a collective understanding of the intent of
the Guide among officials in the department.

The Guide must be used for its intended purpose if its benefits must be
realised. However, the understanding of the purpose of the Guide must be
a shared understanding. All parties that are involved in the implementation
process must have a common understanding of what is intended so that the
Guide and its processes and systems are effectively utilized.

“How this Guide Can Assist”

The group activity for this step is an assessment process regarding the
manner in which this Guide may assist in implementation, and the extent to
which this assistance is perceived as necessary.

Participants and readers will be able to determine what prospective benefits
they can accrue from the Guide.

Resource Sheet 1:
Purpose, Objectives and Strategic Intent

Resource Sheet 2:
How to use the Guide Successfully

No additional information is appended specifically for this activity.
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ACTIVITY 1
How Can This Guide Assist?

Instruction:

Could this Guide be helpful to you? Please reflect on the questions below in respect to the HRDS
2002 or any other plan or strategy you have implemented.

Response Do You Need Support in this
Area?

1. Have you been associated with
plans or strategies which have
never been implemented?

2. Has inability to prioritize affected
your ability to implement?

3. Has lack of support affected your
ability to implement?

4. Have you required information
but did not know where to find it?

5. Have you been unclear about
expectations?

6. Have you been unclear about
timelines and milestones?

7. Have you been unable to monitor
progress?

8. Has collaboration with others
been difficult?

9. Have you been unsuccessful in
implementing all the provisions of
HRDS 2002?

10. Have you been unable to link
capacity development and human
capital formation to enhanced
performance and service
delivery?

If you have completed this exercise as a group, please discuss your responses and share your
experiences. Have you responded “yes” to a majority of these questions? If you have, then this
implementation Guide will assist you in implementing the current strategic framework for HRD.
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RESOURCE SHEET 1
PURPOSE, OBJECTIVES AND STRATEGIC INTENT

The purpose of the Implementation Guide is to promote and facilitate the successful
implementation of the HRD strategy for the Public Service.  Recognizing that
implementation of the HRDS will be constrained if guidance is not provided, and, because
each province and department may have its own peculiarities in respect to the challenges
encountered in implementation, the Guide is made available as a tool and as a supportive
reference document that will assist in the process of implementation. In this respect, the
Implementation Guide is not prescriptive, but facilitative. It does not seek to confine
organizations to a narrow range of options and possibilities, but to foster creativity, ensure
contextual responsiveness and encourage the promotion of development according to the
circumstances of particular organizations. The Guide is a companion document to the HRD
strategy that seeks to encourage and support organizations in determining what the
strategy means to them and what the possibilities and avenues are for adopting some of its
provisions and recommendations. In this respect, the Guide facilitates a process though
which the provisions of the HRDS can be adopted. Its focus is not on the content and
requirements of the strategy, but rather on the manner in which an organization is assisted
in deriving meaning from the strategy and taking ownership of it so that it has relevance in
the context of organizational frameworks and priorities.

The Guide creates the process, facility and support for each department to plot its own
course of success.

21 OBJECTIVES

The objectives of the Implementation Guide are as follows:

2.1.1 To provide clarity about the provisions and expectations of the HRD Strategy.

2.1.2 To provide information and guidelines which can be used by organizational entities in
promoting successful implementation.

2.1.3 To provide and support a process which can be used by organizations to adopt, apply
and use the provisions and initiatives of the strategy to add value to their particular
organization.

To provide an instrument which can establish the basis for accountability through
consistent monitoring, evaluation and support.

To provide a vehicle to encourage inter-unit, inter-departmental and inter-
governmental collaboration, and to build continuity, cohesiveness and consistency in
the application of HRD innovations, processes and techniques.

To consolidate the gains of the first edition of the HRD strategy and to continue on the
course of development in strengthening HRD in the Public Service.

To promote and sustain the link between human capital formation in the Public
Service and thereby enhance organizational performance and service delivery.
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RESOURCE SHEET 2
HOW TO USE THE GUIDE SUCCESSFULLY

The Guide can be considered as a roadmap, a suggested pathway or a set of sequenced
considerations for promoting successful implementation. It sets out a process of
understanding, reflection, engagement and action. In the end, implementation requires action
in order to “get things done”. In order to use the Guide successfully, please note the following:

. You must be familiar with the HRD Strategic Framework, its principles and its intended
outcomes.

. The Guide is designed as a workshop manual. It will be ideal if you can use the Guide to
facilitate a workshop process in your department.

The Guide must be used in a sequenced manner. Follow the step by step process. Read,
reflect and engage in the recommended activities, either as an individual or as a group.
After going through the Guide step by step, you will want to refer to specific sections of the
Guide for information or guidance. In this manner the Guide can be used as a reference
document.

Resource sheets provide useful information that can assist with each step. Review the
resource information as a basis for engaging in activities and as a basis for planning a
course of action for your organization.

Please feel free to add your own notes and ideas to the information in the document. The
Guide is just the catalyst for a process which will capture the knowledge and mobilize the
efforts of all.

Repeat some of the steps when necessary — either as small groups with focussed
intentions with particular audiences who may have a particular need, or to be more fully
prepared as individuals who will be guiding others.
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UNDERSTAND THE BACKGROUND
AND FOCUS OF THE STRATEGIC
FRAMEWORK FOR HRD

The purpose of this step in the process is to enable practitioners to acquire
an understanding of the factors and circumstances which led to the current
HRD Strategic Framework for the Public Service. It is on the basis of this
understanding that they will be able to appreciate the current focus of HRD
strategic initiatives; and, it is on the basis of this understanding that they will
be able to align and focus their activities and interventions so that it is in line
with both national and departmental priorities.

Current strategic initiatives in HRD come from a rich history of efforts that
have been made in an effort to transform the Public Service through HRD.
It is essential to understand the key aspects of this history, and to
understand the circumstances which currently affect the performance and
success of some HRD initiatives in the Public Service. Moving forward
requires that we must take heed of both this history and the effect of current
circumstances on performance. This background knowledge helps to
contextualize the core elements of the HRD Strategic Framework and
assists departments in aligning their efforts.

“Is Our Assessment Correct?”’

This activity itemizes a few of the more critical findings from the stakeholder
review process on the performance of HRD in the Public Service.
Respondents are asked to assess whether, in their opinion, these findings
are correct or not. Respondents are asked to reflect on whether it is correct
generally and in the specific circumstances of their department.

Practitioners will become more aware of the circumstances and the
research findings which have led to the current content and focus of the
HRD Strategic Framework.

Resource Sheet 3:
Background Information

Resource Sheet 4:
What progress has been made in HRD for the Public Service

No information related to this activity is appended
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ACTIVITY 2
Is Our Assessment Correct?

Instruction:

A stakeholder review of the implementation of HRDS 2002 has revealed critical findings which
have been used as the basis for the design and development of the HRD Strategic Framework for
the Public Service. Are the findings correct? Please review a sample of these findings as itemised
below and note whether you agree with them or not.

Do you Agree? Do You Need Support in this
Area in Order to Strengthen

your HRD Function

1. No buy-in and support from
senior management

2. HRD not seen as an
organizational priority

3. Fragmentation of HRD functions,
activities and initiatives

4. Inability to retain senior mangers
and officials with scarce skills and
lack of comprehensive retention
strategies

5. Lack of overall career planning
and pathing for officials

6. Ad hoc selection of courses and
service providers

7. Lack of integration alignment and
consolidation of the systems,
structures and activities to
complete and support and sustain
HRD

8. Managers not taking
responsibility for the HRD
component of their jobs

9. Inadequate allocation of budgets

10. Inadequate allocation of staff

HRD Resource Pack: Part 4 Page 32



ACTIVITY 2
Is Our Assessment Correct? Continued .....

Do you Agree? Do You Need Support in this
Area in Order to Strengthen
your HRD Function

11. Little or no succession planning

12. PMDS not integrated with HRD

13. Shortage of accredited providers
in many fields of training

14. Training still too theoretical and
unrelated to practice

15. Poor implementation of policies
and strategies

16. Lack of performance focus and
impact assessment for training

17. Lack of proper and integrated
information system for reporting
and knowledge management
system enhancing practice

18. Non-availability of model
organizational structures and
arrangements for HRD Public
Service organizations

19. Lack of role clarity and proper
alignment of roles and
responsibilities

20. Poor implementation of a growing
number of learnerships

21. Lack of thoroughness in the
development of WSPs and lack
of integrity in their implementation
(since units do not deliver training
according to the WSP)

22. Lack of comprehensive and
integrated HR plans
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ACTIVITY 2
Is Our Assessment Correct? Continued .....

Findings Do you Agree? Do You Need Support in this
Area in Order to Strengthen
your HRD Function

23. Lack of monitoring and
enforceability of key legal
provisions for HRD e.g. SDA 1%

24. Lack of adequately qualified
coaches and mentors

25. Dysfunctional and disempowered
skills development committees

26. Sub-optimal utilization of staff —
poor recruitment, poor placement,
irrelevant training, mis-
assignment of responsibilities

27. Little use of RPL

28. Constant change of
organizational structures,
personnel and structural
arrangements

29. Poor alignment between SETAs

30. Lack of pre- and post-training
interventions

If you have completed this exercise as a group, please discuss your findings and their implications
for the success of the current HRD Strategic Framework for the Public Service.

Have you responded “yes” to the majority of items listed above? If you have, then this Guide will

assist you in implementation by giving you a more comprehensive exposure to the factors which
affect performance in the field of HRD in the Public Service.

HRD Resource Pack: Part 4 Page 34



RESOURCE SHEET 3
BACKGROUND INFORMATION

In advancing the benefit and welfare of all citizens, the Constitution of South Africa clearly defines a vision for
the new state and the values, frameworks and principles of the Public Service that will bring this vision into
reality. So that this vision could be realised, significant efforts have been made since 1995 to build a
transformed Public Service that could meet its broad constitutional obligations. The history of such initiatives is
now well known. But after more than a decade of effort, the vision which frames developments and service
delivery in the Public Service has not been realised. While the transformational agenda is clear, and while the
new framework of policies has assisted in establishing a solid platform for building the new state, the strength of
the vision and the scope of the policy agenda have not yet borne fruit and been evident in the degree to which
the “welfare of all has been advanced’. Though significant gains have been made, challenges still exist in terms
of unemployment, poverty, safety and security and the capacity of the state to meet the basic needs of citizens
at the rate required to emerge from the inequities and injustices of the past.

The inability of the State to keep up with the demands for service lies in the lack of capacity of many State
organs to respond to the needs and circumstances which define their field of practice. On the one hand there
are the new policy frameworks, structures and transformational requirements which define the manner in which
Public Services will be delivered; and on the other, there are the dynamic circumstances of the citizens to which
State organs must respond. Both these create organizational environments that must constantly adapt,
restructure and develop in an effort to keep pace with service delivery demands. Generally, however,
organizations have been able to respond technically in terms of policies, systems and structures that we
recommend for adoption. They have been less successful in terms of building and retaining the human
resource capacity required to meet their constitutionally mandated responsibilities. In fact, one of the major
threats to the development of the State, and a most critical barrier to enhanced Public Service delivery, is
inadequacy in terms of human resource capacity. The problem has its roots in a history of educational
deprivation for large portions of the population. But more recently, capacity deficits are generated by the
inability of the Public Service to retain scarce skills, the changing nature of Government, the absence of
sustainable supply pipelines for critical skills, the impact of HIV and AIDS and, among others, shortfalls in the
manner in which people are developed and managed.

The White Paper on Public Service Training and Education (WPPSTE 1998) was published in 1998 in order to
provide a comprehensive framework for education and training in the Public Service. It was seen as a vehicle
that would set the baseline for creating a more viable framework to build HR capacity in departments.

It was also seen as a key initiative to enable the realisation of the massive transformational agenda that is being
undertaken in the Public Service. As such, this document was the first initiative undertaken by Government to
formalise a more cohesive and coherent approach for managing Human Resource capacity development in the
Public Service. Its analysis and prescripts formed the basis upon which the First Edition of the HRD Strategy
for the Public Service was formulated; and, as a result, it constituted the basis upon which a streamlined
agenda of activities was put in place to enable a more viable contribution of the Public Service’s human capital
to its enhanced performance.

The first edition of the HRD Strategy was prepared and launched in April 2002. It was launched with the theme
“Skills Development for Transformation and Service Delivery 2002-2006”. The intent of this first strategy was to
initiate and support a more holistic approach to HRD, and to establish the foundation for a more responsive,
coherent and cohesive approach to capacity development in the Public Service. The strategy sought to provide
a framework for removing the base conditions which impeded performance of HRD. In essence, it sought to
redefine and re-engineer HRD practice in order to respond to the demands of a new era of Public Service
delivery.

The year 2006 marks the conclusion of the first edition of the strategy. The intended objectives of this first
edition have not been achieved in its entirety. In fact, a series of stakeholder engagements in late 2006 and
early 2007 revealed that, in spite of the significant developments it the field, some of the challenges of the past
still exist; and these challenges still have their disruptive effects on the performance of the Public Service.
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RESOURCE SHEET 4
WHAT PROGRESS HAS BEEN MADE IN
HRD FOR THE PUBLIC SERVICE?

Overall, there is a sense that HRD in the Public Service has moved significantly forward. Practitioners in the
field are generally more capable; HRD planning and management are a bit more needs-based and outcomes-
oriented, but not sufficiently so; the policy framework is more thorough and facilitative of transformation, and,
among others, there is a wider range of training options and more access to training.

The extent to which education and training leads to improved performance and enhanced service delivery is still
subject to question. In essence, there is a general view that, in spite of progress in the field, capacity
development in the Public Service has only just begun to make in-roads on performance and service delivery.
The limited progress observed has resulted from some of the traditional challenges in HRD which still persist.
These challenges are reviewed below in terms of the typical areas in which these challenges have traditionally
arisen.

Policy Frameworks

On the whole, the policy framework for HRD in the Public Service is well advanced. There is policy guidance on
the general operational issues which affect performance. However, gaps still exist at a more practical and
institutional level. There is lack of uniformity in strategies and plans; training expenditures are not properly
monitored; and there is little follow through to link training and performance, for instance. In this sense, further
policy refinement is needed at the level of institutional operations and performance. But even more critical in
this context, is the general feeling that policies and strategies are well prepared but are rarely implemented.
There is a sense that our policy focus and sophistication is not properly honoured in terms of service delivery
and performance.

Organizational Structures

Organizational structures for HRD differ widely. Most HRD units are still placed low in the organizational
hierarchy, and are not given priority in the strategic conversations of many departments. HRD units are still
generally under-staffed; operations and financing are still generally fragmented; and, the framework of
responsibilities in HRD is still diverse, sometimes unclear and generally incoherent.

There are, for instance, still gaps between HRD, HRM and PMDS; and the range of responsibilities undertaken
by HRD units differ widely across departments nationally.

Quality of Training

The quality of training, overall, has improved because of SAQA unit standards, the initiatives of SAMDI/Public
Service Academy, and the emergence of partnership arrangements with service providers. More learnerships,
internships and bursaries are available, and there is an increased use of mentoring and coaching as a vehicle
for workplace and practical learning. But training standards vary. There are still issues in terms of the
workplace relevance of training content and the unavailability of a diverse base of qualified trainers.
Increasingly, competency frameworks are being used as a basis for planning training and as a source of input
for assessing the competencies of employees. But even here, these competency frameworks are not yet
articulated into clear performance standards, requirements and contracts.

Planning and Management

Generally, HRD is more effectively planned and managed. Planning has improved because of the standards,
requirements and legal expectations of Workplace Skills Plans (WSPs) and because of the increased scrutiny of
the WSPs by the respective SETAs. But the overall accountability requirements of Government have also
resulted in progress in this regard. More use is made of skills audits and needs assessments as a basis for
planning, and more attention is given to the strategic requirements of the organization in determining the
structure and content of HRD interventions. This more objective and rigorous approach, however, is not
generally practiced. Training is still not linked to PDPs, and learnerships, though more available, are not always
well managed. Again, the issue is not policies and strategies, but the extent to which these are successfully
implemented.
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RESOURCE SHEET 4 continued ...
WHAT PROGRESS HAS BEEN MADE IN
HRD FOR THE PUBLIC SERVICE?

Funding and Resources

With the SDA, more funds are generally available for training. But, the full allocation of funding is sometimes
not used because of procurement hurdles, among other challenges. Many believe that funds could be more
effectively and more strategically utilized for training purposes. In some jurisdictions, the need is so great, that
funding is still not sufficient even with the significant increases in the level of resourcing. In other organizational
entities, there are complaints that skills development funds are sometimes utilized for non-training activities.

Status and Priority

The status of HRD and the priority given to HRD initiatives are still generally low. Many managers do not seem
to take their HRD responsibilities seriously, and many senior managers are perceived to be unsupportive of
HRD initiatives. Although there is generally an increased sense by all concerned that HRD is critical to
organizational performance, that sentiment and perception are sometimes not reflected in practice and in the
level of consideration afforded to the HRD components of the organization.

Accessibility

Training is generally more accessible to all levels in the organization, although there are a few exceptions.
Training is still not as accessible in the rural areas because of the increased cost of delivery, the lack of training
providers, and, in some cases, the unavailability of facilities. In many cases, the right people do not attend the
training programmes offered. Here, the issue is the extent to which training resources are managed in a
manner to meet transformational priorities. Since meeting these critical organizational priorities may pose more
challenges in delivery, the course of least resistance is sometimes taken, and training is, as a result, not
responsive to the needs and circumstances of the organization.

Governance

Although the appropriate structures are in place, national governance arrangements to drive the HRD strategic
agenda have been lacking. While some of this is due to lack of staff in organizations with oversight
responsibilities, a larger part of the issue is the lack of well defined and properly communicated governance
arrangements.

While the strategic objectives and delivery requirements have been set, sufficient resources have not been
made available to drive the HRD agenda through effective support, properly planned monitoring and evaluation
and the establishment of clear accountability lines and structures. Governance has not been sufficiently
articulated inter-organizationally so that responsibilities are properly differentiated and undertaken at all levels of
government. In this regard, responsibilities have not filtered through the respective national bodies and
organizations to the respective points of action provincially, institutionally and locally.

Interpretation of HRD Function

The meaning of HRD differs among HRD professionals and among managers in the respective departments.
While some see HRD in a broader and holistic sense as an investment in human capital to meet the
organization’s strategic agenda, others see HRD as merely training that is delinked from its effect on
performance and productivity. Unfortunately, the perceptions of HRD are reflected in the manner in which it is
organized, orchestrated and prioritized in public organizations.

One can assert therefore, that while the field of HRD in the Public Service has progressed, and while much
benefit has accrued to public organizations through HRD, there is still much room for improvement. Provinces
and departments have progressed at different rates depending on the level to which capacity was inherited.
This HRD strategy must therefore take account of these inherent differences, and it must respond in a manner
that does not further disadvantage those that are lagging behind. The greatest room for improvement is in
ensuring continuity between policy provision and strategic prioritization, and in promoting successful
implementation and the attainment of tangible outcomes in terms of enhanced performance and service
delivery.
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STEP

3

Purpose

Rationale
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Outcomes
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Appended
Information
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CREATING A STATE OF READINESS FOR
THE IMPLEMENTATION CHALLENGE

The purpose of this step is to introduce practitioners to the complexity of the
implementation process. The intent here is to ensure that the concept of
implementation is not taken lightly. Information and activities are provided
so that practitioners can assess themselves and their context in respect to
the possible challenges that may arise in implementing the HRD Strategic
Framework. The purpose, in the end, is to prepare practitioners to engage
in a strategic process of implementation planning and management so that
the implementation process is not left up to chance.

Implementation is not an automatic process. The challenge to be
encountered in all plans and strategies is the set of operational and practical
constraints to be faced in the process of implementation. Because, in most
cases, the process of implementation, planning and management is not a
formal field of study; and because there is a general assumption that
implementation of programmes is an easy endeavour, managers do not
generally reflect on and plan for implementation success. The process of
implementation is taken too lightly. This exposes practitioners to undue risks
in the successful administration of strategies and programmes. This step
provides a quick exposure to the complexity of implementation so that
practitioners can achieve a state of readiness in understanding and using to
their benefit the content of the Guide.

“Is Implementation a Possible Challenge for You?”

This activity is a checklist where practitioners are given the opportunity to
evaluate the likelihood of implementation challenges in their specific context
of delivery. Practitioners are asked to discuss, as a group, the anticipated
challenges and the manner in which these challenges may be addressed.

Practitioners will complete the checklist provided, and will determine, as a
result, whether implementation will possibly be a challenge in their
respective circumstances. They will be provided with more in-depth
information about implementation management, and will be able to provide
suggestions about the manner in which strategic management of the
implementation process can be undertaken.

Resource Sheet 5:

Core considerations for successful implementation
Resource Sheet 6:

Promoting implementation success — general guidelines
Resource Sheet 7:

Analysis of factors which affect implementation

No additional information is appended in relation to this step.
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ACTIVITY 3
Is Implementation a Possible Challenge for You?

Instruction:

This activity requires you to assess, for your organization, whether implementation can be a
challenge for you in adopting and pursuing the initiatives of the HRD Strategic Framework. The
activity is essentially a checklist. For each “possible challenge” in the left hand column of the table
below, please note (a) whether this is a challenge for you, and (b) whether you already have
options for addressing these challenges. After you have completed the checklist, note the areas of
possible challenges for you, and discuss them with your colleagues. Use resource sheets 5to 7 to
derive options for managing the implementation challenge.

Possible Factors Posing Assessment of
Challenges in Challenges
Implementation

Do you have options to
address this
Challenge?

1. Are the objectives of the Strategic
Framework clear to you?

2. Are current policies supportive of
the strategic provisions in the
framework?

3. Areinitiatives of the Strategic
Framework consistent with core
HRD responsibilities in the
organization?

4. Is the Strategic Framework for
HRD in the Public Service clear?

5. Could you say that there is no
possibility for contestation among
parties in your organization in
respect to the provision of the
framework?

6. Have you eliminated all the policy
gaps in HRD in your department?

7. Does the organizational culture
support the adoption of all
strategic provisions?

8. Is support for HRD in your
organization dependable and
consistent?

9. Are appropriate systems and
facilities in place to support
implementation of the HRD
strategy?
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ACTIVITY 3
Is Implementation a Possible Challenge for You?
Continued ...

Possible Factors Posing Assessment of Do you have options to
Challenges in Challenges address this

Implementation Challenge?

10. Do other relevant units in the
department work together to
support HRD initiatives?

11. Do you have stakeholder support
for the HRDS in your department
and your Service?

12. Do you have leadership backing
for critical initiatives that you wish
to undertake?

13. Are leadership priorities clear in
your organization?

14. |s there commitment to the HRDS
at all levels of your department?

15. Is leadership commitment
consistent and dependable?

16. Is there a common set of HRD
priorities to which all subscribe?

17. Are the organizational structures
for HRD in place and effective?

18. Does leadership in your
organization promote the success
of HRD??

19. Do you have an information
system to monitor and manage
achievements in HRD?

20. Is staffing adequate for the HRD
function in terms of quality, levels
of appointment and capacity to
effectively undertake
responsibilities?
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ACTIVITY 3
Is Implementation a Possible Challenge for You?
Continued ...

Possible Factors Posing Assessment of Do you have options to
Challenges in Challenges address this

Implementation Challenge?

21. Is the workload in HRD fair and
balanced among staff?

22. Have you ensured that the
responsibilities in HRD are not so
fragmented so as to promote
gaps and discontinuities?

23. Are responsibilities clearly
defined?

24. Are resources readily available
when needed?

25. Are resources conveniently and
readily accessible?

26. Do all staff understand the
provisions of the HRD Strategic
Framework?

27. To what extent are provisions of
the HRDS not in conflict with
other activities in the department?

28. Are your practices similar to
those promoted in the HRD
Strategic Framework for the
Public Service and requirements
for the HRDS?

29. Do all staff understand their roles
and responsibilities in the
implementation of the strategy?

30. Have you taken steps to ensure
that there are no differences in
perceptions among the HRD staff
regarding the priorities
designated for HRDS?

31. In general, are ongoing policies
and strategic provisions properly
communicated to relevant staff?
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ACTIVITY 3
Is Implementation a Possible Challenge for You?
Continued ...

Possible Factors Posing Assessment of Do you have options to
Challenges in Challenges address this

Implementation Challenge?

32. Could you say that there are no
competing interests in your
department which can undermine
success?

33. Are provisions of the HRDS
coherent with current policy and
strategic provisions in your
department?

34. Have the gaps in the chain of
command in your organization
closed so as to avoid any
discontinuity?

35. Have you mediated the
differences in policy provisions
and requirements which can
create conflict with HRDS
provisions?

36. Have you ensured that there are
no differences in priorities which
can create internal conflict in
implementation?

37. Does the organization have the
capacity to respond to changing
circumstances in respect to
HRD?

38. Is there any accommodation in
the organization for mediating
differences when attitudes and
perceptions differ?

39. Are you sure that the frequency
of leadership changes in your
department will not create any
problem in the implementation of
the Strategic Framework?

40. Does your organization quickly
adapt to changes in systems,
requirements or organizational
structures?
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RESOURCE SHEET 5
CORE CONSIDERATIONS FOR SUCCESSFUL IMPLEMENTATION

A list of essential considerations for the successful adoption of the strategy is
sketched in Figure 2. These considerations are essentially general ideas or
approaches which can foster implementation success. They are recurrent themes
which will be played out again and again in promoting the success of initiatives to
be undertaken, and good ideas which have assisted others in successfully attaining
their strategic priorities in HRD. They are ideas that may work for you. We are
therefore presenting these ideas as general considerations which may assist you in
implementation.

In order to ensure that you are aware of the practical relevance of these principles,
we have integrated some of these ideas in the process approach which we have
suggested in sequencing the steps and activities of this Guide. In detailing these
implementation considerations, Figure 2 has focussed on three items: the
considerations themselves; their contribution to implementation success; and a set
of options which could be applied in fostering effective implementation. Each is
addressed briefly below.

Please note that most of these considerations were presented as principles in the
HRD Strategic Framework document. In particular, many of the considerations
noted here relate to the manner in which an organization may respond and adapt to
the contextual uniqueness of their organization.

2.2.1 The Considerations:

A sum of 15 core considerations is identified. Each is briefly noted. These
considerations have general applicability in promoting success, and are used in
outlining the process for strategy adoption. For each consideration two key items
are noted as follows:

2.2.2 Contribution to Success:

The potential value or contribution of each item that contributes to the success of
implementation is noted. These items are presented so as to ensure that the
anticipated outcomes of proper implementation management are clear.

2.2.3 Practical Application:

Listed here are some of the general ideas that have been offered by colleagues in
the field in their reflection on the cautionary measures that should be exercised in

promoting implementation success. There are practical ideas that you may wish to
apply in your own implementation planning.
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Figure 2: GUIDING PRINCIPLES ON THE ROAD TO IMPLEMENTATION SUCCESS

CORE CONSIDERATIONS

CONTRIBUTION TO SUCCESS

Understanding one’s context is the basis for working
within one’s own capacity

— 2

Recognize your own
uniqueness

The path you follow must respond to your context and
circumstances. This is the shortest road to success.

Customize your approach
to success

h =

Use building blocks to success. Make sure that
fundamentals are in place first.

Sequence or Phase
activities & options for
implementation

Self-assessment brings a state of awareness about
gaps and insights about the feasibility of success. It
sets boundaries in terms of your capacity.

Assess capacity to perform

S

Noting readiness for each initiative or engagement will
assist in promoting the potential for success.

_

The more knowledge you gain on the matter, the
greater your level of readiness. Sharing with others
and learning from them builds lasting bonds.

Conduct self: nent
on each initiative

Learn, share and grow

Support will be provided on each initiative. You can
benefit from this support. Use it wisely.

Access the support
provided

b =

Benefits can be accrued from the strengths of others
through collaboration.

Use partnership to attain
more

b 2

Allocating responsibilities promotes accountability and
empowers implementers.

b‘ e

Know who is responsible
for what

Focus on outcomes instead of process. The end
results to be achieved are the benefits in service
delivery.

Keep the end in sight

Uncertainty about what is required creates confusion
Fill gaps in policies and and hampers success.

guidelines

Only through the integration of strategies will critical

Promote strategy priorities be properly addressed.

integration

A cross functional Project Team builds bridges and
Use a project Team for expands the base of expertise.

each initiative

Clarity of roles prevents duplication and
discontinuities.

Articulation of roles
and responsibilities

This is an avenue of maintaining relevance and
responsiveness

Foster and support
development initiatives
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PRACTICAL APPLICATION

Conduct a SWOT analysis

Be clear about context

Begin with what is contextually feasible

Look at those who have similar circumstances

What you do will depend on where you are

Select interventions that can add value immediately
Integrate what you plan with what you are already doing
Tap into vour strenaths and comparative advantaae

Start with core activities upon which other activities may
depend

Use process map to plan & chart your path of development
Avoid temptina initiatives if vou are not ready

Conduct participatory self-assessment

Be honest about where you are

Its not about criticism; encourage others
Proaress starts from knowina where vou are

Each initiative has its own dynamics

Involve those who will be affected

Avoid initiatives for which you are not ready
Start by creating capacity to undertake initiatives

Join learning networks

Provide opportunities for sharing

Create the space for others to learn from you
Adapt and change as you grow

Manage the urge to frequently change

Become aware of support available

All involved should be capacitated & be given an opportunity
to contribute

Create your own avenues of support

Keep a log of lessons and ideas

Formalize partnerships through MOUs

Use partners that add value

Know when partnerships are no longer useful
Too many partners becomes unmanageable

Note responsibilities at all levels

Specify responsibilities in writing

Define performance standards and expectations
Set time to check progress

Adopt an outcomes-based approach

All parties should focus on outcomes

Monitor progress and impact

Create a scorecard and place in view of the Public

Be aware of policy gaps

Lack of clarity about process is a signal for guideline
development

Guidelines should be carefullv packaaed and communicated

Note linkages through the HRD strategy framework
Look for connections and linkages
Be transparent about connections

Construct a project team of contributing participants
Project team cannot be too large

Identify reliable team leader & give leader space to function
One team may have many responsibilities

Roles defined at all levels
Roles must be consistent with time available and level of
authority

Do not ignore core responsibilities
Promote inter-sectoral engagement
MOUs will be useful
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RESOURCE SHEET 6
PROMOTING IMPLEMENTATION SUCCESS
GENERAL GUIDELINES

Challenges in the implementation of policy and strategy are not new. Over the last four decades researchers
have been heavily engaged in the attempts to unlock the secrets of successful policy implementation. A field of
inquiry which began by examining why a small project failed eventually became a rich body of knowledge
regarding the factors which contribute to implementation success and failure. Implementation as a field of
knowledge is insightful in terms of its generic applicability to policies, projects, plans and strategies. In this light,
the information on implementation that is currently available in the field is also useful for promoting
implementation success for the HRDS. The Implementation Guide, therefore, seeks to present at the outset,
some ideas which may be generally useful and applicable in managing the implementation of the HRDS.

There are eight areas or factors which generally arise as critical features of successful implementation of
policies or strategies. These areas can also account for the slow implementation of some of the provisions of
the first edition of the HRD strategy.

The eight areas that are critical in managing implementation success are as follows:

The content of the strategy and its associated policies and guidelines must be clear.
The nature of the context of implementation must be taken into account.

The level of commitment of key stakeholders and implementing agents must be high.
There must be capacity of the organization and its agents

There must be a high level of compliance integrity.

The adequacy of communication and awareness promotion

The coherence of actions, initiatives and implementation structures and systems
The level of change management effectiveness

1.
2.
3!
4.
5.
6.
7.
8.

Each of these is addressed briefly below and a summary of details and guidelines are provided in Resource Sheet
7

3.1 The Content of Strategy and Policy Provisions

The content, structure and presentation of the strategy must be clear to the audience that is in receipt of the
strategy. The strategy cannot be presented in a manner that “puts people off’, or in a manner that creates
disinterest and anxiety. Here, the reference is not only to the strategy document that is presented by DPSA, but to
the strategy document each department prepares and presents to its own staff and target audiences. Clarity and
logic in presentation is the key. Be sure to adapt presentation to the targeted audiences. The strategy must be
simplified so that all can understand. Whatever complexities are necessary to present the strategy in detail can
be built in incrementally. An advocacy strategy must address the basic and fundamental requirements for strategy
adoption.

3.2 The Context for Implementation

Each context is different, and, in each, there may be features which promote or constrain strategy implementation.
It is necessary, therefore, to explore the challenges or opportunities brought about by your own context, and
thereby find ways to overcome the challenges and benefit from the opportunities that exist. Proper training here
could be a great ally and could accrue significant advantages. What others can accomplish easily may be difficult
for you and vice versa. Know your context well in respect to the strategy provisions you may want to adopt. Each
initiative will carry its unique challenges and opportunities. Become alert to them, and use them to design your
path forward.

3.3 The Level of Commitment

Commitment is sometimes referred to as “buy-in” and sometimes referred to as the passion for success.
Commitment is generally the level of interest one takes in an initiative to be undertaken. Without commitment,
there is little effort. Without commitment, one is not motivated to be creative, to explore, to seek and derive
solutions. The uncommitted give up easily, do not attend meetings, smother the passion of others. New initiatives
are not casually implemented. They need the energy of one’s passion and commitment. At the outset, therefore,
it is necessary to build commitment and to nurture the passion and motivation to succeed. Sell the idea and have
others “buy-in". Find ways of building commitment, especially in your leadership.
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RESOURCE SHEET 6
PROMOTING IMPLEMENTATION SUCCESS
GENERAL GUIDELINES continued ...

3.4 Organizational Capacity

In spite of one’s commitment, an initiative will not be successful unless one has the essential tools for success.
Without his/her tools, the craftsman is helpless. Here the basic requirements are proper structures, effective
systems, appropriate equipment, sound and dependable leadership, proper facilities, adequate policy guidelines,
capable and committed people, enough finances and other resources, proper cultures that will nurture and sustain
effort, and a host of other organizational particulars. The organizational requirements may change for different
initiatives. So capacity assessment must be an ongoing process. There is no success without the available
capacity to fulfil responsibilities.

3.5 Compliance Integrity

Compliance integrity refers to the extent to which the essence and intent of policy provisions are honoured; the
extent to which one adheres to the strategy as provided or the extent to which one adapts the strategy so that the
original intent is not lost. If the original intent is lost, the value of the strategy is reduced, sometimes significantly.
Threats to compliance integrity must be eliminated. Compliance integrity is threatened by the lack of policy clarity,
conflict with other activities and among implementing parties, by the pressures of practice and the tendency to
compromise, by differences in priorities and by the process of ongoing policy displacement so that other priorities
can come to the fore.

3.6 Adequacy of Communication and Awareness Promotion

The key to successful implementation is communication. Every effort must be made to ensure that all is aware of
the provisions of the strategy, the benefits to be accrued and the policy expectations that arise. Communication is
a vehicle for mobilizing support and building commitment. It is the first step and the doorway to full acceptance
and ongoing support.

3.7 Coherence in Actions

Coherence of actions refers to the need to act in synergy in order to attain success. Acting in discord is
unproductive, wasteful and confusing. In a practical sense, the work of one unit should support, instead of detract
from or constrain other units. There must be coherence in policies, coherence between levels, coherence in
responsibilities and coherence in programming and schedules. There must be coherence in interests and
priorities, and coherence and continuity in the initiatives undertaken. Coherence means that each activity should
flow naturally from the other in a smooth process and sequence of adoption.

3.8 Change Management Effectiveness

Change affects the level of success if it is not properly managed. Each new initiative will bring about change, and
each will require adaptations and adjustments so that new provisions are properly integrated and are coherent
with existing structures, systems and traditions. People, as well as systems, are affected by change. Without
adaptation, fragmentation and resistance will result. Change management is a leadership requirement for
innovations and new initiatives. A change management strategy must accompany each new initiative to be
undertaken.

Resource Sheet 2 presents an overview of the factors which normally affect implementation. It also notes areas in
which the effect of each factor could be felt, and the applicability of each factor in managing implementation
success. The table in Resource Sheet 7 frames and informs the process of implementation as outlined in the
subsequent sections of the Guide.
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FACTORS WHICH
NORMALLY AFFECT
IMPLEMENTATION

The clarity of content
of strategic provisions
and its associated
policies

The context of
implementation

The level of
commitment among

RESOURCE SHEET 7
ANALYSIS OF FACTORS WHICH AFFECT IMPLEMENTATION

AREAS IN WHICH EFFECT CAN BE
NOTED

» Objectives should be clear and should

have the same meaning to all and
expectations should be feasible in light
of circumstances

 Policies should be supportive of

strategic provisions

« Strategic provisions should be

integrated and consistent with
organizations core responsibilities

« Ifthe legal framework is not clear the

focus of the strategy may be misaligned

Contestation among parties must be
minimised

Policy gaps should be minimised
Organizational culture must support and
foster implementation of specific
provisions

Level of support available should be
dependable and consistent
Appropriate systems and facilities must
be in place in order to sustain success
Relevant units must work together

» There must be willingness among staff

and stakeholders to support the
selected initiatives of the HRDS

APPLICABILITY IN FOSTERING
IMPLEMENTATION SUCCESS

» Communicate strategy in different
ways to different audiences

» The content and provisions of the
strategy should be clear to all
The policy framework which supports
the strategy should be known and
understood
Policy provisions must be
commensurate with core
responsibilities
The provisions of the strategy must
add value to one’s context

Know the context

Adapt initiatives to context

Seek to create a favourable context
before embarking on initiatives

Be aware of the context of partner
organizations. Note challenges and
opportunities.

Be alert and responsive to changes
in context

Insulate context from undesirable
changes if possible

Do what the context will allow
Prepare the groundwork if the context
is not favourable.

First build commitment among
leaders
Commitment must be nurtured to be

sustained

Lack of trust will undermine
commitment

Full participation is a key to building
commitment

Commitment and conflict are natural

key stakeholders and
implementers

» Must have leadership backing on critical
initiatives

» Leadership priorities must be clear

« There must be coherence in
commitment at all levels

« Commitment should not waiver in the

The capacity of the
organization and its
agents

HRD Resource Pack: Part 4

midst of implementation
The most successful initiatives will have
a common set of collective priorities

Proper structures must be in place and
be used

Governance and leadership at all levels
must promote success

Information is a key to HRDS
management

Staffing must be adequate and must be
appropriately placed

Workload should be balanced
Workload must be manageable without
fragmentation of responsibilities
Responsibilities must be clearly defined
and sequenced

Resources must be available in
sufficient amounts, when needed and
must be conveniently accessible

enemies.

Assess organizational capacity and
note capacity requirements
Partners and agents must also have
adequate capacity

Capacity requirements change over
time. Be responsive.

Leadership capacity is the key
Procurement systems must be
efficient

Must have capacity to fully utilize
available resources
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FACTORS WHICH
NORMALLY AFFECT
IMPLEMENTATION

The level of
compliance integrity

The adequacy of
communication and
awareness promotion

The coherence of
actions, initiatives and
implementation
structures and
systems

The development of
change management
effectiveness

HRD Resource Pack: Part 4

RESOURCE SHEET 7
ANALYSIS OF FACTORS WHICH AFFECT IMPLEMENTATION cont..

AREAS IN WHICH EFFECT CAN BE
NOTED

All must understand policy provisions
and the content of the strategy
Ensure that there is no conflict with
other activities

Note differences in practice and legal
requirements

Note when compliance does not meet
the end to be served and the benefit
intended

Lack of knowledge and understanding
leads to lack of interest

Note the differences in perceptions
which should be mediated

When policy and strategic decisions are
not communicated to lower levels gaps
in coordination develop. When there are
poor communication channels and
facilities, it promotes independent
actions and lack of collaboration.

Competing interests undermine success
Coherence with other policies and
requirements promotes consistency
Gaps in the chain of command create
gaps in continuity

Fragmentation of efforts undermine
productivity and efficiency
Differences in requirements create
confusion and inhibit coordination
Differences in priorities result in
differences in interests and areas of
focus

Ignoring changing circumstances
makes organizations become
increasingly irrelevant

Note changing perceptions about the
solutions to be undertaken

Changes in leadership create changes
in momentum

Change in systems and requirements
require change management initiatives
Change in organizational structures
have knock on effects on
implementation

APPLICABILITY IN FOSTERING
IMPLEMENTATION SUCCESS

Guidance should be provided to
promote compliance integrity
Short time frames to respond may
compromise level of compliance
Beware of the threats which will
promote non-compliance

Need to clarify requirements to
promote understanding at all levels of
the public service

Remember language and culture in
communication

Different media; different messages;
different audiences

All staff must be agents of
communication

The message should become part of
the culture

Potential conflicts and misalignments
must be noted and measures must
be taken to promote articulation
Factors which create incoherence
constantly arise

Incoherent systems create isolation
and a silo mentality

There must be inter-level coherence
to promote compliance integrity
Inter-sectoral coherence advances
the development agenda

Importance of monitoring and
evaluation to detect and manage
changes

Leaders must know how to manage
change

Note the effect of initiatives on
current systems and facilities. Plan
for such changes.

All must lead and manage change
Training is one aspect of change
management
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Understand the Strategic Framework
for HRD in the Public Service
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STEP

4

Purpose

Rationale

Activity

Anticipated
Outcomes

Implementation
Resources

Appended
Information
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UNDERSTAND THE STRATEGIC
FRAMEWORK FOR HRD IN THE PUBLIC
SERVICE

The purpose of this step is to ensure that practitioners are able to
understand the HRD Strategic Framework in the context of the overall
strategic thrust for HRD in the Nation. In this respect, the activities,
resource information and inter-personal engagement in this step give
practitioners the opportunity to note the relevance of the HRD strategic
initiatives for the Public Service in relation to other policy provisions that
exist nationally, regionally and in the respective provinces and localities.

The HRDS Strategic Framework for the Public Service cannot be seen in
isolation. As a national strategy that is applicable to the entire Public
Service, it must embody and embrace other strategic provisions for HRD,
and it must reflect awareness of and make accommodation for the roles of
other public institutions in respect to HRD. In this sense, the provisions of
the HRDS cannot be dislodged from the provisions of the National HRD
Strategy, the NSDS, the role of NEPAD, the respective Provincial Growth
and Development Strategies, and the role of the respective SETAs, among
others. In the end, there must be one integrated and cohesive strategic
framework for HRD for the nation as a whole.

“Making Connections”

This is a simple activity which seeks to note the relevance of all components
of the National Strategic Framework for HRD to the initiatives that must be
undertaken by each department. The activity seeks to encourage reflection
on the interconnectedness and linkages between different strategic
provisions for HRD.

As a result of this activity, practitioners will be able to understand the
provisions of different strategic documents in HRD, and will be able to note
the extent to which their departmental activities and undertakings in HRD
respond to and comply with the various strategic provisions.

Resource Sheet 8:
Introduction to the Strategic Framework for HRD

Resource Sheet 9:
The Strategic Framework for HRD

Resource Sheet 10:
A Conceptual Framework for the HRD Strategic Framework for the Public
Service

Resource Sheet 11:
The Skills Planning Process Flow

There is no appended information related to this activity
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ACTIVITY 4
Making Connections

Instruction:

To what extent are you aware of and responsive to the various provisions and requirements of
policy documents that form part of the National Strategic Framework for HRD? The purpose of this
activity is to encourage you to reflect on these documents and to note the manner in which your
department responds to the issues and priorities reflected in these documents. For each
component of the strategic framework for HRD, as noted in Table 2, please reflect on the issues
and priorities listed in the second column and note in the third column the initiatives of your
department which constitute a strategic response.

You are required to write about the manner in which your department responds to the provisions of
the National Strategic Framework for HRD.

After making your notes, please reflect on and the answer the following questions.

1.
2.
3.

Does your department strategically respond to all the priorities noted?

Is your department’s response coordinated and cohesive?

Does your department collaborate with other departments in its response to all appropriate
HRD strategic initiatives?

Is the level of staffing in the department appropriate for responding to HRD strategic
initiatives?

In your view, have you contributed significantly to the National Strategic Agenda for HRD?
If you are not satisfied with your response, how could you improve your performance in
responding to the priorities and issues reflected in the National Strategic Framework for
HRD?
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Table 2
RESPONDING TO THE STRATEGIC FRAMEWORK FOR HRD

IDEAS, GUIDELINES AND

COMPONENTS OF THE ISSUES AND PRIORITIES TO BE OPTIONS FOR A STRATEGIC
STRATEGIC FRAMEWORK FOR CONSIDERED RESPONSE IN YOUR
HRD DEPARTMENT
» Unemployment
The Human Resource Context of the » Effect of HIV and AIDS
Nation « Effect of globalization
« Lack of skills base to support
economic performance

» Scarce and critical skills
» Ineffectiveness of supply pipeline

South African HRD Strategy

» National Skills Development Strategy » Impact of poverty
(NSDS) » Impact of health-related concerns
 Improving the foundation for human » Income and gender equality
development * Race and gender inequalities
« Increasing the supply of high quality » Labour market discrimination
skills  Inequalities in the composition of staff

* Increasing employer participation in life
long learning

» Supporting employment through
economic growth policies

» Ensure linkage in the above four
strategic objectives

and students in education and training
institutions

Strategic Framework for the Public « Scarce skills in the Public Service
Service « Competition for skills with the Private
» Capacity development Sector
» Organizational support structures  Inadequacy of supply pipeline
« Governance « The misplacement of skills with
» Support for Economic Growth and organizations
Development initiatives » The use of partnerships in promoting
capacity development
» Supporting economic growth and
development initiatives
Sector HRD Strategy (e.g. Health, » Specific priorities related to sector e.g.
Education) HIV and AIDS (Health), Teacher
Supply (Education). What are the
priorities for your Sector?
Provincial HRD Strategy * Inadequate skills base to drive
» Growth and development plans and economic performance
strategies * Youth unemployment and unemployed
» IDPs of municipalities graduates

» HRD as the driver of development

Institutional and Departmental HRD

Strategies * Plans must address both the unique

Provincial growth and development
plans

Sector skills plans

National strategic plan for respective
department

Workplace Skills Plans

circumstance of the department and
the national and provincial priorities.
What are these for your department?

Operational Plan for HRD Directorates
and Units

Priorities to reflect national, provincial
and departmental priorities

Plans must address provincial and
departmental strategic priorities. What
are these for your department?

Workplans for Individuals

Plans which are consistent with
business priorities and departmental
and individual responsibilities

Personal Development Plans of

Use of PDPs in WSP in training

Individuals in Departments delivery
* Priorities related to work requirements » Objective and comprehensive nature
and ability to perform of PDPs as part of PMDS

HRD Resource Pack: Part 4

Page 57




RESOURCE SHEET 8
INTRODUCTION TO THE
STRATEGIC FRAMEWORK FOR HRD

Analysing the Strategic Framework for HRD is intended to represent the logic and
policy foundations for deriving the strategic priorities to be undertaken in the HRDS.
The provisions of the Strategic Framework for HRD are not randomly chosen, and do
not arise by chance. They are founded in a well sorted and orchestrated process of
prioritisation and reflection on national development priorities and issues. These
issues are derived from a critical set of strategic documents which reflect national,
provincial and sectoral priorities in Government. The HRD Strategic Framework for the
Public Service is therefore not an isolated document with an independent and isolated
set of priorities. The priorities of HRDS are in synergy with a host of other priorities
which, together, provide a network of initiatives for addressing developmental priorities
and issues. This network of initiatives should be understood so that the provisions of
HRDS could be contextualised and implementation processes could be in accord with
the larger national policy framework.

This part of the implementation process will foster reflection on the strategic framework
for HRD, and will provide guidance in understanding and responding to the strategic
framework as a whole. It engenders reflection on what should be known about the
HRD initiatives of Government in order to be in sync with the strategic agenda of the
nation, the Public Service, the provinces, the respective departments, and the
respective Government Sector. Being in sync with national priorities promotes
coherence and responsiveness in delivery.
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RESOURCE SHEET 9
THE STRATEGIC FRAMEWORK FOR HRD

The Strategic Framework for HRD in the Public Service is governed by the overall
labour market and human resource context of the nation. One cannot be separated
from the other. In fact, all strategic provisions in HRD are affected by a wider national
human resource context to which HRD in the Public Service must respond. This
constitutes the baseline of strategic considerations. But there are many other
considerations to be undertaken here. Among them are the scarce and critical skills in
the nation; employment and unemployment patterns; the geographic distribution of
available skills; the impact of the HIV and AIDS pandemic on labour force status and
projections; the overall inefficiency and inadequacy of the supply pipeline for skills; the
inefficiency of skills utilization in organizations; and, among others, the effect of
globalization on the availability of skills in the local labour markets, in some sectors.
The issue here is the extent to which this context affects your organization, and the
nature of the organization’s response in terms of the approach to HRD strategy
development and implementation. Figure 3 presents an overall outline of the different
levels of the strategic framework for HRD.

Please note that at each level, it is necessary to determine the issues and priorities to
be considered, and the guidelines that could be provided to the departments in order to
solicit the appropriate strategic responses. Here, strategic responses will embody the
type of interventions that will promote HRD and ensure that it accrues benefit in terms
of organizational performance and service delivery.

HRD Resource Pack: Part 4 Page 59



Figure 3:
THE STRATEGIC FRAMEWORK FOR HUMAN RESOURCE DEVELOPMENT IN THE PUBLIC
SERVICE

THE HUMAN RESOURCE CONTEXT OF THE NATION

| South African/National
HRD Strategy = DoE and DoL
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RESOURCE SHEET 10
A CONCEPTUAL FRAMEWORK FOR THE
HRD STRATEGIC FRAMEWORK FO
THE PUBLIC SERVIC

A

VISION FOR HRD

A Dedicated, Responsive and Productive Public Service

BUILDING HUMAN CAPITAL FOR HIGH PERFORMANCE AND ENHANCED SERVICE DELIVERY

Fostering HEl & FETC
Partnerships

E-Learning Programmes
for the
Public Service

A National / Provincial
Public Service Academy

Promoting Learnerships,
Internships &
Traineeships

Development
programmes of
professional bodies

Leadership Development
Management
Strategies

Integrated ABET
Framework

Workplace Learning

Mobilization of
Management Support

Utilization of the strategic
role of SETAs

Career Planning and
Talent Management

Values, Ethics & A
Professional Code of
Practice

Managing Employee
Health & Wellness

Ensuring the Adequacy
of Physical & Human
Resources & Facilities

Promoting Appropriate
Organizational
Structures for HRD

Performance
Management &
Development Systems

Promoting HR Learning
Networks

Managing the
Effectiveness of
Communication

Responsiveness to
Millennium Development
Goals

Promoting Integrated and
Inter-Sectoral
Approaches to

Developmental Priorities

Capacity Development to
promote success of
Industrial & Economic
Plans

Fostering Effective

Monitoring, Evaluation and

Impact Analysis

Awareness promotion of
growth and development
initiatives

Managing HRD Policy &

Integrating NEPAD, AU,

Demand Management

governance roles in HRD

Knowledge & Planning Frameworks & Regional and Global
Information Guidelines programmes
Management
Human Resource
Planning — Supply and Strengthening & aligning ASGISA, JIPSA,

Programmes
GOVERNANCE &
CAPACITY ORGANIZATIONAL INSTITUTIONAL
DEVELOPMENT SUPPORT DEVELOPMENT
INITIATIVES INITIATIVES INITIATIVES
Pillar 1 Pillar 2 Pillar 3
L J

EPWP, PGDS, IDPs

ECONOMIC
GROWTH AND
DEVELOPMENT

INITIATIVES

‘ Pillar 4

4 KEY PILLARS FOR HIGH PERFORMANCE IN THE PUBLIC SERVICE THROUGH HRD

Focus on all Performa
Levels of Employment
Responding to Needs
of Designated Groups
(women and persons
with disabilities)

Cohesiveness &
Integration
Flexibility &
Adaptability

Recognizing
Contextual Differences

2 8
o
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Building Learning
Communities &

Organizations
Promoting the Agenda
of Development
Spheres of
Government

Continuity through all

10 CORE PRINCIPLES INFORMING IMPLEMENTATION OF HRD STRATEGY

LEGISLATIVE FRAMEWORK AS A FOUNDATION
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RESOURCE SHEET 11
THE SKILLS PLANNING PROCESS FLOW

Sector Skills
Plans

Outcomes-Based Unit Skills Plans
Job Profiles

Skills Gap
Audits j

HRD Resource Pack: Part 4 Page 62

Progress Reporting



General Communication &
Awareness Promotion of the
HRD Strategy for the Public Service
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STEP

5

Purpose

Rationale

Activity

Anticipated
Outcomes

Implementation
Resources

Appended
Information
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GENERAL COMMUNICATION AND
AWARENESS PROMOTION OF THE HRD
STRATEGY FOR THE PUBLIC SERVICE

The purpose of this step is to give practitioners the opportunity to reflect on
the importance of communicating the provisions of the Strategic Framework
for HRD in the Public Service within their department and to their respective
publics. Practitioners will engage in an activity that will enable them to
sketch the fundamentals of a communication plan that is appropriate for
their department.

Communication is the first step to success in managing the successful
implementation of the HRDS for the Public Service. Communication builds
awareness and commitment; it creates the correct expectations among
audiences; it motivates stakeholders to participate in planned developments;
and, among other benefits, it develops capacity for delivery. If these are to
be achieved, however, then the strategy and process for communication
cannot be ad hoc and without focus. This step seeks to provide participants
with the bare fundamentals and basic awareness of what is required for
making the best use of opportunities to communicate.

“What will you Communicate?”

This activity seeks to explore the fundamentals of a communication plan for
the respective departments. It looks at the message, the media and the
audiences for each aspect of the HRD Strategic Framework for the Public
Service. It promotes reflection on whether the department considers
communication to be sufficiently important to invest the level of resources
and the time required.

Practitioners will sketch the fundamentals of a communication plan that
could be used by the department in implementing an organized
communication strategy.

Resource Sheet 12:
The Role of General Communication and Awareness Promotion

Resource Sheet 13:
The First Phase of General Communication and Awareness Promotion

There are no appended resources for this activity

Page 65



ACTIVITY
What will you Communicate?

Instruction:

Communication of the HRD Strategic Framework is critical for success in implementation. While
DPSA, at the outset, will launch the strategy and take responsibility for the first phase of
communication, each department also has a responsibility to successfully communicate the
strategy. How will you add value to the overall communication strategy that is employed by
DPSA? What will you do to ensure that the strategy is properly understood?

This activity is designed to assist you in sketching a basic communication plan. In the table on the
next page, please note, for each component of the strategy, the message to be sent, the media to
be used and the audiences to be reached.

First note your audiences at the top of the table in the space provided. Place a check (V) in the
table where the specific audience is relevant. At the end of the exercise, please reflect upon
whether your organization has the time and resources to effectively communicate the HRDS.
What will you do now? Please discuss this with your colleagues.
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Table 3
WHAT WILL YOU COMMUNICATE

The HRD Strategic
Framework and
the documents in
the resource pack.

Capacity
Development
Initiatives.

Pillar 1

HRD
Organizational
Support
Initiatives.

Pillar 2

HRD Governance
& Institutional
Development
Initiatives.

Pillar 3

HRD Initiatives for
Economic Growth
and Development.

Pillar 4

HRD Resource Pack: Part 4
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RESOURCE SHEET 12
THE ROLE OF GENERAL COMMUNICATION
AND AWARENESS PROMOTION

General communication and awareness promotion refers to the process through which
the HRD Strategy for the Public Service becomes known and accepted in the
respective organizations and Government departments. It refers to the communication
and advocacy strategy that must be undertaken to put in place the first building
component of implementation success. On the one hand, the strategy will be
communicated through the initiatives of DPSA in terms of its national launch and a
series of road shows and stakeholder engagements to ensure that the strategy is
known and accepted. Here, people will have an opportunity to interrogate the strategy
and build their understanding and commitment thus laying the platform for future
adoption. But this process must be accompanied with the activities that are undertaken
by the respective departments in order to implant the strategy within their particular
organizational entity.

The general advocacy of DPSA must therefore be supported by the internal advocacy
of the respective department. This section of the process presents guidelines on the
manner in which this is done. Understanding and acceptance of the national strategy
by departmental staff and stakeholders will be used as the platform and foundation
upon which the institution’s own implementation process is strengthened.
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RESOURCE SHEET 13
THE FIRST PHASE OF GENERAL COMMUNICATION AND
AWARENESS PROMOTION

General communication and awareness promotion refers to the initiatives undertaken
by DPSA to ensure that all stakeholders and implementers are aware of the provisions
of the strategy, and are committed to implementing these provisions in their respective
jurisdictions. Here, communication is referred to as general because it focuses on the
strategy as a whole, and not on the individual plans and provisions which will be
developed and implemented by the respective departments. While DPSA will lead the
initial communication of the strategy, it is the responsibility of the respective
departments to make all their staff aware of the strategy, and to embark upon a
process where the provisions of the strategy could be adopted. In this sense, general
communication is a process where all levels of government will be involved.

The HRD Strategy documents will be made available to all; but brochures, posters,
leaflets and associated awareness “frinkets” will also be made available to essentially
announce a strategy.

DPSA will develop an overall Communication Plan which can be used by departments
as a guide to structure processes for internal communication and to be used as a
vehicle for sharing the strategy with the department’'s respective stakeholders. The
Communication Plan will highlight the following:

Events to be promoted and convened

Target audiences per event

Message to be communicated and the means of communication
Channels of communication for each event

Timing and time frames

Senders conveying messages

The Communication Plan will serve as a handbook and will note communication
process flows, critical success factors, and guiding principles for successful
communication.
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Conducting Overall Organizational
Assessment to determine
Readiness to Implement



Jusuwis|duwl| O] ssauippay
BUIWIBOP O} JUBWISSaSSY
|[ouolPZIURBIQ [IPISAQ BuljoNnpuo)



STEP

6
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Activity
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CONDUCTING OVERALL
ORGANIZATIONAL ASSESSMENT TO
DETERMINE READINESS TO IMPLEMENT

The purpose of the organizational readiness assessment process is to
enable each department to assess its own strengths and weaknesses in
terms of its capacity to effectively implement the HRD Strategic Framework
for the Public Service. This will be the basis upon which each department
will derive an implementation plan that is unique and customised to its
circumstances. The purpose of this process is to allow practitioners to
understand their own circumstances so that the assessment could be used
as a basis for developing a departmental plan which can have value in
guiding implementation of the HRD Strategic Framework for the Public
Service.

Organizational self-assessment is a powerful process for establishing the
foundation upon which one can embark upon new initiatives. It is a process
through which people collectively determine for their organization, who they
are, what are their priorities, and the extent to which it is organizationally
feasible to undertake particular initiatives. The assessment process brings
the reality of organizational capacity “home” to members of the organization.
This process, because of its value in revealing the status quo, is most
critical to the implementation of the HRD Strategic Framework for the Public
Service. The focus of the implementation is on allowing all departments to
move at their own pace and to implement initiatives within the framework of
their circumstances and resources. This assessment process is essentially
the key in achieving this objective.

“Assessment of Organizational Readiness to Implement”

This activity is based on an instrument which will be administered to the
group of staff who will be conducting the self-assessment. The activity
facilitates a process of reflection and engagement that will result in an
assessment of readiness along 10 dimensions of organizational capacity.
Also resulting from the process, is a Readiness Action Plan that will note
what steps are required to improve the state of readiness in each area of
organizational capacity that is assessed (Refer Appendix A).

Resource Sheet 14:
Introduction to Organizational Assessment of Readiness to Implement

Resource Sheet 15:
Organizational Readiness to Implement — The Structure

Resource Sheet 16:
Organizational Readiness to Implement — The Process

Appendix A :
Assessment of Organizational Readiness to Implement

Appendix B:
Readiness Action Plan
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RESOURCE SHEET 14
INTRODUCTION TO ORGANIZATIONAL ASSESSMENT OF
READINESS IMPLEMENTATION

Organizational Readiness Assessment is the process through which the respective
organization must prepare itself to implement the provisions of the HRD Strategy for
the Public Service. This preparation fosters an understanding of its own contextual
realities, its capacity constraints, its inherent advantages and its own potential for
success. This self assessment will produce the base information which will be used in
planning the process of strategy implementation. The assessment will answer the
following questions: “where are we now?”, “what is unique about our context that
should be considered?”, “which initiative do we have the capacity to successfully adopt
or undertake?”, and “what initiative will add value to our organization in light of where
we are and where we want to go?”

In essence, the process of organizational self-assessment is the process through which
the department consolidates its gains and sets up a platform for moving forward or
“taking off’.  This self-assessment is also a process through which mutual
understanding is built, through which vision and intentions are clarified, and through
which people become motivated and committed to embrace the agenda that will be set
in place. Self-assessment is not a test, but a process; it is not an event, but the first
phase of an organizational journey. Self-assessment is an organizational moment for
reflection, and an opportunity to restore the organization’s collective will.

In this respect, the self-assessment process cannot be an individual activity or a
process that is assigned to one organizational unit. The process has to be a collective
process of mutual engagement, where, through dialogue and exchange, people derive
meaning about what their status is, what is required for them to achieve. It is also a
process which enables people to determine where they, as individuals, fit in the journey
forward. This is the process that will knit the fabric of hope among people, and begin to
create the culture that will enrich and support the HRD process envisioned.

This self-assessment process will be a guided process of questions, group activities,
the generation of issues and the review of the assessment scores attained on set
evaluative criteria for the organization.

It will be a negotiated conversation that will identify priorities and will assist in noting
capacity constraints and inherent advantages and opportunities. The result will be a
realistic assessment of organizational capacity, a well interrogated agreement on the
status of the organization and a collective determination of priorities for moving
forward.
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RESOURCE SHEET 15
ORGANIZATIONAL READINESS TO IMPLEMENT
THE STRUCTURE

1. WHAT IS ORGANIZATIONAL READINESS?

The state of organizational readiness to implement the HRD Strategy for the Public
Service refers to the level to which the context and circumstances of the respective
organization allows for the successful adoption of the provisions of the HRD strategy.
An organization is deemed to be ready when circumstances are such that most of the
potential barriers to successful implementation are eliminated. Such barriers are
eliminated when the level of resources and support required are available; when
organizational structures and policies permit; and, among others, when the people who
are critical to implementation are receptive and ready to implement. Organizational
readiness is the basis of successful implementation. If the organization is not ready,
then constraints arise which have the potential of frustrating implementation success.

There are two levels of organizational readiness: one is general, and the other is more
specific to the initiative that is being undertaken. This section of the Guide refers to
general organizational readiness.

General organizational readiness refers to the state of readiness of the organization as
a whole. It refers to the general organizational environment, and the facilities and
systems that are generally available to support the implementation of any HRD related
initiative. Hence, the state of readiness for the organization as a whole may be
acceptable, but the state of readiness for a particular initiative may not be. Readiness
here, in essence, refers to the presence of a well founded and integrated infrastructure
for the delivery of HRD.

2. AREAS OF ORGANIZATIONAL READINESS

Ten areas of organizational readiness are identified. These are essentially, the
readiness fundamentals. If the organization is weak in these areas, then almost all of
the initiatives to be undertaken in HRD will be affected. Each one of these areas is
itemized and briefly discussed below.
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RESOURCE SHEET 15 continued ...

2.1 Organizational Structures to Support HRD

Organizational structure refers to both the organogram and HRD related functions and
the distribution of position and responsibilities. It also refers to the structure and
content of policies; the availability and application of systems; and the structure,
completeness and continuity of processes. Organizational structures refer to the
manner in which the organization is organized for the effective and efficient delivery of
HRD services.

2.2 Management Support and Contributions

Management support refers to the extent to which the executive management of the
department gives due regard and consideration to the contribution of HRD in the
attainment of the strategic priorities of the department. It refers to the extent to which
top management in the department allows the HRD function to add value to the
department’s performance and service delivery.

2.3 Financial Management for Efficiency and Effectiveness

This refers to both the level and efficiency of resources available for HRD and the
manner in which these resources are utilized. It also refers to the structure that is
available and used for the management of financial resources. In the end, the
resources available should be utilized in a manner that assures the highest outcome
from training for every rand or resource unit utilized.

2.4 Skills Supply Management

Skills supply management refers to the manner in which the organization ensures the
constant availability of the desired skills for the organization. When skills supply is
effectively managed, the organization has, on an ongoing basis, the range and quality
of skills it needs in order to effectively undertake its responsibilities. Managing the
supply of skills is concerned with both the recruitment of new talent into the
organization and the application of skills development efforts within the organization in
order to ensure that an adequate profile of skills is maintained.

2.5 Skills Demand Management

Skills demand management refers to the extent to which the organization remains
constantly aware of its gaps in skills, talent and operational capabilities. Here, the
organization must have measures in place that allows it to be aware of skills gaps even
before they arise.  Skills demand management refers to both the technical
infrastructure for maintaining this kind of awareness and the processes through which
the information it produces is productively used.
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2.6 Planning Efficiency and Effectiveness

Planning efficiency and effectiveness refers to the extent to which the organization is
sufficiently organized so as to ensure that training resources are expended in a manner
that maximally contributes to the strategic priorities of the organization. It refers to plan
development and implementation, scheduling and programming of training as well as
ensuring equity in the distribution of training opportunities. Planning efficiency and
effectiveness is the engine that drives an investment approach to training.

2.7 Performance Orientation in the Training Culture

A performance orientation to training seeks to ensure that training is not undertaken for
its own sake, but is provided in order to contribute to the enhanced performance of the
organization and improved service delivery to the organization’s clients. A
performance orientation to training is the basis for attaining high levels of training
impact. It is also a key feature and requirement in an investment-oriented approach to
training.

2.8 Accessibility of Training

Accessibility of training refers to scope and equity in the provision of training
opportunities. This will require, among other needs: the establishment of the
necessary infrastructure so that no staff member is denied access to training because
of location; the provision of facilities so that those with disabilities are not denied; and
the adoption of measures so that staff can have access to knowledge and support
when needed on the job.

2.9 Quality of Training Initiatives

Quality of training refers to course materials, training facilities, the capacity of trainers
as well as training management, monitoring and evaluation. The key features of quality
training in the Public Service is the availability of workplace content in course materials,
and the adoption of training processes which utilize the skills, knowledge and
experience of practitioners who can add value to performance outcomes. While
accreditation and other requirements are important, an orientation to practice is a most
critical feature for training in the Public Service.

2.10 Responsiveness to Government’s Development Initiatives

Government meets its objectives through the Public Service. The efficiency and
effectiveness to which this is done depends upon the manner in which public
organizations perceive and undertake their responsibilities. Responsiveness to
Government’'s development initiatives refers to the extent to which the planning and
strategic prioritization of each department is founded upon the core developmental and
transformational priorities of Government’s policy agenda. Each department should
have the infrastructure and processes in place to ensure that every effort is being made
to align its activities with the core priorities of Government.
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3. ORGANIZATIONAL READINESS TO IMPLEMENT - THE PROCESS

A four stage process is recommended for assessing organizational readiness. This
process is sketched in Figure 4. The four stages of the process are as follows: (i)
planning (ii) conducting of assessment workshop, (iii) preparation of a Readiness
Action Plan, (iv) selection and adoption of strategic initiatives from the HRDS for the
Public Service. This process continues with the other stages of the implementation
process as outlined in Figure 4. Each of the four stages of readiness assessment is
described below.

3.1 Planning

Planning refers to the logistical and communication arrangements that are undertaken
to bring the right people together for conducting the readiness assessment. The core
of the assessment group will be HRD staff at all levels of the organization, and officials
who are responsible for the various units that are either related to or in support of the
HRD function. Beyond this group, other staff could be involved as required. In
essence, the Skills Development Committee (SDC) is the prime audience for
conducting the assessment.

This assessment process can also be used as an advocacy process for HRD. In this
respect, it can include managers and other key staff whose support is generally needed
for the promotion of HRD activities. This assessment process will provide a deeper
understanding of the delivery issues which constrain the effectiveness of HRD.

In planning for the assessment event, a circular should be prepared stating its purpose,
intended outcomes and format. The brochure should be distributed with sufficient time
to allow prospective participants to reflect on their engagement. Before the event,
therefore, each participant should be provided with the HRDS Resource Pack — the
Research Review Report, the HRD Strategic Framework and the Implementation
Guide. Notes should be provided to prospective participants regarding the manner in
which they should prepare for the event.

Please note that external persons can be invited to the workshop if this is deemed to
be appropriate and if it is acceptable to all parties. It may be worthwhile to involve
representatives from DPSA and from HRD in the Office of the Premier. Highlight the
event as a significant occasion, and publicize the event as such.

Remember that the event will involve both individual and group activities, and it will be
necessary to select training facilities which will allow significant group interaction. An
agenda will be prepared for the occasion.
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3.2 The Assessment Workshop

The Assessment Workshop will be an interactive process. The basis for the workshop
will be the questionnaire in Appendix A and, the Readiness Action Plan in Appendix B .
Beyond all, the questionnaire in Appendix A is the core of the assessment process.
The instructions for the questionnaire are also presented in the appendix.

First, the questionnaire will be administered to individuals who will make their personal
assessment of readiness. Then, the participants in the readiness workshop will get
together in the plenary and make a summary of their responses in each of the 10
categories of organizational readiness. Using this summary as the basis, an overall
statement will be made about the overall level of readiness. Since the items in the
questionnaire may not have covered all the pertinent issues in the respective
categories, it may be necessary to add concerns and issues which speak to the state of
readiness in the specific context of the particular organization. In the end, the
discussion should not be limited to the items in the questionnaire, but should be
extended to whatever issues may be pertinent in preparing for implementation. The
focus should not be on critique. The focus should be on determining how the
organization should bring itself to a higher state of readiness in light of the
circumstances which exist. In some cases, organizations may want to affirm and
celebrate the state and level of readiness. In the end, a readiness action plan will be
developed.

3.3 The Readiness Action Plan

The Readiness Action Plan is included in Appendix B. It is concerned with two sets of
information. The first is the state of readiness in each of the 10 categories of
assessment. Here, the findings are itemized for each category. The findings that are
to be highlighted are those which will have a notable effect on the adoption of the
specific HRDS initiatives in the Strategic Framework. The second category of
information is the action to be taken as a result of these findings. Here, notes are
made on the organizational prerequisites for the adoption of the initiatives of the HRDS.
These prerequisites are itemized and are assembled at the end of the workshop to be
forwarded to the executive management of the department and to the provincial
coordinator for the HRDS who will normally be assigned at the Office of the Premier.

3.4 Selection and Adoption of Strategic Initiatives

Based on the state of readiness as assessed, participants will seek to determine what
HRDS initiatives are most appropriate for their respective context and circumstances.
Here, they will review the rationale and focus statements of each initiative and will
outline what they, as a department, will be able to pursue and accomplish. The focus,
in this instance, is not on the preparation of a plan or phased strategy for
implementation. Rather, the focus is on examining the options that are available in
order to make decisions on what initiatives are most feasible for adoption by the
department.
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Figure 4
PROCESS OF ASSESSING ORGANIZATIONAL READINESS

Planning for . . .
Assessment Discussion, agreement, scheduling

Readiness Gathering of parties to
Assessment participate in the assessment.
Workshop

Participatory assessment
process — individual and
collective engagement

Individual Collective
Assessment Assessment

Sharing ideas and discussion of
readiness status and actions
that may be necessary

Readiness Sketching conclusions

Action Plan regarding state of readiness and
noting action to be undertaken
to improve the state of
readiness and the HRD strategic
initiatives which are appropriate
for the organization at this point.

The Selection Selecting strategic initiatives to
and Adoption of be adopted in light of the state
Strategic of readiness
Initiatives
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As a result of these activities, the outcomes of the workshop will be as follows:

1. Documentation of the state of readiness in each of the 10 categories of
organizational readiness.

2. Statement of action to be taken in order to improve the state of readiness.
Selection of HRDS initiatives that are most appropriate for adoption.
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HRD Resource Pack: Part 4

PRIORITIZING HRD STRATEGIC ACTIVITIES
FOR IMPLEMENTATION

The purpose of this step in the process is to provide practitioners with the
opportunity to select HRD strategic activities for implementation. A set of
activities would have been identified in the Readiness Action Plan as
activities that are essential for promoting readiness to implement. This set
of activities will have provided a basis for practitioners to determine what is
feasible for implementation and what is not. It is on this basis that
practitioners will respond to each initiative in the HRD Strategic Framework
for the Public Service; and will determine which of the initiatives are most
feasible for implementation. This step in the process facilitates the
identification of initiatives which have practical value to the respective
department in moving its HRD Agenda forward. The process of prioritizing
seeks to establish the most important activities to be selected for adoption
and implementation.

Prioritization is a critical step in the implementation planning process. Itis a
step which seeks to bridge wishes and desires with reality and practicality.
Not all initiatives are immediately implementable. Some decisions must be
taken regarding which of those initiatives are appropriate to the organization
and actually candidates for immediate consideration, adoption and
implementation. Prioritization, however, is not a process of phasing the
implementation process. It is an activity that precedes phasing. It is an
activity which begins to rationalize what initiatives are appropriate for
implementation in light of current organizational realities.

“Where shall we Focus”

This activity seeks to provide practitioners with the opportunity to determine
priorities based on current organizational realities. The activity provides
information on the strategic initiatives as presented in the Strategic
Framework. Information is provided on the rationale and the implementation
focus that is envisioned for each initiative. Practitioners are then asked to
identify options and potential activities for implementation, and to note the
level of priority that they will assign to each activity they select.

Resource Sheet 17:
Considerations for Developing Priorities

No additional information is appended for this activity
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ACTIVITY 7
Where shall we Focus?

Instruction:

The purpose of this activity is to complete the process of prioritizing interventions. Its intent is to
ensure that the most critical initiatives and activities are prioritized in light of the circumstances of
the organization. This exercise will therefore provide an opportunity for practitioners to prioritize
using Table 4 as the basis for prioritization. Each table reflects one of the pillars or key focus
areas of the strategy. For each HRD strategic initiative, as noted in the left-hand column,
practitioners are requested to (a) list options and activities for implementation, and (b) assign
priorities (1, 2 or 3) to each of the activities noted. Here, 1 represents a low priority and 3
represents a high priority.

Please note that activities must be listed only in areas which you consider to be important to your
organization.

When you have completed this exercise, please make a separate list of prioritized activities with “1”
representing the most important activities and “3” representing those that are of least importance.

This list will be used in the next step in the process and the following activity on phasing.
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Table 4

AREAS OF STRATEGIC PRIORITIES, RATIONALE AND
IMPLEMENTATION FOCUS

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To enhance the design, management and integration of

capacity development interventions in the workplace to

include enhancing the quality and workplace relevance
of training materials.

Rationale:

In order to improve the practicality and relevance of training
to the job, more use must be made of training methods that
are in-house as a means of enhancing the practical
relevance and applicability of training. In this respect,
efforts should be made to improve the management and
delivery of induction, learnerships, internships, mentoring
and coaching and job rotation, among other methods.
These are generally not well managed in the workplace.

Many of the courses offered by training service providers
do not have practical relevance in the workplace. As a
result, the application of new knowledge and the impact of
this knowledge on the workplace are minimized.

Workplace learning is likely to have more immediate impact
on the performance of employees. A number of workplace
learning strategies have been implemented over the last 5
years. Success, however, has been varied. The
management of these interventions have been identified as
the reason for the limited success. The fact is that
workplaces are not inherently designed for learning. The
strategic focus here is to strengthen workplace learning
interventions so that quick gains could be seen in
organizational performance and in the services provided to
clients and stakeholders.

Implementation Focus:

While the DPSA will assist in this area through policies and
the development of frameworks, the respective
departments of Government are expected to take the lead
here. This objective is considered as one of the
fundamental building blocks for enhanced performance
through HRD. The intent here is to strengthen the
fundamentals for the effective management of an
investment-oriented HRD function. As part of the
fundamentals there will be the conduct of skills audits,
training needs assessments, aftercare service, and the
evaluation of HR delivery training impact. In addition,
systems and processes for properly managing workplace
initiatives (internships, learnerships, mentoring, etc) will be
strengthened. Exemplary models in these areas already
exist. Accommodation will be made to ensure that these
models are shared. Here, provincial leadership is expected
in respect to course materials. Developments in this area
will be led by SAMDI/Public Service Academy. The intent
here is to make a standard set of high quality training
materials in Public Service training available to all. The
outcome will be a clearinghouse where such materials will
become available to all Government departments. The key
advantage to this set of materials is its workplace relevant
content and its training process which will be practice-
based. Representatives from departments will be involved
in course development committees and will incrementally
move to the use of a standard set of high quality training
materials. Partnerships with HEIs, FET and with relevant
professional bodies will be part of this programming.
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Table 4

AREAS OF STRATEGIC PRIORITIES, RATIONALE AND
IMPLEMENTATION FOCUS

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To use ABET in providing educational opportunities for
all employees.

Rationale:

ABET should be an integral part of a department’s HRD
Strategy according to the NSDS. A review of the HRD
Strategy 2002-2006 revealed that managers, in general,
are unable to undertake responsibilities for the
development of their staff. HRD delivery sometimes breaks
down because Line Mangers are unable to manage the
development of their staff. Some managers are unable to
understand the importance of HRD for improving
performance. In addition to a general programme in
leadership and management development, managers
should be coached in HRD provision

ABET is the prime mover in the drive for lifelong learning in
the workplace. It is the vehicle which provides access to
education and opportunity to all employees, but particularly
to those at the lower rungs of the occupational ladder.

ABET should be a key strategy in the developmental
agenda of departments.

The strategic focus here, again, is access to training
opportunities for all. A programme of lifelong learning
dictates that all employees have access to ABET training
content from which they can benefit.

Implementation Focus:

The objective here is a comprehensive structure of ABET
programming that can benefit all workers. Leadership will
be provided by DPSA in collaboration with the Department
of Education. Guidelines will be developed for Government
departments to implement, and support will be provided
through workshops and the use of learning networks to
share ideas on developments. It is anticipated that while
the majority of programmes will be available for staff at
lower occupational levels, programmes will be available for
all staff on matters which affect them personally and
professionally. Programmes on managing personal finance
and in preparation for retirement, for instance, could be
useful.

To promote leadership and management development
programmes in general, with specific reference to the
HRD competence of SMS and special focus on the
needs & requirements of women & persons with
disabilities

Rationale:

Leadership is critical in the attainment of the goals and
objectives of the Public Service. Lack of effective
leadership is a constant source of complaint about the
Public Service. In particular, there are concerns regarding
the inability of line managers to promote, use and foster
HRD interventions for developing their employees.

The strategic focus here is to ensure that there is a pipeline
of leadership talent available to the Public Service and to
ensure that all leaders in the Public Service are able to
function effectively.
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AREAS OF STRATEGIC PRIORITIES, RATIONALE AND
IMPLEMENTATION FOCUS

Implementation Focus:

Leadership development management strategies refer to
initiatives that are undertaken to develop, capacitate and
support managers. The DPSA and SAMDI/Public Service
Academy will provide leadership and management in
capacity development. The objective here is to place a
more thorough training and development infrastructure for
ensuring effective Public Service management. The focus
will be on the development of assessment and support
centres for Public Service managers. A supplementary
focus will be on the development of HRD competencies in
line managers so that they are able to fully undertake their
HRD responsibilities. While SAMDI/Public Service
Academy and DPSA will lead this process, departments are
expected to embark on a more long term structure for
management training and leadership development.

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

Promoting learnerships, traineeships and internships
in the Public Service

Rationale:

The workplace is a laboratory for practical learning, not only
for the employed but for those learners who are outside of
the public service who may wish to engage in practical
learning in the Public Service. The respective workplaces
in the Public Service must make greater use of their
establishments in facilitating practical learning. In this
regard, learnerships, traineeships and internships represent
avenues though which the workplace can be used as an
educational resource. The significant advantage for the
public service is a ready source of recruits with the
experience to be immediately productive.

Bursaries could be provided to interns and trainees who
show promise as productive Public Servants, particularly in
areas of scarce skills.

Implementation Focus:

An intern application form will be developed and interns will
use these forms to apply for bursaries. Working jointly with
the Department of Labour, the Department of Education
and the respective SETAs and selected training institutions,
protocols and systems will be set in place to maximize the
use of and participation in such workplace learning. Joint
workshops will be conducted in order to prepare
practitioners to maximize the throughput of learners in
these programmes.
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AREAS OF STRATEGIC PRIORITIES, RATIONALE AND
IMPLEMENTATION FOCUS

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To use more productively the educational capacity and
role of professional bodies and councils in terms of
capacity development and formulation of standards for
educational programming.

Rationale:

Professional bodies and councils uphold standards for
members of their profession. In most cases, they provide
relevant training and they certify competencies and
readiness to practice in the respective field. Their
infrastructure could be used to professionalize the
respective occupational categories and job classes.

Again, the strategic focus here is the quality and standard
of professional preparation and readiness to practice in the
respective occupation.

Implementation Focus:

DPSA will provide leadership in this area. Here, the focus
will be on professional bodies and councils which have
relevance to the occupational categories in the Public
Service. The benefit to be accrued is the overall
professionalization of the Public Service in establishing
high standards of professional practice. Guidelines will be
made available to Departments which pertain to the
respective occupational categories. Officials of
professional bodies are expected to participate as partners
in advocacy and in the promotion of registration in their
organizations. Arrangements will be made to subsidize
registration fees where membership is perceived to add
significant value to performance, practice and enhanced
service delivery.

To coordinate a multi-campus Public Service Academy
which will facilitate and coordinate national education
programmes for the Public Service that are of a high
standard, relevant and responsive to developments in
the Public Service

Rationale:

There is need for a coordinating body for Public Service
training which monitors the quality, standard and relevance
of training to public servants and which accredits and
coordinates a network of training providers to conduct
training.

The strategic focus is the standard to be achieved and the
uniformity in courses and approaches. Again, access to
high quality training will be enhanced, and the movement
toward uniform competencies and qualifications for
specified posts in Public Service will be accelerated.

Implementation Focus:

SAMDI/Public Service Academy will provide leadership in
the structuring and negotiations related to the national
Public Service Academy. Their role will be to establish
policies and frameworks and to take responsibility for
advocacy and public communication. Government entities
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Table 4

AREAS OF STRATEGIC PRIORITIES, RATIONALE AND
IMPLEMENTATION FOCUS

will be expected to conduct their training within the overall
framework of the academy. This will occur on an
incremental basis as the academy takes shape. While
there will be many options to pursue for training by
Government entities, core courses for Government will be
offered through the organizational framework for the
academy. Frameworks will be developed in a participatory
manner so that they are amenable to the circumstances of
Government departments. All developments will be
undertaken in collaboration with relevant provincial
academies.

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To promote E-learning in the Public Service to be
applied in increasing accessibility to HRD

Rationale:

E-learning has the potential of widening access to high
quality training, promoting independence in the pursuit of
professional development and reducing the overall cost of
capacity development in the Public Service. The strategic
focus here is creating more options for capacity
development, maintaining equity in the standards of
courses and reducing the overall cost and inconvenience of
off-site training

Implementation Focus:

E-learning here will be based on formally approved and
accepted courseware specially targeted to the Public
Service. E-learning is a strategic initiative that would be led
nationally by DPSA and SAMDI/Public Service Academy.
These institutions will take responsibility for the policy
frameworks within which E-learning in the Public Service
will take place. Provinces and departments could engage
in preparatory work in this regard to the extent that
resources, capacity and inherent advantages are now
available.

To foster collaborative partnerships with HEls and
FETs in order to enhance the quality, standard and
relevance of Public Service training

Rationale:

Partnerships build collective capacity and accelerate
development by taking advantage of comparative
advantage of collaborating parties. The strategic focus is to
achieve quick gains in quality in order to improve the
overall standard and relevance of training in the Public
Service and to more effectively utilize the funds that are
available for training.

Implementation Focus:

It is envisioned that some partnership arrangements will be
orchestrated between SAMDI/PSA and the respective
institutions. The policy framework for partnerships will also
be developed by SAMDI/PSA which will provide leadership
in the area. But some Government entities will already
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have close working relationships with FETs and HEIs. It is
expected that all entities fit and operate within a common
policy framework. It is anticipated that arrangements will
be made to use skills development resources with the SDA
as the foundation for financing the strategy.
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OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To promote effective Human Resource Planning in
terms of the supply of Human Resources to the Public
Service

Rationale:

The supply of skills should be more directly managed so as
to enable the Public Service to maintain a sufficient and
capable skills base. Initiatives and agreements must be
undertaken to ensure the availability of talent to undertake
the responsibilities of the respective departments.
Departments must compete less on the open market and
must develop both internal and external labour market
environments for the flow of skilled employees to fill critical
positions.

The strategic focus here is the promotion of a proactive and
investment approach to training in the Public Service. This
approach must ensure the proper management of skills
availability and the ongoing effort to maintain an adequate
Skills base.

Implementation Focus:

The objective to be attained here is the continuous supply
of skills to the Public Service in all occupational areas, and
in the quality and quantity desired by various sectors of the
Public Service. It is anticipated that each sector will have
its unique approach to manage skills supply; but there will
be generic approaches which can be generally applied.
Leadership will be provided by DPSA, the respective
SETAs and by research institutions in providing sectoral
assistance in skills supply management. Skills supply
management activities will be identified and published for
each sector of the Public Service, and general guidelines
will be put in place by DPSA for managing skills supply
from talent within the organization. Skills supply
management here is a multi-faceted approach which will
include recruitment strategies; establishing partnerships for
the continuous supply of talent; use of learnerships and
internships; talent management within the organization;
creative use of scarce sKills; retention programmes;
marketing in educational institutions; and streamlined
education and training programmes within the organization.

To promote effective Human Resource Planning in
terms of the demand for skills and training in Public
Service organizations

Rationale:

Training in the Public Service should be demand-led so that
there could be the highest return on investment for training.
Demand led training means that processes are set in place
to continually assess and respond to skills demand. There
will be a variety of measures for responding. Heretofore,
many departments have not taken formal measures to
monitor skills demands, and measures to ensure the proper
allocation and use of human resources. In some
departments the talent is in the organization but is not
located in the correct job assignment.
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Available technologies must be applied to assess demand
on an ongoing basis. This process must be a multi-method
process to ensure the accuracy of the data outcomes. To
the extent possible all departments could embark on a
similar process while generating a uniform set of
information that could be aggregated by various sectors.

The strategic focus here is on an investment orientation to
training where the highest benefit is accrued with the least
and most viable investments in training.

Implementation Focus:

Assessing demand for skills is not a one time event but a
routine and ongoing activity which keeps the organization
constantly aware of its skKills base and skill needs. In

this regard, therefore, organizational routines should be
developed so that this constant awareness is maintained.
Assessing skills demand will begin with skills audits,
competency assessments, training needs analysis and an
assessment of the factors which effect demand, e.g.
attrition rates by various categories, the effect of HIV and
AIDS and the age profile for critical occupational classes,
among others. Initial studies will be done in order to
generate awareness on the demands for skills and
constitute the basis of an approach to skills demand
management. Ongoing routines are to be institutionalised
and undertaken by line managers as part of their
management responsibilities. While the respective SETAs
and the DPSA will provide leadership and guidance in this
area, the primary responsibility lies with the province and
within the respective departments.

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To promote systems for managing the skills supply
pipeline and for retention and scarce skills
management in order to sustain capacity in the Public
Service

Rationale:
Departments must find ways to ensure a constant supply of
high quality skills for their operations.

Recruitment on the open market has become less and less
viable for some occupations. In order to promote skills
retention and maintain scarce skills, policies must be put in
place, and monitoring systems and processes must be
established.

The strategic focus here is proactive engagement to protect
investments in training. But scarce skills management and
retention of employees is a complex undertaking. Efforts
and strategies must be integrated so that the key issues for
attrition of talent in the organization must be addressed. As
a result, compensation planning, HRD, employment
conditions in terms of resources and facilities, and
leadership effectiveness are all areas which must receive
attention.

Implementation Focus:
One aspect of skills supply management is the ability to
attract, manage and retain scarce and critical skills.
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Because of the competition in the market place for scarce
and critical skills, the Public Service must embark upon
strategies to attract and retain talent. This strategy will be
undertaken in three ways: knowledge dissemination and
support; the adoption of skills retention and talent
management strategies; and tracking of success in the
maintenance of scarce and critical skills. DPSA will provide
leadership through facilitating the sharing of knowledge and
exemplary practices, and through the development of
formats and systems to be applied within public
organizations. SETAs will also provide leadership in this
regard.

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To promote the establishment of systems and
processes for the acquisition and management of
knowledge and information in support of HRD in the
Public Sector

Rationale:

Data and data management systems are important for
management and reporting in HRD. Measures must be put
in place to monitor, evaluate and report on achievements in
HRD. This is especially important in light of the planning
and accountability systems which have been recently
established in Government. The strategic focus here is not
only accountability promotion, but also the promotion of
overall awareness of HRD operations. But information
systems must be distinguished from knowledge
management. While one produces data on operations and
attainment, the other seeks to promote learning and foster
organizational development through how knowledge is
made available, managed and used for the welfare of
individuals and the organization. The strategic focus here,
therefore, is also that of grooming vibrant cultures of
learning within the organization.

Implementation Focus:

A routine set of HR information is needed in order to
effectively manage HRD. Policies, systems and processes
must be set up to generate this information and to facilitate
its use. There must be ease of access, ongoing support,
and reliable means of data collection. The HRMIS will be
centrally developed and supported through DPSA.
However, application of the HRMIS data to enhance
performance and reporting in HRD will be undertaken by
the respective departments. While the intent is to assist
each department, the object here is to develop, eventually,
a common National Information System for HR where data
can be consistently aggregated on a national basis. The
DPSA, in addition to developing the system, will also
provide guidelines, a handbook and training on the use of
the system. Departments will be able to demonstrate how
the use of the system has enhanced their capacity to
comply with and their ability to perform more efficiently.
Knowledge management will be facilitated by DPSA and
SAMDI/Public Service Academy through the provision of
guidelines, the creation of opportunities for sharing
knowledge and the promotion of exemplary practices.
Achievements in this area will also be assessed and
reported.

HRD Resource Pack: Part 4

Page 95




PILLAR TWO

Table 4

AREAS OF STRATEGIC PRIORITIES, RATIONALE AND
IMPLEMENTATION FOCUS

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN
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2

3

To strengthen structures, systems and processes for
performance management and development in the
Public Service

Rationale:

PMDS is the key to enhanced performance in the Public
Service. It is the framework upon which all performance
and promotion initiatives are managed. HRD is critical in
the PMDS cycle because it constitutes the “D” in PMDS. In
most cases PMDS and HRD are delinked. Measures must
be taken to ensure that the PMDS system works and to
ensure that the “development” dimension is at the core of
performance management.

The strategic focus here is to eliminate fragmentation and
compartmentalization in HR related initiatives. But the
focus is also on linking training to performance outcomes,
and ensuring that training interventions are well considered
and properly integrated with the performance requirements
of the workplace

Implementation Focus:

Performance management and development activities must
inform and support HRD planning and programming. While
part of the intent of this sub-objective is to strengthen
PMDS, its main feature is the link between PMDS and HRD
through PDPs and WSPs. The sub-objective, in the end,
seeks to ensure that the development aspects of PMDS, as
reflected in PDPs, are accommodated in WSPs and that
the training is actually delivered. DPSA has developed the
PMDS and has provided ongoing support for its
implementation. The area to be strengthened is in terms of
HRD linkages. DPSA will therefore continue to provide
leadership in terms of strengthening PMDS and preparing
guidelines and support for its full implementation.
Guidelines will be provided for examining the impact of
performance management on service delivery, on the
performance and actual outputs of managers and on the
efficiency and effectiveness of programming training. But
the outcome is neither in the application of PMDS nor in the
training provided, but in the outputs achieved in terms of
enhanced service delivery.

To ensure adequate availability and use of physical,
financial and human resources and facilities

Rationale:

Regardless of the amount of training provided, performance
will not improve until and unless people are provided with
the correct resources and facilities to undertake their
responsibilities. In many areas of Government people are
not provided with the correct tools to undertake their
responsibilities. There must be ongoing assessment of the
feasibility of application of the content learned in the actual
tasks to be performed on the job. The strategic focus here
is the promotion of the link between training and
performance in an effort to ensure the attainment of the
work outcomes desired from the engagement in training.
HRD is the vehicle between structures, systems and
improved performance.
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Implementation Focus:

This strategic objective refers specifically to the manner in
which the use of skills levy funding is governed. The object
here is to ensure that skills levy funds are appropriately
utilized for the purpose of training. To this end, all sub-
objectives focus on monitoring and evaluating expenditure
in training. Policies, guidelines and associated systems
and processes will be developed by DPSA in collaboration
with the respective SETAs. Departments will be expected
to comply with these guidelines and to submit full reports
on the manner in which these funds are utilized.

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To groom and foster in-house capacity through
effective career planning and talent management in
departments of Government.

Rationale:

Departments do not apply a long term perspective to the
development of their employees. As a result, there is a
high mobility of talent in the Public Service, and there is an
inability to effectively utilize and properly manage available
human resources. In some cases, the desired talent or
Skills are available in the organization but are incorrectly
placed.

The strategic focus here is on maintaining constancy in the
supply of skills by grooming and promoting talent internally.
Building a talented and committed workforce will depend
partly on the manner in which careers are managed and
the degree to which opportunities are provided for personal
and professional growth, and for promotion to positions to
which employees aspire.

Implementation Focus:

The focus here is on ensuring the proper development and
utilization of employees. This sub-objective, therefore,
seeks to apply a more long term and developmental vision
to skills development in the Public Service where the
emphasis is not merely on the skills development needs for
immediate application on the job, but on the development
of individuals for appropriate careers within the organization
or within the Public Service as a whole. Here, the skKills,
competencies and attitudes of individuals are assessed
before they are placed on a career path where they can
continue to develop and apply their professional skills. This
will serve as one aspect of the strategy for retention and
skills supply management. While DPSA will develop
guidelines for this purpose, the respective departments
must commit to the strategy, and individual line managers
must adopt and apply the career management guidelines
provided. In the end, all staff members are expected to
have career management plans.
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3

To effectively mobilise the support of managers in
advancing the interest and enhancing the productivity
and performance of HRD

Rationale:

There is an overall sense in the Public Service that senior
managers do not fully promote, support and use the
strategic potential of HRD to promote effective performance
and enhance service delivery. This could be achieved by
mobilizing and training managers in the strategic use of
HRD. This is especially pertinent to line managers in
meeting their HRD responsibilities to those they supervise.

Here again, the strategic focus is on the proper location
and use of HRD to accrue benefits to the organization.

Implementation Focus:

This objective has two components. The first is the
strategic location of HRD in the structural hierarchy of the
organization; and the second is the proper administration of
HRD by line managers so that HRD can add value to
organizational performance. DPSA will provide leadership
in seeking to position HRD in organizations so that the
function could inform and support the strategic decisions of
departments. This will be done through the
recommendation of appropriate organizational structures
for HRD; by the mobilization of managers through the
HRDS communication strategy; and by conducting
workshops on the use of HRD for addressing strategic
priorities. In the end, each manager will be able to use
HRD as a vehicle for enhancing performance and service
delivery. Departments, on the other hand, will be expected
to adopt the plans and policies of DPSA, ensure
participation of managers in workshops, and take the
opportunity to the HRD activities of line managers in
support of their staff.

To effectively manage employee health and wellness

Rationale:

HRD must be concerned with the individual as a whole.
Technical capacities cannot be successfully applied if the
general wellness of employees is threatened. There are a
variety of workplace threats which could limit performance
and productivity. Policies and facilities for addressing these
potential threats must be within the nexus of authority of the
HRD function either through direct authority, or through
strong and viable collaborative ties.

The strategic focus here is the need for a holistic view of
individuals in order to effectively manage development and
performance.

Implementation Focus:

Employees whose health and wellness are preserved are
likely to be both more productive workers and more
constructive members of the organizational community.
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The purpose of this strategic objective, therefore, is to
ensure that the development of employees is built on the
firm foundation of their health and wellness. This requires
that all organizations have measures for ensuring that
employee’s health and wellness are properly attended. It
requires, among other items, a comprehensive set of
workplace policies, support facilities that are in place and
operational; and, in addition, it requires an assessment and
support facility that will be ale to render both evaluation and
assistance. DPSA will develop the basic infrastructure for
this system of support to be operational. But the respective
provinces and departments will seek to ensure that
employee wellness is a critical component of the growth
and development dynamics for staff. In this respect, the
issue of HIV and AIDS and its far reaching effects on
individuals and their organizations must take centre stage.
Organizations must become more and more vigilant in
curtailing the spread of the pandemic, and more and more
sensitive in responding in a manner which maximizes the
value of each individual’s contribution.

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To support Public Service departments in adopting
appropriate structures and processes for realising an
effective and efficient HRD

Rationale:

Organizational structures for HRD in the Public Service
vary. The capacity of some departments to perform is
limited by the inappropriateness of their structural
arrangements. If there must be continual development in
HRD, then structures must serve the purposes intended.
Support and leadership are needed in this regard so that
HRD takes its rightful place in organizations in line with the
national agenda and promoting skills development and
developing the capacity of the State. The focus here is
Strategically positioning HRD to enhance the performance
of public organizations.

Implementation Focus:

Another aspect of governance in respect to the HRD
strategy is adopting measures which will promote the
potential for success in implementation. One critical
component of success is the capacity of the HRD function
in departments to undertake the responsibility for
implementing the HRD strategy. In this respect, the DPSA
will provide leadership in examining structures and
standards for the effective performance of HRD. A model
structure for HRD in departments will be developed and
promoted. As part of this structure, positions,
responsibilities and qualifications will be defined,
performance standards for HRD will be developed and a
training and advocacy role will be undertaken in promoting
the organizational structures recommended. With
collaborative engagements and strategic support, each
department is expected to comply with the provisions
provided by DPSA for the design of organizational
structures for efficiency and effectiveness in HRD.
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To ensure that policies, plans and strategic documents
on HRD are appropriately integrated with and aligned
to other relevant plans, priorities and strategies of
Government

Rationale:

HRD plans and strategies cannot operate in isolation of the
larger Public Service agenda, and must take cognizance of
the national policy agenda for transformation and
development. Heretofore plans and strategies have not
been properly aligned, and the Public Service has not been
able to accrue full benefit from a more coordinated and
cohesive approach.

The focus here is to minimise fragmentation and promote
continuity in addressing critical development priorities.

Implementation Focus:

Because HRD is so fundamental to organizational
performance and success in the Public Service, it is
necessary to ensure that HRD and related priorities are not
isolated and compartmentalized. This objective seeks to
ensure that there is a cohesive and coordinated approach
to plan development and management in HRD. In this
respect, HRD initiatives and priorities should be linked to
NSDS; to the National HRD Strategy; to the HRD Strategy
for the Public Service; to the various Provincial Growth and
Development Plans and Strategies; to Provincial HRD
Strategies; and for municipalities, to the integrated
development plans of Local Governments. Plans for HRD
should also be properly integrated with the strategic
planning and budgeting processes; and must be
represented in the Annual Performance Plans and in
Operational Plans of the HRD unit. Where strategic
priorities are administered between several units, this must
also be reflected in the operational plan of each unit. The
objective here is to establish cohesiveness in HRD
planning. While DPSA will provide general guidelines,
actual implementation will take place in the various
departments. A monitoring structure will be established to
ensure that there is consistency and continuity in plan and
strategy development in HRD.
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OPTIONS AND
ALTERNATIVES FOR
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ASSIGNMENT

OF
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1

2

2

To ensure that policy and planning frameworks and
guidelines are available to assist and support
practitioners in the implementation of HRD priorities

Rationale:

One of the roles in the governance of the strategy is to fill
the gaps in policy through the promulgation of guidelines
for the various initiatives that are promoted in the strategic
framework. This is one measure for mobilizing support and
facilitating implementation.

The focus here is on implementation management and
initiatives to enable Departments the opportunity for
success. The focus is also on filling policy gaps so as to
enable policy refinement and effective policy guidance and
support in HRD

Implementation Focus:

While there is a regulatory framework which governs HRD,
policy gaps still exist at the operational level. These are the
gaps which present challenges and promote differences in
operational effectiveness. In order to affectively govern the
implementation of the HRD strategy, therefore, it is
necessary for DPSA to provide leadership and support in
filing many of the policy gaps which now exist. The role of
DPSA in this regard is facilitative. The Department will
seek to intervene with policy guidance and support
wherever such support is necessary. In this regard, the
Department will also intervene with initiatives to capacitate
and inform HRD practitioners on aspects of the HRD
strategy where challenges may be encountered. Areas in
which policies and guidelines will be developed are as
follows: scarce and critical skills management; retention
planning and talent management; the strategic use of HRD;
appropriate organizational structures for the HRD function
in the Public Service; management of skills audits and
training needs assessments; information management for
HRD; competency profiling and data utilization; appropriate
use of skills development funds; and, among others, linking
PMDS and HRM operational activities to the HRD function.
Policy frameworks in these and other areas are essential in
order to establish consistency in quality and uniformity in
practice in areas where these are desirable. Other areas of
policy guidance may arise as a result of the annual
evaluation and reporting process that will be established.
From year to year, the DPSA will revise and publish a list of
areas in which policy interventions will take place in order
to promote and effectively advance the HRD strategy.
Departments will adopt and implement policy guidelines on
an incremental basis.

To ensure that HRD is effectively monitored and
evaluated and that structures and processes are set in
place to monitor the impact of all investment in training

Rationale:
Monitoring and evaluation is a means of ensuring
accountability and a strategy for tracking progress.
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There must be consistency in approaches and there must
be avenues for providing support where challenges are
being encountered. There is an overall concern regarding
the extent to which HRD is linked to actual performance
outcomes. In this regard, it is necessary to track the impact
of training on performance and service delivery.

The focus here is on ensuring accountability in governance
and on promoting implementation success.

Implementation Focus:

Monitoring and evaluation is one critical aspect of an
effective HRD function and a core responsibility in
governance. In this regard, DPSA, SAMDI/PSA and the
respective SETAs will play a critical role as governance
agents in monitoring and evaluation of progress in
implementing the HRD strategy. Monitoring and evaluation
will not be ad hoc. A comprehensive system and strategy
will be established in order to track progress, and
processes for feedback, corrective action and strategic
support will be established. As part of the M & E system,
detailed operational success criteria will be established for
each strategic objective outlined. These criteria will be
outlined at three levels. At the national level there will be
activities of governance agents such as DPSA,
SAMDI/PSA and the respective SETAs. At the provincial
level there is the role of the Office of the Premier as the
coordinating and governance agent in the province, and the
role of the respective departments and municipalities as the
direct implementers. The monitoring and evaluation
system must be linked with PMDS and the strategic
planning and management cycles of the respective
departments. It must be a fully integrated system of
accountability and strategic management support. DPSA
will take overall responsibility for the monitoring and
evaluation system — its design and development; its
promotion and advocacy; related training and capacity
development initiatives; and reporting outcomes. The
respective departments and institutions will take
responsibility for its implementation. As part of the
monitoring and evaluation system, the DPSA will conduct
annual consultative conferences to assess progress, and
will, as a result, prepare annual performance reports to
note progress and chart a course for the following year.
Each province and department will assign monitoring and
evaluation coordinators who will undertake the function to
promote success in HRDS implementation through proper
monitoring and evaluation, and through proper
management of the resulting supportive interventions

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

2

To ensure that the provisions of the HRD Strategic
Framework are properly communicated at all levels

Rationale:

The first phase of successful implementation is
communication so as to ensure that all is aware of the
strategy and that all are clear on its expectations.
Communication can be used as a tool to achieve several
ends.
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This includes mobilizing support and educating officials.

The strategic intent here is not limited to communication,
but is extended to the promotion of commitment and
awareness and action.

Implementation Focus:

A key aspect of good governance is communication. This
sub-objective seeks to ensure that the provisions of the
HRDS are known and understood. This promotion of
awareness constitutes the core of the communication
strategy that will be undertaken by DPSA who will take
responsibility to lead the process. But communication here
is more than knowing and understanding. It can be used to
mobilize support, to build collaborative bonds and to enlist
the commitment of those responsible for implementation.
The communication strategy is not limited to informing
stakeholders about what must be accomplished; it must
also communicate the core sentiments and principles of
implementation. Stakeholders must know, for instance,
that individual circumstances will be taken into account and
that each entity will progress at their own rate in
accordance with their capacity and circumstances. From a
governance perspective, the communication strategy will
be the overall responsibility of DPSA; but communication is
not a one time event. It must be ongoing, and must
therefore involve stakeholders as part of the ongoing
communication process. In this respect, guidelines will be
provided by DPSA on the management of the department’s
internal communications processes in relation to the HRD
strategy.

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

2

To promote and manage a code of ethical conduct
among HRD practitioners

Rationale:

Sound values are the basis of good professional practice.
Codes of conduct will be promulgated as a basis for
extending Batho Pele into value structures that are
pertinent to HRD practitioners. In this respect, HRD will
have a code of good practice for its practitioners.

The focus here is on building strong cultures of professional
practice in HRD so as to create a sound foundation in
organizations for the application of training to the initiatives
to enhance performance and improve service delivery.

Implementation Focus:

One aspect of the governance responsibility is to bring
about unity, consistency, quality and ethical standards in
the field of practice for HRD. These are important drivers
of HRD strategy implementation since it will assist in
establishing a common voice and a unified orientation to
practice. The interest here is to further professionalize the
field of HRD in the Public Service, and to thereby build a
solid foundation for moving into the future. In this regard,
DPSA will take leadership in enabling collaboration and
engagement among practitioners and stakeholders in the
development of ethical standards.
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Efforts will also be made to conduct workshops and training
sessions on the standards that are developed. In the end,
however, true value will be added only if practitioners and
their respective departments apply these standards in
enhancing practice and performance. While DPSA will take
the lead, practitioners will be expected to be the agents
who will transform practice.

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

2

To foster and promote HR learning networks in
creating a culture of learning in the profession

Rationale:

More opportunities must be made available to ensure that
practitioners have information and support to manage
challenges and issues which arise at the workplace, and to
generally keep themselves informed about matters related
to their profession. HRD practitioners are generally
isolated within their respective departments and have to
depend on their own knowledge and experience to
succeed. Those who do not have the depth of knowledge
may flounder in managing the issues and challenges which
normally arise.

The strategic intent here is to provide ongoing support to
enhance performance and improve service delivery.

Implementation Focus:

With the support of SAMDI/Public Service Academy, the
SETAs and the respective provincial and national
departments in collaboration with DPSA will seek to
develop reference sources on expertise which could be
accessed, and will develop systems and processes to
facilitate greater availability and access to knowledge and
professional support. Practitioners will be provided with
workshops on the manner in which learning networks can
be established so that each department is able to develop
local learning networks in support of its employees.
Facilities will also be put in place for greater access and
sharing of knowledge and learning materials.

Strengthening and aligning governance roles in HRD

Rationale:

The level of inter-institutional fragmentation in HRD has
created gaps, duplications, overlaps and a variety of
distortions in delivery. The primary concern here is the lack
of clarity in roles and the inability of some Government
departments to effectively undertake their responsibilities.
There is lack of continuity in fulfilling obligations, and lack of
a clear basis for collective action. The strategic focus here
is on articulation and continuity in roles, policy provisions
and operational processes.
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Implementation Focus:

The approach here is to find gaps and duplications and
seek to resolve these collegially and through policies and
guidelines which can be mutually developed and adopted.
DPSA will provide leadership on this area and, through the
input and guidance of a National Steering Committee,
governance roles will be aligned.

Full utilization of the strategic role of SETAs in
capacity development

Rationale:

The SETAs play a critical role in skills development in the
Public Sector. While part of their role is to facilitate
capacity development, a major component of their role is
governance. Butthe governance exercised by the
respective government SETAs has been disjointed and
uncoordinated. It is necessary to provide strategic
frameworks, policy direction and frameworks for monitoring
and evaluating and consolidating training and capacity
development in the Public Sector. While this must be
facilitated by DPSA, the Government SETAs will play a
very critical role. Coordinating capacity development in the
Public Service will not be possible without the support of
the respective Government SETAs.

Implementation Focus:

The approach taken here is one of consolidation of efforts
and policy thrusts through collaboration, connecting and
coordination. DPSA will seek to coordinate the preparation
of consolidated WSPs, training reports and Sector Skills
Plans for Government departments and to seek avenues
for the use of these documents in planning, monitoring and
evaluation and in the strategic management of the delivery
of HRD. The result will be a coordinated strategy;
alignment of resources, skills and experience; sharing of
systems; and streamlining of working processes.
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To promote full awareness of governmental priorities
and their implications for HRD practice in each sector
of the Public Service

Rationale:

Departments are less aware of priority Government
programmes if they are not part of their core responsibilities
and routine obligations. As a result, some of these
programmes do not benefit from the full capacity of the
Public Service.

The strategic focus here is on the adoption of more
integrated and inter-sectoral responses to the priority
programmes and initiatives of Government.

Implementation Focus:

The intent here is to ensure that all departments and
components within departments are aware of Government
growth and development priorities and the manner in which
these priorities can be addressed. This is based on an
understanding that a collective response to these priorities
will add significant value to their successful implementation.
Here, DPSA will take the lead to promote awareness at all
levels for existing priority programmes and on new growth
and development projects when they arise. The focus is on
the manner in which functions and programmes within the
respective departments can contribute or add value. While
part of this effort will be communication and advocacy,
other aspects of the effort will be on planning and
programming, the development of cross functional
activities, and the development of integrated approaches to
common problems and issues. The HRD aspect of this
effort will be in promoting and conducting awareness
workshops which are designed to encourage reflective
sessions on delivery possibilities and to generate creative
cross functional solutions between departments.

To develop capacity among HRD practitioners to
enable them to promote and be responsive to the
developmental priorities of Government

Rationale:

When new programmes are initiated it is necessary to
assess capacity requirements and respond with training in
the event that gaps exist.

The occupational structure for running these programmes
and the competency requirements for success is
sometimes too general — especially in departments which
do not have core responsibilities.

The strategic focus here is on developing capacity for
integrated inter-sectoral responses.
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Implementation Focus:

To the extent that designated growth and development
priorities and special projects may require capacity
assessment and capacity development interventions, these
interventions will be undertaken as one aspect of the
strategic inputs of HRD. The role here will be to enable
staff to properly understand and respond to requirements
that may not be part of their routine engagements. While
DPSA and the lead Government departments for a
designated programme can provide direction in this regard,
it is anticipated that the actual training will be rolled out at
the provincial level so as to allow individuals who are
located at different levels of the organizational hierarchy an
opportunity to grow. There are so many instances where
staff are assigned additional responsibilities when new
projects arise without any attention to their capacity to
undertake the assigned tasks and follow though. Again,
these training programmes will be conducted within the
auspices of the HRD function in order to advance the
strategic priorities of HRDS.

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To promote, through HRD, integrated and inter-sectoral
approaches to the development of HRD priorities

Rationale:

Sometimes departments of Government work in silos in
addressing developmental priorities. Much benefit can be
gained through integrated and collaborative efforts.

The strategy focus here is to establish and facilitate inter-
sectoral collaboration in addressing these priorities.

Implementation Focus:

Here the emphasis will be on empowering departments to
explore integrated and inter-sectoral possibilities for
advancing growth and development priorities. DPSA may
develop guidelines which will present inter-sectoral
possibilities which have been developed through a
consultative process with relevant stakeholders. Emphasis
will be placed on growth and development priorities where
HRD is perceived to be an essential component. The
objective here is to establish more integrated and cohesive
approaches to Public Service issues which have inter-
sectoral requirements for effective delivery.

To establish structures and processes to apply
capacity development interventions to foster the
integration of NEPAD, AU and global programmes and
initiatives in Public Service delivery to benefit the
economic sector

Rationale:

As the leadership role of South Africa in the region,
continent and globally becomes more prominent, and as
agreements and initiatives are undertaken to achieve
regional and continental goals, the Public Service must
become more aware of and responsive to these delivery
targets and mandates. Since currently there is a low level
of awareness and responsiveness, capacity development
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initiatives must be employed to bring public sector
institutions fully into the fold and thrust of development
targets which extend beyond the boundaries of South
Africa and which are embodied outside of the legal
framework which defines the core responsibilities of
departments.

Implementation Focus:

There are three levels of responsiveness: awareness;
inter-sectoral engagements; and deliberate and concerted
action. Capacity development must be an aspect which
facilitates each of these. The DPSA will promote
awareness and advocacy workshops so that the respective
departments could assess the manner in which regional
initiatives relate to their core business. The DPSA will also
facilitate inter-sectoral and inter- departmental
engagements to collaboratively address key priorities.
Monitoring and evaluation of performance will increasingly
explore the extent to which these priorities are addressed.

OPTIONS AND
ALTERNATIVES FOR
IMPLEMENTING PLAN

ASSIGNMENT

OF

PRIORITIES (V)

1

2

3

To use capacity development interventions to promote
responsiveness to the millennium development goals
in the Public Service.

Rationale:

The MDG is a global initiative with targets to which South
Africa, as a nation, subscribes. The goals of the MDG are
consistent with the development aspirations of South
Africa. Among other areas they include goals related to the
eradication of extreme poverty and hunger; gender
equality; and ensuring environment sustainability. Each of
these is related to the core functions of one or more
departments. Although these areas are addressed these
goals are not given due attention in the planning processes
of most departments. Capacity must be developed to both
understand these goals and to respond to them in a
manner which will derive measurable outcomes.

Implementation Focus:

The approach here is promoting awareness, maximizing
the capacity to respond, and ensuring collaborative and
integrated action. DPSA will facilitate sessions for
advocacy and developing capacity and will take
responsibility for monitoring progress with the adoption of
initiatives which will track both the manner in which the
MDG goals are addressed in strategic documents and the
degree to which these goals are accomplished.

HRD Resource Pack: Part 4
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RESOURCE SHEET 17
CONSIDERATIONS IN DEVELOPING PRIORITIES

Please use the opportunity to carefully reflect on what you really want to accomplish as
you identify and develop priorities. The Implementation Plan that you will prepare will
focus on these priorities only. Please remember that you will not have another
opportunity to revisit these priorities. Once they are developed, they become the basis
for planning and designing your implementation options. You may want to note the
following considerations in the development and identification of priorities. Please note
as follows:

The priorities you choose must be based on your departmental circumstances
as assessed in the organizational readiness exercise.

Priorities must add value — whether immediately or in the long term; whether in
terms of resources, service delivery, performance or strategic position. Value
must be added.

This process of prioritization must be a collective process. Your priorities may
not be that of others. Engage your colleagues, discuss and negotiate on the
priorities you select. Strive to reach consensus. It is the basis for collaboration
and commitment in implementation.

Your highest priorities must be feasible for implementation. If an item is not
immediately feasible then it must be given a lower priority so that its
implementation could be deferred into the future. Priorities for the future will
need a readiness plan to implement a specifically designated time frame. One
critical aspect of feasibility is the availability of resources to implement. Reflect
carefully on feasibility.

You may develop your own set of criteria for prioritization. You must agree with
your colleagues on whatever set of criteria you choose. You must apply these
criteria consistently.

Use the strategic documents of your department as you develop priorities. The
priorities you choose must respond to the strategic priorities of your department
as expressed in various strategic documents related to your department’s
vision, intention and obligations. Among these documents will be your
departmental Strategic Plan and Annual Performance Plan.

Reflect on the priorities you choose in relation to the National Policy Agenda for
HRD and the related Growth and Economic Development initiatives.
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PHASING IMPLEMENTATION ACTIVITIES
FOR PLAN DEVELOPMENT

The purpose of this step in the process is to enable practitioners to map the
chronological sequence in which implementation activities will unfold. The
process here is intended to enable practitioners to decide on the manner or
order in which activities will be implemented. A complementary purpose of
this step of the process is to enable practitioners to understand one key
aspect of the implementation process — choice and sequencing of
interventions based on feasibility considerations.

The phasing process is critical since all activities cannot be undertaken at
the same time. A choice must be made of the sequence of interventions.
This choice must be made on criteria which will promote rather than
undermine success. As a precursor to plan development, the sequence of
activities must be determined. The most critical feature of sequencing and
phasing is its time element. Time and timing are two key considerations.
Time considerations in the implementation plan are concerned with critical
timelines and milestones. It is concerned with the chronological location of
the activity on the calendar. But timing on the other hand, is concerned with
more strategic considerations that will promote success. Timing is
concerned with the choice of the moment in time when circumstances are
such so as to allow the highest probability of success. The significance of
phasing, therefore, cannot be underestimated.

“Sequence Mapping”

The sequence mapping exercise is a process through which each activity or
intervention is allocated a specific designation of sequence or phase of
implementation. The activity entails consideration and allocation of each
intervention according to the specific phase to which it belongs. There are
five designated phases.

As a result of this activity, practitioners will prepare a sequence map of the
manner in which interventions will unfold.

Resource Sheet 18:
Phasing Strategic Implementation — General Guidelines for Departments
and Institutions

Appendix D:
Indicative Activities and Timelines for Implementation
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RESOURCE SHEET 18
PHASING STRATEGIC IMPLEMENTATION
GENERAL GUIDELINES FOR DEPARTMENTS & INSTITUTIONS

Phasing strategic implementation is the process through which initiatives and activities
are organized and programmed so that the fundamental building blocks are set in place
before more advanced and complex projects are undertaken. Each initiative and its
related activities have its place in the development continuum of the department’s HRD
delivery infrastructure. In this regard, therefore, development must be incremental.
Undertaking a complex project for which the essential fundamentals are not in place
will lead to failure and lack of sustainability. Phasing implementation is therefore a
process through which the department organizes the initiatives it undertakes according
to set timelines so that a proper foundation could be laid for each project undertaken to
build on the platform laid by the other. Figure 5 presents a general guide to phasing
activities, and Appendix D presents a sample of indicative timelines and targets that
could be adopted in a phased approach to implementation. But these targets are not
set in stone. Please note, in this regard, that DPSA timelines and targets will be set on
an annual basis as part of the HRD performance review workshop.

The timelines and targets specified in Appendix D sets out general milestones for both
national lead departments and institutions (noted with an x) and for provincial
departments and institutions (noted with an o). The timelines and milestones should
serve as a guide in mapping out and phasing project initiatives and activities in the
respective departments. Since each department customises its own HRDS
implementation plan, the targets specified in Appendix D will serve only as a guide in
setting the boundaries for the activities to be undertaken. Within this general
framework, each department will have to establish its own set of activities with their
associated timelines.

The general guide for phasing activities as presented in Figure 5 seeks to specify
levels of intervention, or building blocks for the department’s selection and
implementation of HRDS projects over time. There are five levels of interventions or
essential building blocks of project activities. The levels of intervention start at the
bottom layer of the figure with the activities for which the organization will generally be
prepared to initiate implementation. At the top of the figure are the more complex and
newer activities for which resources must be mobilised. These levels represent the
actual sequencing pattern for phasing activities in implementation. The focus of each
level is addressed below.
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RESOURCE SHEET 18 continued ...

General Awareness Promotion

These are initiatives that are undertaken to make stakeholders and implementers
aware of the provisions of plans and strategies to be undertaken. All organizations will
have avenues through which communication will normally be channelled. This
awareness process could be part of this general structure of sequencing. Awareness
promotion is basic and must be accommodated very early in the phasing process.

Activities related to Structures, Policies and Mobilization of Support

These are considered to be the essential fundamentals of success. Structures and
policies must be in place for the HRD function to be undertaken. While basic structures
and policies will be in place, it will be necessary to ensure that policy gaps are
eliminated, and that all structural deficiencies are remedied. Undertaking HRDS
initiatives within unfavourable structures or in areas where policy requirements are
uncertain will foster an environment that will not be favourable to success.

Activities which Build Upon or Extend Inherent Processes, Structures and
Operational Advantages

The next phase or level of activities is where the department has already undertaken
initiatives and may wish to extend or build upon these initiatives. Here, structures and
processes will already be in place, and there may be inherent operational advantages
upon which the organization can capitalize. In this respect, projects can be undertaken
that will essentially build upon what is already there, or which will take advantage of the
inherent organizational capacity.

New Activities which Current Infrastructure and Capabilities will Allow

Here new activities can be undertaken only if current infrastructure and capabilities
exist. This assessment must be carefully made. The infrastructure or capabilities will
include staffing, finances, operational processes, facilities and equipment or strategic
location within the department or province. There may be donor support for such new
ventures, or existing collaborative arrangements may make it feasible.

New Activities for which Capacity, Resources and Support must be Mobilized
This is the category of phasing where there will be new beginnings, where resources
must be identified to embark upon HRDS initiatives.

It will be necessary to review the HRDS and prepare an initial sketch of the manner in
which projects and initiatives will be adopted and phased over time. This will also allow
enough time to plan for initiatives that will be placed at a lower priority in sequencing
and phasing.
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Figure 5:
BUILDING BLOCKS FOR PHASING HRDS IMPLEMENTATION
LAYING THE FOUNDATIONS FOR SUCCESS AND SUSTAINABILITY

Departmental Specific
Plans HRDS Initiatives
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ACTIVITY 8
Sequence Mapping

Instruction:

The process of sequence mapping is a process which results in the phasing of
activities in a chronological sequence to allow the highest probability of successful
implementation. This activity seeks to develop a sequence map of HRD initiatives,
activities and interventions.

Table 5 presents a table which will facilitate the mapping process. Please write out
your own activities in the left-hand column of the table. For each activity, please use a
check mark (V) to indicate the phasing category (or categories) in which the activity
falls. When you have done this for each activity, please determine and allocate the
final phasing category in the last column of the table. Where an activity is placed in two
or more categories in the table, a determination must be made about the final single
category in which this activity must be placed.

After you have allocated or designated one phase for each activity, use Table 6 to
present a mapping of the manner in which activities may unfold.
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Developing a Plan for Implementing
the HRD Strategic Framework
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DEVELOPING A PLAN FOR IMPLEMENTING
THE HRD STRATEGIC FRAMEWORK

The purpose of this step in the process is to prepare an
implementation plan for implementing the prioritized activities in the
HRD Strategic Framework for the Public Service. Based on the set
of activities that are mapped and sequenced, an implementation plan
will be developed. The implementation plan will focus on the critical
features that must be undertaken in order to successfully accomplish
the activities and interventions that were chosen.

The implementation plan is the focus and basis of successful
implementation. It is the means through which resources and
responsibilities are allocated, structures and systems are
established, and monitoring, evaluation and supporting systems are
set in place to ensure success. The implementation plan is also the
basis upon which potential hurdles are overcome and the basis upon
which operational avenues are cleared to maximize the probability of
success. Implementation planning is the road map which assures
implementation success. It is required, however, that all
implementation considerations, both intended and unintended, must
be taken into account.

“Completing Format for Implementation Plan Document”

A format is provided for sketching the details of the HRD
implementation plan. This activity will require practitioners from the
same department to sketch the details of the plan according to the
format provided.

A completed implementation plan is anticipated at the end of the
process.

Resource Sheet 19:
Introduction to Integrative Planning for HRDS

Resource Sheet 20:
Departmental Plans for HRD Strategy Implementation

There is no appended information for this activity
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ACTIVITY 9
A Completed Implementation Plan

Instruction:

The plan is the blue print of implementation success. This activity requires participants to sketch
an implementation plan for the set of activities and interventions which they have chosen. A format
is provided for completing the plan.

Please complete the information that is requested in Figure 6 and Figure 7.

After completing the information, please discuss your plans, findings and observations as a group.
Please feel free to make changes to your plan after engaging in discussions.
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Figure 6.
OUTLINE AND FORMAT OF PLANS FOR HRDS IMPLEMENTATION

1. CONTEXT AND BACKGROUND

2. OVERVIEW OF READINESS ASSESSMENT

3. STRATEGIC PRIORITIES AND RATIONALE

IMPLEMENTATION PLANS FOR HRDS

Initiative 1:

Pillar 1
Initiative 2:
Pillar 2
Initiative 3:
Pillar 3
Initiative 4:
Pillar 4

Initiatives:

Activities:

Initiatives:

Activities:

Initiatives:

Activities:

Initiatives:

Activities:

Initiatives:

Activities:
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Figure 7
PLANNING FOR DISRUPTIVE CIRCUMSTANCES AND OPPORTUNITIES
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RESOURCE SHEET 19
INTRODUCTION TO INTEGRATIVE PLANNING FOR HRDS

Based on the self-assessment generated, each organization will develop its own
implementation plan for the HRD strategy. This is key to the process. The
organization must decide what aspect of the HRDS it will adopt and implement in what
specific time period. The HRDS provisions to be adopted must be consistent with the
organization’s context, circumstances and capacity. Here, the organization is given the
prerogative to choose its pathway forward. It will prioritise, for its own welfare, which of
the HRDS provisions it will adopt over what time period.

This can be a departmental HRDS plan on its own, or it can be an integrated
component of the institution’s strategic plan, its annual performance plan or its internal
HRD strategy. However it is approached, a set of planned activities must result from
the process of self-assessment; and this set of activities must, at least in part, address
the provisions of HRDS for the Public Service. This implementation plan will be the
basis of adoption.
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RESOURCE SHEET 20
DEPARTMENTAL PLANS FOR HRD STRATEGY IMPLEMENTATION

After the organizational readiness assessment has been conducted and the initiatives
which could be undertaken by the organization are selected, then it is necessary to
develop a tentative plan on the manner in which the HRDS for the Public Service will
be implemented. This tentative plan is an outline and a phasing of the manner in which
the initiatives of the HRDS will be adopted. The plan will first identify which aspects of
the HRDS will be undertaken in a phased and sequential manner. Then it will specify:
activities, the allocation of responsibilities, internal and external supply requirements
and timelines for completion of each activity. The activities must be specified in a year
time horizon, and must be aligned, if possible, with the activities and timelines
determined by DPSA. The format is outlined in Figure 6.

Processing Departmental Plans

The plans will be prepared through the Skills Development Committee of the
department, and will be submitted for review and endorsement to the Executive
Management Committee of the department. The required resources for the support of
activities must be identified for the first year of implementation. Subsequently, all
resource requirements will be handled through the normal budgeting process. The
plan will be distributed to the individuals who are responsible for implementation. For
each activity that is assigned to an implementing official, the implementation process
and the reporting requirements will be sketched

It is advised that once this process is finalised, implementation should begin as soon as
possible.
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MANAGING THE OVERALL STRATEGY
ADOPTION PROCESS

The purpose of this step in the process is to assist practitioners in
creating an environment that will promote effective implementation of
the plans which they have developed.

Once plans are developed, they must be implemented as soon as
possible. There are critical aspects of the implementation process
that must always be taken into account. This step of the process is
concerned about the manner in which these critical aspects are
considered.

“‘Managing Strategy Adoption”

Managing strategy adoption is a process of determining what must
be done in respect to each intervention in order to “move things
forward”. Managing strategy adoption relates to the overall plan, and
the manner in which it will be sold within the organization and to its
stakeholders. But it also relates on the “moves to be made” so as to
ensure that the path is clear for particular activities to be undertaken.
The activity here relates to one particular activity or intervention.

A list of considerations will be noted for promoting one of the
interventions of the HRD Strategic Framework.

Resource Sheet 21:

Introduction: Strategy Adoption and Implementation
Resource Sheet 22:

The Strategy Adoption Process — Managing the Overall Plan

There is no appended information for this activity
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ACTIVITY 10
Managing Strategy Adoption

Instruction:

Managing strategy adoption is a process of noting what will be taken in relation to specific
circumstances that may arise in order to ensure, at the outset, that conditions are appropriate for
successful adoption. The activity here requires the participant to note considerations for strategy
adoption for one intervention only.

In each area noted in Table 7 please list the circumstances which exist in your organization and
the considerations which could be taken into account to facilitate strategy adoption. These could
be positive or negative circumstances. The idea here is to reflect on the manner in which positive
circumstances could be used as opportunities, and the extent to which constraining circumstances
could be circumvented.
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Table 7
MANAGING STRATEGY ADOPTION

Communication and
Awareness Promotion

Allocation of Responsibilities

Appropriate Policy Frameworks

Appropriate Organizational
Structures

Systems and Processes

Accountability Measures
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RESOURCE SHEET 21
INTRODUCTION: STRATEGY ADOPTION AND IMPLEMENTATION

STRATEGY ADOPTION AND IMPLEMENTATION — MANAGING THE OVERALL
PLAN

The department’s HRDS plan will be endorsed and set in place for implementation.
This is the critical process where the intentions of the organization will be structured so
that it will become reality. There is a process through which this plan, as a whole, is
prepared for and adopted. Here there are three critical stages of adoption as briefly
noted below. These will be addressed in detail on the following Resource Sheet.

Awareness Promotion

In order to promote awareness, the department will conduct a Communication and
Advocacy campaign for its own HRDS plan. This awareness campaign will address
what aspects of the National HRD Strategy to be adopted, why the respective
components were chosen and what are the objectives to be accomplished. It will also
address the manner in which activities are to be realised.

Implementing Structuring and Processing

Here, the overall implementation process will be designed. This will include the
organizational structure for meeting the objectives of the plan; the manner in which
responsibilities will be assigned; the allocation of resources; specification of timelines
and milestones; and, among others, the nature of support rendered, both
organizationally and externally, to promote success.

Accountability Measures

Here, accountability and reporting particulars will be established and communicated.
Systems for monitoring and evaluation will also be set in place.
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RESOURCE SHEET 22
THE STRATEGY ADOPTION PROCESS — MANAGING THE
OVERALL PLAN FOR STRATEGY ADOPTION

The strategy adoption process is the set of activities that are undertaken in order to
ensure the effective implementation of the organization’s HRDS plan. There are two
aspects of the adoption process — the adoption of the plan as a whole, and the
adoption of the various initiatives of the plan. The adoption of the plan as a whole is
the process through which the plan is accepted, endorsed and communicated as a plan
of action for the organization. Adoption here does not mean implementation of
initiatives. It merely means acceptance and the establishment of all the protocols and
measures for implementation. There are three stages of adoption of the overall plan:
awareness; the establishment of implementation structures; and the development of
accountability measures. Each of these is addressed below.

Awareness

The plan has been formally accepted by the Executive Management of the department.
In preparing for implementation, the plan must be properly communicated to
implementing parties and to relevant stakeholders. This is the process of awareness
promotion. Awareness promotion informs staff about the HRDS initiatives of the
department. In doing so, information is communicated about the following: objectives
to be achieved and benefits to be accrued; who is involved, and in what manner;
expectations and obligations of responsible parties; reporting requirements; and
timelines and milestones. This information should be communicated as a major HRD
thrust of the department, and its linkages and contributions to other departmental
initiatives should be made clear. Awareness promotion can also be used as an
initiative to mobilize the commitment and support of mangers and staff of other units
and related functions. In essence, this will be the department’s communication
strategy for its adapted versions of the HRDS that it has crafted for implementation.

It is important that the content of the plan is reflected in other critical departmental
documents such as: its Strategic Plan; its Annual Performance Plan (APP); its HRD
Strategy; its HR Plan; and in its Operational Plans for the associated Units and
Directorates. Some aspects of the plan must also be reflected in the Workplace Skills
Plan (WSP). The activites of HRDS must not be appended to the routine
organizational tasks and undertakings.

It must become an integral part of the department’s agenda, and it must be aligned with
all the structures that are in place for managing and reporting on performance.
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RESOURCE SHEET 22 continued ...

IMPLEMENTATION STRUCTURES

Implementation structures refer to the policies, assignments and organizational
arrangements that are set in place so that the plan could be put into effect. In this
sense, implementation structures are the arrangements that are put in place in order to
bring objectives and intentions into organizational reality. Among the considerations to
be entertained are the following items which are noted and explained briefly below:

Policy Pronouncements

Directives must come from the highest level (Executive Management or HOD)
regarding what arrangements are for implementation so that allocation of
responsibilities and the communication of expectations are seen to be authorised. One
policy, for instance, may be on the use of existing departmental structures instead of
seeking to create new structures that are unnecessary. Protocols should be
established at the outset regarding the specification of roles and associated linkages to
HRD. Responsibilities should be fully enumerated, and expectations and standards of
performance should be clear. In this sense, responsible parties should be given Terms
of Reference (TOR) regarding their anticipated roles. This will be done for both
individual units and teams. For instance, the TOR which outlines the roles of the task
forces for the various HRDS initiatives should be clear. Although in many cases, the
task force may be the SDC.

Allocation of Resources

There must be some discussion regarding the manner in which resources will be made
available, either as routine funding or as special allocations. Resources here will
include facilities, time, people, equipment and materials. Resource requirements
should be clear, and protocols should be set in place to ensure resource allocation is in
line with business and development priorities.

Authority Delegation and Accountability

The manner in which authority will be delegated should be clear. It may be part of the
normal delegations of the department, or it may require special delegations to be put
into effect. This must not be left to chance. The limits of authority should also be clear.
In this respect, the roles and limits of the SDC should be specified along with the roles
and authority of line managers in respect to HRDS.

Monitoring and Evaluation

A monitoring and evaluation structure must be established. In this respect, the manner
in which progress is made must be tracked in a comprehensive and consistent manner.
Timelines and milestones must be specified, and reports on progress must be
submitted. Reporting protocols must not be new. They must fit within existing
structures for reporting on achievements. The SDC could be used as the point of
accountability for reviewing progress.
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RESOURCE SHEET 22 continued ...

Accountability Measures

The key consideration here is the manner in which people are committed to produce
results. Responsibilities must be assigned from managers down to the respective
individuals and work teams. Responsibilities must then be embodied in Operational
Plans and Performance Contracts, and must be linked to PMDS and the reward
schemes of the organization. The key here is that this procedure for accountability
management must be specified and must be widely known. Accountability for results
will then be embedded in the Performance Management System.
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Understanding Individual Implementation
Initiatives for the HRDS Strategic Framework
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UNDERSTANDING INDIVIDUAL
IMPLEMENTATION INITIATIVES FOR THE
HRDS STRATEGIC FRAMEWORK

The purpose of this step in the implementation process is to assist
practitioners in managing and successfully adopting each individual initiative
of the HRD Strategic Framework for the Public Service. While the overall
plan with an array of HRD initiatives could be structured in order to facilitate
implementation, adoption and implementation cannot be successful unless
each individual initiative or each single intervention is given due
consideration on its own. This step in the process seeks to provide
practitioners with guidance in managing each of the initiatives undertaken in
their departmental plans.

Each initiative or intervention has its own uniqueness, and each will require
a particular approach that responds to the circumstances which surround its
adoption. It is necessary, therefore, to look at each intervention on its own
so that its peculiar differences are not overlooked, and its unique
implementation requirements are not ignored.

“Laying the Groundwork for Success”
This activity looks at one particular intervention and explores the manner in
which that selected initiative may have its own set of unique circumstances.

At the end of this activity, each participant would have explored the
implementation requirements and considerations in respect to one particular
initiative. The sample frameworks for analysis in Appendix E could be used
as a guide.

Resource Sheet 23:
Introduction: The Strategy Adoption Process for Managing HRDS Initiatives

Resource Sheet 24:
The Strategy Adoption Process for Managing HRDS Initiatives

Appendix E:
Sample Guidelines and Considerations for Implementing Strategic Initiatives
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ACTIVITY 11
Laying the Groundwork for Success

Instruction:

Each intervention or initiative is unique. It is necessary to be flexible, open and creative in terms of
exploring possibilities for promoting success. This activity seeks to explore these possibilities.
Please choose one of the initiatives which you expect to adopt and implement. In reflecting on that
initiative, please complete the information outlined below:

1. What is your rationale for adopting that initiative?

2. In your specific context, what policies and legal requirements govern the implementation of
that initiative in the Public Service?
Are you constrained by any of these legal requirements? How will you manage these
constraints?

3. Conduct a status assessment on that initiative using the questions for that initiative in
Appendix E.

Are you ready to adopt this initiative? What are the risks to be faced in your context?

4. Are the structures and frameworks for adoption appropriate?
What are the risks involved? How will you manage them?

5. What specific implementation initiatives have you noted?
What are the risks involved? How will you manage them?

6. What resource information and support networks are available for implementation?
What risks are involved? How will these be managed?

7. How confident do you feel about adopting this initiative?

You may work on this activity as a group, and share your ideas, and considerations and
recommendations with colleagues.
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RESOURCE SHEET 23
INTRODUCTION: THE STRATEGY ADOPTION PROCESS FOR
MANAGING HRDS INITIATIVES

The strategy will not be implemented as a whole, but through individual initiatives as
specified in the conceptual framework presented in Resource Sheet 10 of this Guide.
The presentation of the overall plan promotes a general awareness of the full
implementation picture. Undertaking the individual initiatives to be adopted is where
the strategy would really be brought home to reality. The Guide is, therefore,
structured in a manner so that each initiative is a full project directed to a specifically
targeted outcome to be achieved. The success of the strategy will depend on the
manner in which each initiative is adopted. The Guide seeks to set out a full process
for the management of selected initiatives. Each initiative will follow a 5 step process
of adoption. These are outlined briefly below and described fully in Resource Sheet
24.

Status Assessment
This is the assessment of organizational and contextual realities pertaining to the
particular initiative under consideration.

Project Team Allocation

It is recommended that a set project team is allocated for each initiative. The team will
be made up of people with the capacity and strategic location in the organization to
drive the agenda. Since it will be counterproductive to have too many teams, efforts
should be made to assign more than one initiative to a team. Ideally, the initiatives
assigned should be related in some manner.

Organizational Structures

Here, organizational structures for implementation success will be established. This
will include the assignment of responsibilities; the allocation of resources; the definition
of outcomes anticipated within set timeframes; and among others, the definition of
accountability and reporting requirements.

Implementation Activities
A set of focussed activities will be set in place with implementation timeframes and
assigned responsibilities.

Accountability and Reporting
Here the structures, systems and forms will be put in place for comprehensive and
efficient reporting.

Appendix E of the Implementation Guide will provide guidelines and details on each
initiative of the HRDS. These guidelines are intended to assist departments in planning
and implementing the initiatives they have chosen. Each separate component of the
strategy is addressed on the Resource Sheet to follow.
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RESOURCE SHEET 24
THE STRATEGY ADOPTION PROCESS FOR MANAGING HRDS
INITIATIVES

Each initiative to be undertaken must follow a particular process of implementation. This
process seeks to ensure that the basic and most critical activities for implementation success
are considered. There are 5 key features for the implementation process. These are as
follows: status assessment; project team allocation; structures, responsibilities, accountability
and oversight; specification of implementation activities; accountability and reporting protocols.
Each of these will be addressed briefly below.

Status Assessment

Status assessment is essentially a SWOT analysis on each initiative. This assessment seeks to
determine the extent to which the organizational environment either promotes or constrains
success of the initiative. It is the basis for the development of an approach to the initiative which
capitalizes on advantages, but minimizes the potential blockages that could arise. Each
organizational environment will have its own distinct advantages and opportunities that could be
exploited. Each will also bring its own constraints. Actions must be undertaken to overcome
potential hurdles and avoid inherent threats and risks. In this sense, each initiative must be
strategically planned and managed in order to promote successful implementation. This kind of
strategic implementation ensures that the implementation process is adapted and responsive to
the circumstances that exist at the time when project activities are being initiated.

Project Team Allocation

Each initiative will have a project team. The project team approach seeks to bridge the
limitations imposed by the restricted capacity of organizational units. The project team
approach will enable assignments to be made outside of the organizational unit that takes direct
responsibility. Perhaps, there could even be project team members who come from outside the
organization. The objective here is to bring together the right range of talent and strategically
located people to provide inspiration and bring about project success. It should be noted,
however, that no value will be added with an excessive number of project teams or with too
many members in one team. The number of teams should be minimised. In this respect,
existing structures could be used where viable teams already exist, or assigned teams could
undertake responsibilities for more that one project.

The number of team members need not be excessive. The number will depend on the nature of
the initiative, the range of talent required or the number of organizational units or functions that
must be involved. The project team concept must bridge the divide between organizational
units, and it must serve as the conduit that will bring the organizational talent to the points of
implementation where such talent could find maximum utilization. In some cases, project teams
could be sub-committees of the SDC. It will be useful if all project teams could be coordinated
by the HRD Directorate of the department. Project team members could be recommended by
the HRD Unit or Directorate and endorsed by Executive Management.
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RESOURCE SHEET 24 continued ...

Structures, Responsibilities, Accountability & Oversight

The organizational arrangements for the initiative to be undertaken must be clear. All Managers
should be notified of the responsibilities to be undertaken by their staff. These responsibilities
should be clearly specified so that they can be accommodated in the work plan and
performance contracts of individuals. Protocols must be in place so that managers allow time
for staff to undertake responsibilities as part of their assigned project teams. Acting on behalf
and in coordination with Executive Management of the department, the SDC will have oversight
authority for the work and performance of project teams.

Implementation Activities

Implementation activities must be properly specified beforehand so that they could be properly
scheduled, programmed and assigned. This will be the responsibility of the project team.
Project team members will also take responsibility for undertaking these activities. The object
here is to ensure that the work of the project teams is not ad hoc. A set project plan must be
specified for each initiative, and all activities must have milestones and must be properly
monitored.

Accountability and Reporting

There should be set events or occasions for reporting. Reporting for all project teams should be
undertaken at SDC meetings or at quarterly meetings that are specifically designed for tracking
progress on HRDS initiatives. This event can be organized as an occasion, not only to monitor,
but to provide encouragement and support and to share successes and constraints. The event
may coincide with, or be conducted jointly with, other meetings or events that are scheduled to
monitor progress on a quarterly basis.

While the success of each initiative will be managed separately, the whole array of initiatives will
be coordinated at one single point in the organization.
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Monitoring and Evaluation of the
HRD Strategic Initiatives
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Purpose

Rationale

Activity

Anticipated
Outcomes

Implementation
Resources

Appended
Information
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MONITORING AND EVALUATION OF THE
HRD STRATEGIC INITIATIVES

The purpose of this step in the implementation process is to assist
practitioners in becoming familiar and being able to use the tracking tool for
HRDS initiatives. The tool is to be used for each initiative so that HRDS
interventions can be monitored from readiness assessment to the
attainment of the goals and objectives of the initiative.

Monitoring and evaluation is essential in order to ensure that there is
progress in attaining the objectives of the Strategic Framework. Monitoring
is the process through which one takes account of the progress made in
undertaking a task or activity. It is the process through which one seeks to
manage the circumstances which may affect success in implementation.
Evaluation, on the other hand, is the process used to assess whether an
objective has been accomplished and to determine the factors which may
have affected its accomplishment. Evaluation is an ongoing activity. It not
only occurs at the end of the task, but is undertaken intermittently during the
accomplishment of the task so that corrective measures can be applied as
necessary. This type of monitoring and evaluation is critical to success in
implementing the strategy. While each HRD practitioner in the respective
department will be able to keep track and report on individual initiatives, the
DPSA will also conduct quarterly and annual monitoring and evaluation
visits, and will use the same tracking tool in order to take note what has
been accomplished. The progress of implementation will be coordinated by
the Steering Committee.

“Tracking Progress — A Simulated Activity”
In this activity, practitioners will be asked to track a project which they have
already undertaken.

Each practitioner will have completed one of the tracking forms for a project
of their choice.

Resource Sheet 25:
Promoting Progress and Accountability through Tracking

There is no appended information for this activity
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ACTIVITY 12
Tracking Progress — A Simulated Activity

Instruction:

The tracking process is designed to determine the level of progress made in attaining each
initiative of the HRDS. A tracking form is provided in Figure 8. Please practice completing the
form by using a project or programme which you have already undertaken. Please note the steps
to be followed.

Each item or tracking criterion represents, in sequence, an important milestone in accomplishing
the initiative. For each milestone, please note the date accomplished and write relevant comments
in the left-hand column of the table. At the end, or upon completion of the initiative, please provide
your overall assessment at the end of the form.

Please note that for items 9 to 12, the targets for the initiative must have been pre-established.

Accordingly, please note or specify the specific targets for the HRDS initiative in reference on that
specific tracking form.
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Figure 8
BASIC MONITORING AND EVALUATION TOOL FOR
HRDS STRATEGIC INITIATIVES

Initiative being Undertaken: Date if Initiative:

Supervisor/Manager:

1. Readiness assessment
completed

2. Implementation plan and
protocols developed

3. Initiative endorsed by Senior
Management
4. Resources allocated

5. Success and performance
criteria in place

6. Responsibilities are assigned

7. Targets and timelines
established

8. Those undertaking
responsibilities are
capacitated

9. Targets met (25%)
Specify:

10. Targets met (50%)
Specify:

11. Targets met (75%)
Specify:

12. Targets met (100%)
Specify:

13. All tasks in initiative
completed

14. Implementation evaluation
performed and report
prepared

15. Project accomplishments are
sustainable

Overall Assessment:
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RESOURCE SHEET 25
PROMOTING PROGRESS AND ACCOUNTABILITY THROUGH
TRACKING

Promoting progress and accountability refers to the initiatives that are undertaken in order to
provide the structures, motivation and incentives that will ensure progress and success in
implementation. Nine activities and considerations are provided below as examples for
motivating sustained progress. Each one is noted and briefly described below.

Mapping Milestones

Mapping milestones refers to the process of mapping, over time, the activities which will be
undertaken within one’s own jurisdiction. Phasing activities, as noted earlier, is a preliminary
process to mapping milestones. In the mapping process, dates are designated, and the
sequential and developmental relationship between projects is noted. A set of activities that are
properly mapped will have the appearance of a (PERT) Performance Evaluation and Review
Technique and chart with designated timelines.

Publicly Tracking Progress

It is advised that a notice board be placed in public view with all the designated projects,
initiatives and activities to be undertaken. Public tracking of progress will generate a collective
desire to achieve and all will bear some responsibility and accountability for progress.

Organizing Key Events as Review Points

It is sometimes useful to plan a major event to review progress. This event may be a
conference, a luncheon or a departmental retreat. Such events will highlight the importance of
the projects being undertaken, and will create a positive spirit for generating solutions where
problems and issues arise.

Annual Performance Review Conference

In order to track progress in the implementation of the strategy, provinces and DPSA will host
an annual performance review conferences or workshops in which all departments will
participate. Reports on performance, progress and on issues and challenges which arise will be
tabled.

Reports by DPSA

Based on the input provided, an annual performance report will be prepared. The report will
review progress, note achievements and challenges and, perhaps, plot a revised course forward
for the following financial year. In this process, annual targets will be established.

Learning and Support Networks

Learning and support networks will be established for each component of the HRDS. Here,
practitioners will be able to receive assistance, advice, and support materials on particular
components of the strategy.
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RESOURCE SHEET 25 continued ...

Award Schemes

Awards can be presented to high achievers: departments with creative initiatives, organizations
that have made notable progress and achievements and organizations that have rendered
notable assistance and support to other departments. Such award schemes will not only serve
as incentives which motivate, but will also serve as notable events to highlight the importance of
the strategy and maintain a high level of public awareness.

Centres for Excellence

Some departments or provinces can be identified as centres of excellence on particular HRDS
initiatives. These departments will be supported to publish their achievements and to render
assistance to others. Courses developed by departments can be translated into e-learning
courses and made available through the HR Learning Network.

HRDS Scorecard System

Each department will be encouraged to develop a scorecard for their HRDS implementation.
This scorecard system must be linked with the responsibilities of staff and the reward systems
that are applied in the workplace.
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Assessment of
Organizational Readiness to Implement
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APPENDIX A

ORGANIZATIONAL READINESS ASSESSMENT

PURPOSE

The purpose of this activity is to enable departmental officials in HRD to conduct a self-assessment

of their readiness to

implement the HRD Strategy for the Public Service. The activity explores

many aspects of organizational performance in respect to HRD, and provides HRD officials with
the opportunity to reflect on their state of readiness.

OBJECTIVES

1. Assessment of organizational readiness and implementation proficiency.
Identification of gaps in capacity to implement HRDS initiatives.

3. Promotion of discussion on many aspects of organizational readiness for implementation as
a means of fostering shared understanding.

4. Helping to nurture commitment among stakeholders regarding the implementation of

HRDS.

OUTCOMES

1. Assessment scores on 10 aspects of organizational readiness.
2. More in-depth understanding about the basic requirements for a successful system for the
implementation of HRD initiatives.

INSTRUCTIONS

Step 1

Step 2

Step 3

Step 4

Step 5

HRD Resource Pack: Part 4

Read all the statements on the organizational readiness questionnaire and decide
which of the statements are true for your department by placing a checkmark (V) in
the box marked “yes”. Please be sure to place a checkmark only for the statements
that are true.

When you have gone through all the statements, please turn to the table entitled
“Recording Responses” and circle each number in the table for which you have a
checkmark on the questionnaire. Please be sure to circle only the numbers for
which you have a checkmark (V). The other numbers will remain blank.

Add the number of circles in each of the columns A to J and write this number at the
bottom of each of the respective columns. You have 10 columns, so you will have 10
separate totals in the bottom row.

The total score for each column is 10. In the table provided on page 165 write your
score for each of the columns. Please note the title provided for each of the columns
by looking at the category letters (A-J) and the associated component of
organizational readiness.

Please refer to the page on “Assessing Responses” and transfer your scores to the

graph on page 167 and shade your scores. Note the extent to which your
department could be assessed as ready to implement.
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Step 6
Step 7

Step 8

Step 9

Step 10

Step 11

HRD Resource Pack: Part 4

For each category (A-J) please average the scores for your group and place
averages on the same graph on page 167. See step # 5.

Look at the category of your scores in the table on page 168 and determine the level
of readiness to implement in your organization in each area of assessment.

Discuss the results of your assessment with your colleagues. Are your scores in
agreement? In your group list your scores for each category so that the range and
variation of scores is clear. Examine the very high scores and the very low scores.
Check to determine on what specific item there was a high level of agreement or
disagreement. Do this by examining the table on page 165 (the table with 100
numbers). Look at the column for the specific category and compare which items
you circled and which items you did not. Discuss the differences in your assessment.
Could you reach consensus or an overall assessment?

Break into different groups according to each of the 10 categories and prepare the

statement of organizational readiness (page 169) and the selection of HRDS
initiatives for your group.

Break into groups representing each of the 10 areas discussed and prepare your
readiness action plan as a group. Please see format in Appendix B for preparing
your Readiness Action Plan. Please discuss your overall plan as a group.

Share your findings with your colleagues in a plenary session
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1. The Senior HRD Manager is supervised at the level of Chief Director and above. Yes No

2. The Senior HRD Manager is part of the Senior Management Executive body. Yes No
All the financial resources for training in the department are consolidated in and Y. N

3. es o
managed as one budget by an HRD Manager.

4. The HRM function is aware of the scarce and critical skills in the department. Yes No

5. A Skills Audit has been undertaken for the department as a whole. Yes No

6. Workplace Skills Plans are developed and submitted on time. Yes No

7 There is a strategic understanding in the department that training must contribute Yes No
to enhanced workplace performance.

8. A variety of training options are available to all departmental staff. Yes No

9. Most of the training provided is made available through accredited providers. Yes No

10, | All staff members are aware of the development priorities of Government as a Yes No

" | whole.

11. | All HRD personnel have detailed job descriptions with performance standards. Yes No

12. | Senior Management seeks strategic advice for the HRD component. Yes No

13. | There are sufficient resources allocated to HRD for training purposes. Yes No

14 Special policies, plans and processes are available for managing scarce skills in Yes No
the department.

15. | The Skills Database is updated on a periodic basis. Yes No
The Workplace Skills Planning process is participatory and involves all

16. | stakeholders/components of the department. Yes No
There is an understanding in the department that training must contribute to

17. | enhanced service delivery. Yes No

HRD Resource Pack: Part 4
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18, De_pz_artmental staff who are located in remote and rural areas have equal access to Yes No
training.

19. The content of training is gener_ally negotiated between the training provider and Yes No
the recipient unit in the respective Departments so as to ensure relevance.

20 All staff members are aware of the transformational priorities of Government as a Yes No

" | whole.

21. | There is an HRD policy handbook available to all managers. Yes No

29 HROD training information and schedules are considered in the strategic decisions Yes No
of the department.

23. | The department spends 100% of its budget that is allocated for training purposes. Yes No

o4 There are p_a_rtnership arrangements with training institutions HEI & FETC for the Yes No
supply of critical skills to the department.

25. | Training needs assessments are conducted on an ongoing basis. Yes No

2%. The Workplace Skills Plan is an accurate reflection of the training priorities of the Yes No
department and/or Sector.

27 Af_ter_care support programmes to reinforce training undertaken are given high Yes No
priority.

2%, AII_st_aff at different levels of the occupational performa levels have equal access to Yes No
training.

29. | Most of the training provided is aligned with available SAQA unit standards. Yes No

30. | All staff members are aware of the poverty alleviation programmes of Government. Yes No

31, Th(_are_ is an information system available for managing training and development Yes No
initiatives and programmes.

32 The recommendations of the Skills Development Committee of the department are Yes No

" | generally implemented.

23 Some of the funds allocated to training are sometimes used for non-training Yes No
purposes (more than 5%).

34. | The department has a retention plan and policy. Yes No
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Training provided is generally based on Skills Audits or Training Needs

35. Yes No
Assessments from PDPs
6. No_ Directorates or work units conduct training that is not included in the Workplace Yes No
Skills Plan.
37. | A post training assessment is made on the impact of training on performance. Yes No
28, Qualified service providers are readily available for the range of training required Yes No
by the department.
29 The contributions of professional bodies/councils in particular occupational fields Yes No
" | are explored in order to enhance the quality of training and practice.
0 All staff members are aware of the programmes of Government that are focused Yes No
" | on promoting employment.
41. | HRD staff report to a manager who is appointed at or above director level. Yes No
2 All managers are aware of the content and obligations of the Workplace Skills Yes No
Plan.
43 Resources are allocated for training in addition to funds from the Skills Yes No
Development Act.
4 The depgrtment engages in out_reach campaigns t_o schools to encourage interest Yes No
and applications for positions with the Public Service.
45 Personal Development_ F_’Ians resulting from PMDS or other processes are used for Yes No
the development of training plans.
46 All ot_her pla_ns (PGDS, St_rategic Plans, National HRD Strategy, etc.) are Yes No
considered in HRD planning and strategy development.
47. | Analysis is done to assess the return on investment (ROI) for training provided. Yes No
48 Facilities are available at the workplace for staff to undertake initiatives to develop Yes No
" | themselves, to seek knowledge and information and to grow professionally.
49. | Competency frameworks are used in planning training programmes. Yes No
50, !Effort_s are made b_y all staff to_a_d_c!ress the development priorities of Government Yes No
in their respective job responsibilities.
51. | The post establishment for the HRD function is at least 80% filled. Yes No
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The Workplace Skills Plan is tabled and approved at the Senior Management

52. ; ) - Yes No
Meetings before signature and submission by the HOD.

53. | The training budget is managed directly by the HRD unit. Yes No

54. | There are succession plans available in the department for critical positions. Yes No

55 There are competency profiles for all positions or the most critical positions in the Yes No
department.

56. | The department has an HRD Strategy in place Yes No

57. | Training is based on the actual workplace needs of staff members. Yes No

58. | Trained mentors and coaches are readily available. Yes No

59 Training materials are practice-based and are relevant to the content and Yes No

" | circumstances of the respective jobs.

60. Inter-departmental initiatives are undertaken to address the development priorities Yes No
of Government.

61. | All HRD personnel are fully aware of laws and policies related to HRD. Yes No

62 Additional financial resources are allocated to training when available resources Yes No

" | are insufficient.

63. | Projections are made on the level of training expenditure for the year. Yes No

64. | The department has plans and policies on talent management. Yes No

65. The HRD function is generally responsive to the changing job requirements of Yes No
staff.

66. | The department has an HR plan in place. Yes No

67 The _content of trainipg programmes is generally related to the actual performance Yes No
requirements of the job.

68. | Managers are generally willing to release their staff to undertake training. Yes No
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The process of training undertaken generally allows participants to learn from the

69. ) Yes No
experiences of others.

70 Training initiatives are undertaken to ensure that all staff are aware of and are able Yes No

" | to address the development priorities of Government.

71. | HRD is properly aligned with the PMDS process. Yes No

79 Line managers engage in a pre-training intervention process before training is Yes No
conducted.

73. | Quarterly reports are prepared on training expenditure. Yes No

74 Thereis a re_sponsive programme (_)f workpla_cg _b_ased training to keep staff in a Yes No
state of readiness to undertake their responsibilities.

75. | The skills demands of new policy requirements are generally assessed. Yes No

76, HRD is always responsive to the changing requirements and circumstances of the Yes No
department.

77. | Standards of performance for each position are well defined. Yes No

78, ABET programmes are available to all staff at all levels for advancing personal and Yes No
professional growth and development.

79 Trainers are generally of high quality, _and have an gnderstanding of the Public Yes No
Sector and the workplace related particulars of the job.

0. | Assessmentis conducted to determine the level of contribution of the department Yes No

" | to the development priorities of Government.

81. | HRD is properly aligned and coordinated with HRM. Yes No

82. | Line Managers provide post training debriefings and aftercare support. Yes No

83 Depart_ment has ring fenced the 1% for pre-service training; in-service training and Yes No
bursaries.

84 A variety of options are generally explored for ensuring a constant supply of skills Yes No
and talent to the department.

85. | The competency profiles of jobs are generally used in the recruitment process. Yes No
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plans, strategies and programmes.

86. | There is an overall annual HRD or training schedule for the department Yes No

87 Staff members are involved in assessing the workplace performance of their Yes No
colleagues.

88. | Training opportunities are made available in a fair and equitable manner. Yes No

89. | The capacity of employees is properly and accurately assessed after training. Yes No

90. | Training needs for addressing developmental priorities are generally assessed. Yes No

91 AI_I managers properly inform and report on their training and development Yes No
initiatives.

92 HRD features as a highly prioritised objective in the Strategic Plan of the Yes No
department.

93. | Procurement processes do not impede or disrupt the training process. Yes No

o4 All 01_‘ the critical positions that are essential to the performance of the department Yes No
are filled.

95. Action_i_s taken to ensure that all talent in the department is effectively groomed Yes No
and utilized.

%. Tra_ining is effectively monitored and evaluated and feedback is used for corrective Yes No
action.

97 Training is applied as a criFicaI component of the PMDS process and training Yes No
outcomes are properly defined, registered and pursued.

98 There are convenient and adequate facilities available so that training can be Yes No

" | effectively delivered in all geographic regions.

9. Training programmes for staff are developmental and part of a long term career Yes No
management plan.

100 The development and transformation priorities of Government are reflected in HRD Yes No
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RECORDING RESPONSES
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ASSESSING YOUR ORGANIZATION

A Organizational structures to 10
support HRD

B Management Support and 10
Contribution

C Financial Management for 10
Efficiency and Effectiveness

D Skills Supply Management 10

E Skills Demand Management 10

F Maintaining efficiency and 10
effectiveness

G Performance Orientation 10

H Accessibility of training and 10
development initiatives

| Quality of training initiatives 10

Responsiveness to
J Government’s development 10
priorities
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Levels of Readiness

ASSESSING RESPONSES

Level of Organizational Readiness

2. Comments on
overall assessment
of organizational
readiness

1. Comments on your
assessment of
organizational
readiness
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HEE

Areas of Readiness
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ASSESSING YOUR ORGANIZATIONAL READINESS

SCORE
ACHIEVED

OVERALL ASSESSMENT OF
LEVEL OF READINESS TO IMPLEMENT

Scores in this category are assessed as a very low level of readiness in the area for
which the score was derived. Careful assessment must be made as to the extent to
which more capacity is needed in this area to implement particular provisions of the
HRDS. If this area can have an effect, it will be advisable to develop capacity in this area
before adoption of initiatives which may be affected. This must be reflected in your
implementation plan.

This is assessed as a low level of readiness. If this area has the potential of affecting
initiatives to be undertaken, it will also be prudent to apply corrective measures in order
to develop capacity. The initiative may not fail as a result of this level of readiness, but
there will be significant difficulties during implementation. If scores fall into this category,
your department is not quite ready.

Scores in this category are assessed as average. Here, initiatives which may be affected
can be undertaken, but efforts must be made to address weaknesses and threats in
one’s implementation plan. Potential constraints could be mediated through careful
planning.

9-10

This score is assessed as a high level of readiness. Here, the organization will be
assessed to have an appropriative organizational infrastructure for effectively adopting
initiatives of the HRDS. With scores at this level, very few hurdles are anticipated in
implementation. While constraints may arise, many of them will be unanticipated, and
could not really be predicted. Notwithstanding, one’s implementation plan must also
cater for contingencies.

Please note that on this score one can assess individual scores, average scores per
assessment category, or overall average score for your organization. Overall scores for
your organization could be derived by taking an average of the average scores for each
category of assessment.
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STATEMENT OF ORGANIZATIONAL READINESS

CATEGORY OF ASSESSMENT (A-J)
(Please write full title of category)

INSTRUCTIONS:

For this specific category, please note the level of organizational readiness below. First state the average
level of readiness for the group and the range and variability of scores. State items on which there was a
high level of agreement, and items on which people disagreed. Explain reasons why. Note the potential
effect of this assessment on implementation of the HRDS overall, and on the implementation of particular
initiatives that may be significantly affected. Discuss a plan of action for (a) corrective interventions (b)
implementing planning to mediate the effect of low readiness in this area, and (c) implementation planning to
take advantage of strengths in this area.
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APPENDIX

Readiness Action Plan
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APPENDIX B
READINESS ACTION PLAN

Organizational Structures to
Support HRD

Management Support and
Contributions

Financial Management for
Efficiency and Effectiveness

Skills Supply Management

Skills Demand Management

Planning Efficiency and
Effectiveness

Performance Orientation in the
Training Culture

Accessibility of Training

Quality of Training Initiatives

Responsiveness to Government
Development Initiatives
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Generic Implementation for the
HRD Strategy for the Public Servcie
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APPENDIX L)

DPSA Activities and Timelines
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APPENDIX E

STRATEGIC FOCUS AREA:

Capacity Development Initiatives

RATIONALE:

E-learning can improve access, promote uniformity in
standards and significantly reduce the cost of capacity
development. This must be initiated so that Public
Servants could be empowered to develop themselves
and to maintain currency with their respective field.

POLICY & LEGAL FRAMEWORK:

Many departments have developed policy frameworks
related to ICT, but not many have developed policies
and legal frameworks to govern E-Learning. The
Department of Education has an E-Education strategy
which may be useful, and recent developments
regarding the Government's telecommunications
strategy and policy will be useful

STATUS ASSESSMENT:

Are you ready to apply E-learning in your department?
Please answer the following questions. If your answer
to most of them is “no”, then you may want to reflect
again on your reactions.

1. All staff in the department have access to up to
date computer facilities

2. Most staff are computer literate
3. Some use is already made of E-Learning

4. There are facilities and systems in place for
tracking educational activities

5. Some learning materials are available currently

6. Technical assistance and support is available in
ICT to all staff

7. All managers are computer literate

8. There is staff available who can provide leadership
to E-Learning activities

9. There currently a culture of learning where staff are
willing to take responsibilities for their learning

10. ICT systems and software in the department are
compatible and up to date

11. Is ICT infrastructure dependable

12. Is there a quick response time for repairs and
maintenance

HRD Resource Pack: Part 4

INITIATIVES TO BE UNDERTAKEN

Promote E-Learning in the Public Service

Considerations for Rationale Statement

This rationale for E-Learning is general. The rationale
you may apply in promoting your E-Learning
interventions may be different.

Please note what your reasons and justifications are for
embarking upon the process. Your rationale will be
peculiar to you and will make more sense to your
stakeholders and departmental staff. Craft a rationale
that you can sell

Considerations for Policy Framework

E-Learning HRD must be framed within an overall
strategy for training and development.

It must be institutionalized in a manner so that it is not an
appendage to the HRD system, but an integral part of IT.

In this respect, a policy framework must be developed to
determine how the E-Learning system will operate

Risks & Responses
In
Self-Assessment

N

1. E-learning efforts may over-shadow
N other training and development efforts.
N 2. Some staff may be marginalized

because they do not have access to
equipment and facilities.

N

3. May not be sufficient equipment and
N facilities to allow broad accessibility.

4. There may not currently be capacity
N among staff to participate fully.
N
N
N
N
N
N
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STRUCTURES AND FRAMEWORKS:

E-Learning may be a collaborative effort between the
HRD Directorate and the Directorate responsible for
ICT. A common E-Learning framework and strategy
must be developed, and this strategy must govern all E-
Learning activities. The strategy must plan for at least
4 core components of the E-Learning infrastructure:
policy framework; technical equipment and facilities;
learning materials; assessment and reporting; course
programming; and, among others, maximizing and
monitoring utilization

IMPLEMENTATION ACTIVITIES:

Among the implementation activities to consider are the
following:

» Conduct an E-Learning readiness assessment

» Examine what is currently available in the department

» Design an appropriate structure and framework for
implementation

* Build the right culture through advocacy

« Design policy framework for implementation

» Secure technical infrastructure or make ready what is
available

» Offer programmes on a pilot basis with a view for
expansion

RESOURCE SUPPORT & NETWORKS:

1. General learning sites and sources of E-Learning
materials

2. National support structures — DPSA,
SAMDI/PSA, National Department of Education,
ISETT

3. Provincial support structures — OTP

4. Departmental support structures

5. Local or district support structures

HRD Resource Pack: Part 4

Risks & Responses in Structures &
Frameworks

1. Structures in departments may be
different depending on current facilities
available

2. Structures must be integrated and not
appended

3. One person must be responsible for E-
Learning programme

4. E-Learning must be properly controlled
so that it is used appropriately

Risks & Responses in Implementation
Activities

1. Start from where you are. Steps that are too
advanced may lead to failure.

2.If activities and tasks are not formulated in a
participative manner, there will be little
support.

3.If the culture of learning is not appropriate, E-
Learning will be the prerogative of a few and
may not be properly utilized.

Risks & Responses

1.Although there may be a long list of support
options, find a few that you will access and
depend on.

2.The appropriate support must be used for the
right reason. Support must not be used in
areas where there is no competence

3.There must be a support structure so that all
will have access to support

4.Each Department will have a different
structure of support
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STRATEGIC FOCUS AREA:

Capacity Development Initiatives

RATIONALE:

HEIls and FETs must play a more direct role in the
education of public servants. This must be done
collectively and in partnership to ensure currency and
relevance and it must be supported through MOUs and
incentive funding.

POLICY & LEGAL FRAMEWORK:

While there are no policies or legal provisions in
government which govern partnership arrangements
within HEIs and FETs, it is critical to examine and
conform to the legal framework which governs higher
education and the variety of provisions which govern
how the Public Service operates. For instance,
partnerships cannot violate the provisions of the Higher
Education Act and the HEQC requirements regarding
the standards of progress. It is also necessary to
observe the PFMA guidelines, regulations related to
supply chain management and other legal provisions
which govern the Public Service.

STATUS ASSESSMENT:

1. Are there currently agreements in place with HEIs
and FETs?

2. Are current relationships with FETs or HEIs
beneficial and value enhancing?

3. Is there a unit already existing in the department
that can conveniently handle such relationships?

4. Atthis time the department does not have too
many partnership agreements to manage?

5. FETs and HEls are geographically convenient?

6. FETs and HEls currently have programmes or
services from which the department can benefit

7. There is already a contract or joint projects with
FETs or HEIs?

8. The department already hires graduates from
prospective FETs and HElIs.

9. Staff generally have a positive disposition to FET
or HEI targeted for prospective partnerships.

10. FET and HElIs targeted have a practice orientation
in their programmes and courses.

HRD Resource Pack: Part 4

INITIATIVES TO BE UNDERTAKEN

To foster collaborative partnerships with HEIs and FETs
in order to enhance the quality, standard and relevance
of Public Sector training

Considerations for Rationale Statement

Many have embarked on such partnerships for different
reasons, and many departments may already have
strong ties in this regard. Your rationale must first of all
be consistent with the basis upon which the department
embarked on such partnerships.

The rationale is the basis upon which the partnership
arrangements will be sold. Caution must be exercised to
ensure that all legal provisions of the partnership
conform with the original content.

Considerations for Policy Framework

1.Must establish an MOU which addresses all
requirements and legal provisions

2.Each partner must be familiar with the legal
frameworks which govern the activities of the other

3.DPSA and SAMDI/PSA will provide a framework for
such partnerships. Must ensure that all agreements fit
within their framework

4.Policies and agreements must not be too restrictive so
as to constrain operations and limit potential
effectiveness.

N
Risks & Responses
N In
Self-Assessment
N
1. There may be differences in views on
many of these items. Please respond
N to what is generally true.
2. Staff may have biases for reasons that
N are unrelated to prospective
partnership performance.
N
3. If status does not indicate a potential
advantage, the department may wish
N to enter as a third party in an existing
partnership.
N 4. Favourable or unfavourable status
may show over time.
N
N
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STRUCTURES AND FRAMEWORKS:

The basis of the partnership should be an MOU that is
negotiated between institutions. This MOU will serve
as the legal instrument which governs the partnership.
It must accommodate for all requirements and issues
which may arise. Because it cannot be all
encompassing, there must be flexibilty and a
willingness to renegotiate. The guidelines provided by
DPSA will address the most critical considerations to be
included in the MOU. While there may be one staff
member who takes responsibility for the operational
details, there must be a joint task team or board which
meets on policy and organizational matters.

IMPLEMENTATION ACTIVITIES:

1. Assess needs and requirements of partnerships to
be established.

2. Assess whether a partnership is necessary or
feasible.

3. Make contact with institutions to assess interest,
potential for adding value in terms of programmes
and services, general terms upon which
partnership is possible.

4. Assess partnership terms within one’s own
organization.

5. Develop draft MOU.

6. Revise and endorse within department and
negotiate with relevant institution.

7. Adopt MOU and establish organizational structures
and staffing arrangements to operationalize.

8. Plan programme and implement activities within
the partnership.

9. Monitor and evaluate operations on an ongoing
basis.

10. Restructure and renegotiate as necessary.

RESOURCE SUPPORT & NETWORKS:

Resources will be available from DPSA on the
establishment of partnership. As part of this, individuals
who will be able to assist with the establishment of
appropriate structures and protocols will be available to
assist on an ongoing basis. Sample MOUs will also be
available. Contact numbers and details will be noted.

HRD Resource Pack: Part 4

Risks & Responses in Structures &
Frameworks

1.The provisions of an existing MOU may not
work for you. Negotiate your own, or modify
one that is in existence.

2.Must use existing structures and positions as
much as possible.

3.There must be balance in representation,
power and within

4.All MOUs must have a fixed term with
provision for renegotiation and extension.

5.The anticipated outcomes of the partnership
must be clear.

Risks & Responses in Implementation

Activities
1.Proceed incrementally. Start  with
relationships with which there is ease of
operation. Do not work without the

established policy guidelines for such
partnerships.

2.Do not operate without MOUs and formal
policy agreements.

3.Be ready to make adjustments along the way.

Risks & Responses

1.Learn from the efforts and mistakes of others.
Review what others have done.

2.Seek consultative assistance from those that
have been successful.

3.Conduct collaborative review sessions with

other departments on a periodic basis
through HEIl partnership review and
conferences.
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STRATEGIC FOCUS AREA:

Capacity Development Initiatives

RATIONALE:
It is necessary to maintain a national approach and
standard for Public Service education. A

geographically dispersed Academy will improve access
to quality education for all in the Public Service.

POLICY & LEGAL FRAMEWORK:

The policy framework for this initiative will include
systems and processes and structures for the quality
assurance of courses as framed within the SAQA
legislation and organizational structure. It will also
include the legal mandate for the establishment of
SAMDI/Public Service Academy and the roles and
responsibilities envisioned therein. While both these
frameworks are already established, additional
guidelines associated with this initiative may be
necessary and will be collaboratively developed.
Consideration must also be given to the policy
frameworks which govern Provincial Public Service
Academies which are already established. These
academies are envisioned to function as part of the
collaborative network of Provincial Academies.

STATUS ASSESSMENT:

Self assessment here will focus on the extent to which
the organization is in a state of readiness to properly
use the services of the academy. Please reflect on the
questions which follow.

1. Does your province or your department currently
have an academy?

2. Does the academy meet all your needs for high
quality training?

3. Is quality training accessible in all geographic
regions of your jurisdiction?

4. Is quality in service delivery uniformity high ?

5. Are all courses offered responsive to the practical
realities of the Public Service?

6. Is there currently a high level of participation in
SAMDI/PSA courses?

7. Do you currently have access to quality training in
all areas relevant to your departmentally mandated
responsibilities?

8. Do you currently have policies to manage and
control access to and patrticipation in training?

9. Do you currently have MOUs with training
organizations to provide training?

10. Will participation in the Public Service Academy

affect associations and agreements already
established?

HRD Resource Pack: Part 4

INITIATIVES TO BE UNDERTAKEN

To establish a multi-campus Public Service Academy (PSA)
which will facilitate and coordinate nationally education
programmes for the Public Service that are of a high standard,
relevant and responsive with developments in the Public
Sector.

Considerations for Rationale Statement

Each department must develop its own rationale for
forging collaborative bonds with the academy. From a
policy perspective, it should be clear how the PSA will
add value to the department’s training operations.

Considerations for Policy Framework

1.The legal framework which governs all parties in the
collaborative relationship as part of the academy must
be considered.

2.In time, it will be necessary for new legislation to be
developed to govern the academy. This will result
from collaborative engagements.

3.Each entity must establish its own guidelines in
respect to its association with the academy. A guiding
framework will be established.

4.If efforts are not made to promote the academy
through legal provisions, its operation will be
constrained.

5.All legal provisions must be articulated and be
consistent to avoid duplication and conflict.

N Risks & Responses
In
N Self-Assessment
N 1. Some Departments may not be ready
to engage and, as a result, a state of
N readiness must be fostered.

2. There may be significant need for the

N services of the academy but lack of

capacity to fully and consistently
engage. In such cases, short term

N assistance may be provided.

3. Engagement without pre-assessment

N or reflection may create problems in
the long term.

N

N

N
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STRUCTURES AND FRAMEWORKS:

The Public Service Academy will be a geographically
dispersed collaborative network of training institutions
which will be coordinated through a central body to
promote uniformity in quality, relevance and
responsiveness. Each department’s relationship with
the academy will be governed through MOUs in respect
to training and mutual commitments in respect to
development, sustainability and promotion of an
effective and efficient Public Service. Each department
will benefit from the appointment of a Public Service
Academy Liaison.

IMPLEMENTATION ACTIVITIES:

1. Conduct self assessment.

2. Review policies, needs and skills development
offerings.

3. Assess offerings of the academy and possibilities
for assistance.

4. Re-negotiate standing agreement in respect to
training.

5. Programme PSA offerings and advocate.

6. Evaluate PSA offerings course by course and
provide input for modification. Offer course
materials where available.

7. Collaboratively develop programme plan and
workplace support initiatives.

RESOURCE SUPPORT & NETWORKS:

1. SAMDI/PSA can be used as a point of reference
for developments in respect to the establishment of
the academy.

2. The network of institutions in the academy will be
published and available course offerings will be
circulated.

3. There will be a register of accredited trainers for
the PSA. Note will be provided on their geographic
service areas and their areas of specialty.

4. An electronic workplace support structure will be

established for use by all participants in PSA
courses.

HRD Resource Pack: Part 4

Risks & Responses in Structures &
Frameworks

Already established associations for
training. These may be renegotiated.
Fragmentation of training  activities
promoting conflict in delivery. Must
promote uniformity through policies and
MOUs.

Existing academies will work to maintain
their existing structures and focus. Lack of
willingness to modify courses. Prior
arrangements must be established in
respect to working relationships.

PSA Liaison may be overloaded with other
responsibilities and may not be effective.
Roles and responsibilities of PSA Liaison
must be properly defined and adjustments
must be made in other assigned
responsibilities.

Risks & Responses in Implementation
Activities

Must create the foundation for working with
the PSA in an effective manner or run the
risk of short term and unsustainable
engagement.

To avoid the risk of excessive
fragmentation in training, it will be useful to
incrementally more toward a system of
training through the PSA network.

Risks & Responses

There must be a critical mass of supportive
institutions for the PSA to function
effectively. Each department must
endeavour to be part of this critical mass.

Support must be continuous, consistent
and sustainable. It must be readily
accessible. If this is not centrally and
effectively governed, there is a risk of
failure, inconsistency and inefficiencies.
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STRATEGIC FOCUS AREA:

Capacity Development Initiatives

RATIONALE:

Potential bodies establish criteria and processes to
build and manage the capacity of members of their
profession. The Public Service must use this capacity
where possible to ensure that staff are able to remain at
the top of their profession

POLICY & LEGAL FRAMEWORK:

The legal framework for the association with
professional bodies will be developed by DPSA. This
framework will embody the role to be played by the
respective departments, and it will provide guidelines
on the manner in which collaborative engagements will
be made operational. It must be kept in mind, however,
that each professional body will have its own
constitution, governance structures and legal
provisions. The Public Service institutions will generally
have to work within these established frameworks. The
multiplicity of operational frameworks must be properly
managed. Each department must have its own policy
structures for working with professional associations. In
many cases MOUs must be negotiated. But DPSA will
provide assistance in this respect.

STATUS ASSESSMENT:

Self assessment must be conducted to ensure that the
use of professional bodies will add value, and to ensure
that the organization is ready to use the services of
professional bodies.

1. Are there established professional bodies for
various occupations in your department?

2. Are these professional bodies perceived to add
value to practice in the various occupations?

3. Do employees currently have membership in these
bodies?

4. Are employees generally positive about the
professional associations for their occupation ?

5. Have you established formal association with any
of these professional bodies?

6. Wil current policies allow relationships with these
bodies?

7. Are there structures in place to ensure that
association with these professional bodies will not
promote further fragmentation?

8. Could the practice in the department meet the

standards of professional bodies without significant
tension and disruption in operations?

HRD Resource Pack: Part 4

INITIATIVES TO BE UNDERTAKEN

To use more productively the educational capacity and
role of professional bodies

Considerations for Rationale Statement

While a National framework will be established to
promote the services of professional bodies, each
department must formulate its own rationale for using
particular professional bodies in order to advocate the
role to be played by professional associations. In this
respect, a departmentally specific statement of rationale
will be useful

Considerations for Policy Framework

Each department must establish its own policy structure
for dealing with professional bodies and associations.
This will generally be handled through MOUs; but even
beyond these an overall set of legal provisions must be
put in place. Care must be exercised to ensure that legal
provisions do not constrain operations.

Risks & Responses
In
Self-Assessment

1. Establishing engagement with
professional bodies without prior self

N assessment will lead to shortfalls and

unsustainability.

N 2. Where there is lack of readiness or

appropriateness, associations with

these bodies should not be forced.

3. Association with, and operating within

N the guidelines of too many
professional associations may lead to

fragmentation in the long term if not
N properly managed.
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STRUCTURES AND FRAMEWORKS:

DPSA will establish the structure and protocols for
working with professional bodies. It must be noted,
however, that each professional body will have its own
structure and processes for managing its profession.
Each department will have to work with multiple
structures and must have the policy provisions for doing
so. It is expected that HRD units will manage relations
with professional bodies, and will strategically use their
services for the benefit of employees.

IMPLEMENTATION ACTIVITIES:

1. Conduct assessment of status and readiness.

2. Assess number of occupations with professional
associations.

3. Assess potential for value to be added by
professional associations.

4. Review policy guidelines provided by DPSA.

5. Initiate  association with key  professional
associations.

6. Formulate MOUs and operational particulars.

7. Assign responsibilities to units and individuals to
manage relationship to benefit the organization.

8. Seek and use services.
9. Evaluate services accrued and benefits accrued.

10. Provide feedback and make adjustments as
necessary.

RESOURCE SUPPORT & NETWORKS:

1. DPSA will provide policy frameworks and
guidelines.

2. Different departments should collaborate in dealing
with the same professional bodies. DPSA will
enable this collaboration.

3. Training will be provided to enable the
establishment of effective relations.

HRD Resource Pack: Part 4

Risks & Responses in Structures &
Frameworks

Totally new management structures must
not be established to risk fragmentation of
responsibilities.

Scope and alignment of HRD
responsibilities must be reassessed in
order to accommodate this.

It is necessary to operate within the overall
policy and operational provisions of DPSA
in respect to this. DPSA will take
responsibility for overall negotiations in
respect to engagements with professional
bodies.

Risks & Responses in Implementation

Activities

Do not institute too many relationships at
one time to risk over extension and failure.
Proceed incrementally.

Start with key associations that can add the
most value.

As responsibilities are transformed to
professional associations, ensure that they
are not undertaken elsewhere.

Train staff to engage effectively.

Operate within established guidelines.

Risks & Responses

All efforts should be made to avoid
competitive relationships between Public
Service organizations in working with
professional associations.

Departments should not submit to or
tolerate exploitation.  Pricing structures
should be negotiated in line with the cost of
alternative options.
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STRATEGIC FOCUS AREA:

Capacity Development Initiatives

RATIONALE:

In order to improve the practicality and relevance of
training to the job, more use must be made of training
methods that are in-house as a means of enhancing the
practical relevance of training and applicability of
training. In this respect, efforts should be made to
improve the delivery of induction, learnerships,
internships, mentoring and coaching and job rotation
among other methods. There are generally not well
managed in the workplace

POLICY & LEGAL FRAMEWORK:

Workplace initiatives include learnerships, internships,
mentoring and coaching, job rotation, training aftercare
intervention, among others. Of these, the only initiative
with a formal legal framework is that which is available
for learnership interventions. While there is a policy
framework and associated guidelines for learnerships,
the management of implementation is still not well
managed. Policy frameworks for the implementation of
workplace learning must be established in each
organization. Frameworks and guidelines will seek to
embody all the requirements and particulars that are
necessary for effective operations. The DPSA will
provide leadership in this regard.

STATUS ASSESSMENT:

The status assessment here seeks to determine the
nature of workplace training and the level of readiness
of the organization to change.

1. Workplace learning is a priority in the department?

2. Policies, plans and operations signal the priority
status of workplace learning?

3. A variety of workplace learning initiatives are
currently undertaken?

4. Overall most of the job related learning takes place
in the workplace?

5. Trainers accrue the intended benefits from existing
workplace initiatives?

6. There is significant application of workplace
learning to the requirements of the job?

7. Required staff are available to manage workplace
learning?

8. Staff are currently capacitated to manage
workplace learning?

9. The necessary facilities and resources have been
put in place for managing workplace learning?

10. Staff generally prefer to learn directly at the
workplace?

11. Managers support workplace learning?

12. Workplace learning is given preference over other
types of training?

HRD Resource Pack: Part 4

INITIATIVES TO BE UNDERTAKEN

To enhance the design, management and integration of
capacity development interventions in the workplace

Considerations for Rationale Statement

While there is a strong rationale for promoting workplace
learning, practically, it is an area that is difficult to
manage in reality. The rationale for workplace learning
must be sufficiently strong so that managers will take
more responsibility for its success. The rationale must
seek to promote the establishment of a culture of
learning in the workplace.

Considerations for Policy Framework

Policy frameworks and guidelines must be developed to
ensure the effective implementation of all workplace
learning within a set organizational culture and
understanding.

N
N Risks & Responses
In
Self-Assessment
N
N 1. Proceeding upon this initiative without
self assessment of readiness will affect
the potential for sustainability.
N 2. Assessment must be a collective
process. One person alone cannot
N determine readiness.
N
N
N
N
N
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STRUCTURES AND FRAMEWORKS:

Current workplace learning initiatives are managed
through the HRD unit along with other types of training
interventions though workplace learning is structured
differently and generally requires more attention.
Generally, one person should be assigned all
workplace-based  responsibilies to  coordinate
initiatives. The structure should allow for learning time
away from the work station; support from external and
internal entities and individuals; and, among others, it
should allow for building strong inter-unit linkages and
departmental learning cultures.

IMPLEMENTATION ACTIVITIES:

1. Assess the number of workplace initiatives in
operation.

2. Note relative success and outcomes of initiatives.
3. Note gaps in performance of initiatives undertaken.

4. Review DPSA policy guidelines for workplace
learning.

5. Establish proper management structures for
initiatives.

6. Initiate workplace learning operations.
7. Evaluate workplace learning operations.

8. Modify operations and continue to implement.

RESOURCE SUPPORT & NETWORKS:

1. DPSA will provide support in terms of frameworks
and guidelines for adoption.

2. Linkages must be established so that lessons can
be shared among organizations.

HRD Resource Pack: Part 4

Risks & Responses in Structures &
Frameworks

The manner in which workplace learning is
structured will affect its performance.

It should not be subsumed too deeply to be
overshadowed and overlooked. It should
be at the top of the organization’s priority.

The structure should also cater for inter-
unit collaboration within the department.

Risks & Responses in Implementation
Activities
Implement incrementally.

Start in areas where the current
arrangements will allow success.

Proceed incrementally as capacity and
resources will allow.

Seek to transfer some training options to a
workplace learning format

Train people to adopt practice and
implement responsibilities.

Risks & Responses
Individual and organizational networks can
be built over time.
Associated newsletters will be published.

Conferences will be held to facilitate
sharing.
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STRATEGIC FOCUS AREA:

Capacity Development Initiatives

RATIONALE:

Many of the courses that are offered by providers do
not have content that is relevant to the practical
requirements of the workplace. Most of these courses
focus on the theory rather than the practice and
practical requirements. As a result, performance does
not significantly improve after participation in training. It
is necessary, therefore, to ensure that more attention is
given to the workplace relevance and currency of
course content and course materials.

POLICY & LEGAL FRAMEWORK:

In a more general sense, the content and design of
course materials are governed through the legal
provisions and structures of SAQA. But the relevance
of content to the workplace is determined through the
authority exercised by the respective department over
the service provider. In this respect, each department
should have policy guidelines and requirements in
respect to the content of courses. This will ensure
ongoing updating so that courses are continually
responsive. These requirements must be well known to
all service providers.

STATUS ASSESSMENT:

The status assessment to be undertaken here is in
respect to the determination of the relevance of courses
and the assessment of the structures that are in place
to ensure the relevance of course materials.

1. The content of courses is generally relevant to
workplace requirements?

2. Course materials are collaboratively developed
with service providers?

3. Courses are periodically updated to reflect
changes in Public Service requirements?

4. The department has policies which govern the
relevance of course materials to practice in the
field?

5. The relevance of course content is assessed after
each training intervention?

6. Feedback of the relevance of course materials is
provided to service providers?

7.  Workplace learning is given preference over other
types of training?

HRD Resource Pack: Part 4

INITIATIVES TO BE UNDERTAKEN

To enhance the quality and workplace relevance of
course materials in Public Sector training

Considerations for Rationale Statement

All providers must be clearly aware of this initiative, and
must be willing to ensure its success. As part of the
advocacy strategy for this initiative a clear departmental
rationale must be developed and promoted.

Considerations for Policy Framework

1. The relevance of course content is determined through
the department’s relationship with the service provider.

2. The department should have protocols which govern
training. Among these should be pre-course
engagement with the department to ensure relevance
and appropriateness.

Risks & Responses
In
Self-Assessment

1. Proceeding on this initiative without

N self assessment will result in lack of
sustainability.

N 2. Readiness must be collaboratively
determined; and the manner in which
the department should proceed should

N be collaboratively undertaken.

N

N

N

N

-
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STRUCTURES AND FRAMEWORKS:

Each department should have an advisory group made
up of pertinent staff to assess the quality and relevance
of course material for training. This should be an
ongoing task group. Among their responsibilities will be
the preparation of a catalogue of approved course
materials; establishing liaison with providers to develop
and revise course materials; and, among others,
undertake initiatives to provide service providers with
feedback on the workplace relevance of their training.

IMPLEMENTATION ACTIVITIES:

1. Review guidelines and provisions from DPSA and
from the Public Service Academy.

2. Note areas of training where relevance to practice
is most critical.

3. Assess relevance of course materials.

4. Develop instrument to assess relevance of course
materials on an ongoing basis.

5. Establish task team or advisory group on relevance
of course materials.

6. Assess relevance on an ongoing basis.
7. Work with service providers to ensure relevance.

8. Promote ongoing revision through evaluation and
feedback.

RESOURCE SUPPORT & NETWORKS:

1. SAMDI/Public Service Academy will provide
leadership in this area and will be the point of
reference and information for quality and relevant
course materials.

2. The academy will also facilitate learning networks

and conferences for sharing progress and
developments.

HRD Resource Pack: Part 4

Risks & Responses in Structures &
Frameworks

Assessing the relevance of course
materials should not be an ad hoc job or a
once in a period activity. It must be an
ongoing activity.

There must be ongoing collaborative ties
with providers to ensure course materials
are updated.

Risks & Responses in Implementation
Activities

Use competency-based and outcomes-
based materials.

Implement incrementally and avoid risk of
revising too many areas at one time.

Train staff to monitor and evaluate.
Do not risk becoming too self assured and
comfortable. Update courses on an

ongoing basis as required.

Each department in each area should
understand its own uniqueness.

Risks & Responses
Use materials from a variety of service
providers.
Share materials and resources.

Create web sites for sharing creative ideas
on course development.
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STRATEGIC FOCUS AREA:

Capacity Development Initiatives

RATIONALE:

There are people at the lower levels of the occupational
ladder in the Public Service who do not have access to
a better life because of low literacy levels. ABET can
be used as a means of starting these employees on the
first rung of the ladder of qualifications. This is at the
core of NSDS and the Development Agenda of
Government. But this alone does not constitute an
adequate framework for ABET. ABET should be more
comprehensive and inclusive so that all staff at all
levels can benefit. Benefit could either be secured for
work or professional reasons or for personal
development to manage the challenges and day to day
requirements of one’s life.

POLICY & LEGAL FRAMEWORK:

There is currently a legal framework for the promotion
and adoption of ABET. The primary policy is the ABET
Act and associated policy papers and guidelines. But in
addition, the NSDS also highlights the importance of
ABET; as well as the various Provincial Growth and
Development strategies. Indeed, ABET is seen as a
critical feature of the development strategy of
government so that the necessary skills base can be
created in the population. Yet ABET programmes have
not generally had successful outcomes. More policies
and guidelines are needed at an operational level to
ensure the success of ABET.

STATUS ASSESSMENT:

The status assessment here relates to the current
quality and adequacy of ABET provision and to the
readiness to pursue a transformed ABET programme.

1.  ABET programmes are currently offered?

2. ABET learnerships are in place?

3. Participants successfully complete ABET
programmes?

4. ABET is programmed in a manner so that it is
relevant to the needs of all staff?

5. Resources are available to support ABET
programmes?

6. ABET learnerships are successfully implmented?

7.  Well trained ABET tutors are available where and
when they are needed?

8. A structure is in place to monitor ABET provision?

HRD Resource Pack: Part 4

INITIATIVES TO BE UNDERTAKEN

To use ABET in providing educational opportunities for
employees

Considerations for Rationale Statement

Efforts must be made to develop a departmental
rationale which can be sold to employees and which can
add value to the welfare and development of employees.
The rationale should focus on a transformed and
effective ABET where all can benefit and where lifelong
learning can be truly promoted.

Considerations for Policy Framework

1.Each department should have operational guidelines

instance, an ABET plan for the department could be
useful in programming ABET according to set
guidelines and requirements.

2.Departments must work with SETAs and within the
DoE in respect to ABET provision.

that should serve to strengthen ABET provision. For

Risks & Responses
In
Self-Assessment
1. Ad hoc ABET courses do not
N constitute an ABET programme.
Readiness to implement a structured
programme of ABET requires certain
N fundamentals to be in place. If
these are not in place then ABET
N will be wunable to provide a
programme of full service.
N
N
N
N
N
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STRUCTURES AND FRAMEWORKS:

There is no national structure and guidelines for ABET
provision in the Public Service. The structure and
policy framework will be put in place by DPSA. This
structure will serve as the basic approach to
establishing organizational arrangements and protocols
for the operation of ABET in the respective
departments. The ABET coordination role should be
located within HRD.

IMPLEMENTATION ACTIVITIES:

1. Assess the status of ABET provision in the
department.

2. Assess fraining needs for ABET and the core
requirements for essential provision.

3. Review policy guidelines and provisions by DPSA.

4. Allocate responsibilities within the department
assigned primarily to HRD unit.

5. Prepare an ABET plan for the department.
6. Prepare annual schedules for ABET programming.
7. Deliver ABET program in an equitable manner.

8. Monitor and evaluate ABET programming.

RESOURCE SUPPORT & NETWORKS:

1. Support learning networks could be developed at
the individual and institutional levels. Guidelines
will be provided by DPSA.

2. ABET learning networks are currently available, but

its adequacy for the Public Service must be
assessed.

HRD Resource Pack: Part 4

Risks & Responses in Structures &
Frameworks

1. In light of the provisions of the strategy,
there is a risk of establishing too many sub-
structures for HRD functions and
responsibilities.

2. It is necessary, however, to rationalize the
structures and arrangements for HRD so
as to ensure that all responsibilities are
properly accommodated and executed.

3. A serious programme of ABET for a
department is a significant undertaking.

Risks & Responses in Implementation
Activities

1. Build a comprehensive programme and
avoid the risk of ad hoc programming.
Develop an ABET plan.

2. Develop incrementally. Work within the
framework of the resources available.

Risks & Responses

1. Support and learning networks must be
appropriate for the Public Service or poor
guidance and sub-optimal practice will
result.

S
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STRATEGIC FOCUS AREA:

Capacity Development Initiatives

RATIONALE:

A review of the HRD strategy indicated that managers
in general are unable to undertake their responsibilities
in HRD. HRD delivery sometimes breaks down
because line mangers are unable to manage the
development of their staff. ~Some are unable to
understand the importance of HRD for improving
performance. In addition to a general programme in
leadership and management development, managers
should be coached in HRD. One of the key areas of
effort for the effective performance of the Public Service
is the promotion of effective leadership and
management. This as a result, is one of the key areas
of emphasis of the strategy.

POLICY & LEGAL FRAMEWORK:

The HRDS promotes leadership and management
development as a key area of effort on the
transformation agenda of Government. While there is
no formal legal framework for management
development, the DPSA and SAMDI/PSA currently
provide guidelines and support for management
development interventions. This, however, cannot be
fully effective unless the respective departments have
plans and strategies for management development.

STATUS ASSESSMENT:

Status assessment here focuses on both the capacity
of managers and the systems and processes that are in
place for promoting effective programmes of leadership
and management development.

1. The department has an established plan and
system on management development?

2.  Management development is linked to PMDS?

3. DPSA’s competency framework for managers is
utilized as a frame of reference?

4. All managers are effective leaders?

5. Managers are consistently effective in managing
the development of their staff?

6. Performance outcomes are evident in managerial
effectiveness?

7. All managers have succession plans for their
positions?

8. Management training is oriented to practice and
practical realities?

HRD Resource Pack: Part 4

INITIATIVES TO BE UNDERTAKEN

To promote leadership and management development
programmes in general, and programmes that are
targeted to the HRD competence of line managers

Considerations for Rationale Statement

The department’'s rationale should promote an
understanding that management development is
intended to enhance performance and service delivery.
Leadership is a key component of organizational
performance and a critical area of weakness. More
proficient managers must be developed on an ongoing
basis.

Considerations for Policy Framework

Management development programming must be
comprehensive and properly articulated. It must be
linked to PMDS, and it must embody the HRD
responsibilities of managers. Development of human
capital in the organization is more essential than the
development of any other capital asset. It is a critical
responsibility of all managers and should be taken
seriously.

Risks & Responses
In
Self-Assessment

1. When managers evaluate their own

N effectiveness, their assessment may

have a positive bias.

2. Ensure that management

effectiveness is evaluated on a

N “360° basis” where all staff and

clients have input.

3. There is a risk of providing

management training without
N positive performance outcomes.

PMDS is a key here to focus

management development.
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STRUCTURES AND FRAMEWORKS:

DPSA and SAMDI/PSA provide structures and
frameworks for management development and there
are unit standards for management development
programmes under SAQA. Yet, such programmes are
not complete without the unique content related to
particular areas of performance in the Public Service
and are not fully effective unless addressed in an
articulated and comprehensive manner. Management
development is not the courses, per se, but the profile
of management talent in the Public Service. Structures
must be in place so that there are not gaps when there
is attrition.

IMPLEMENTATION ACTIVITIES:

1. Assess the adequacy of management development
programming in the department.

2. Assess the capacity of managers and their
developmental needs.

3. Prepare a management development plan for the
department.

4. Link management development planning and
programming to PMDS.

5. Establish programmes and schedules for
management  development  which includes
mentoring and coaching.

6. Offer programmes and monitor and evaluate.

7. Assess impact of training on performance of
department and respective units.

RESOURCE SUPPORT & NETWORKS:

1. SAMDI/Public Service Academy will provide
leadership in order to ensure a strong base of
supportive programmes, institutions and networks.

2. A support guide will be made available so that

comprehensive programmes can be developed.
Professional associations may assist in this regard.

HRD Resource Pack: Part 4

Risks & Responses in Structures &
Frameworks

1. The key risk here is ad hoc management
training that is not developmental and not
related to PMDS.

2. Each department should have a
comprehensive management development
plan which seeks to assure effective and
performance targeted management and
which seeks to ensure continuity in the
availability of management talent.

Risks & Responses in Implementation
Activities

1. The risk here is being ad hoc.

2. Itis necessary to implement in a systematic
manner. The plan is essential for
promoting relevance and for ensuring
effectiveness, responsiveness and
efficiency.

3. It will be necessary to follow DPSA
guidelines in this regard.

Risks & Responses
1. The risk here, again, is the potential for
fragmentation and ad hoc delivery.
2. Leadership is needed to focus support on
the correct areas where value can be

added.

3. The support guide will assist.
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