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Abstract

A SYSTEMIC MANAGEMENT
APPROACH TO SKILLS DEVELOPMENT
WITHIN AN ORGANISATION

The Skills Development Act has recently become law in South Africa. The act seeks to develop and
enhance the skills of the workforce and proponents argue that it encourages companies to become
learning organisations. Under this law, employers are obliged to pay a skills development levy. The levy
is essentially a tax, a portion of which can be reclaimed depending on the type of training a company
undertakes. The purpose of this project is to explore the implementation of skills development within
the new paradigm created by the legislation.

One of the challenges that the new paradigm creates is that the Act is without precedent in South Africa.
This presents problems for those implementing a skills development strategy, based on the Act, because
there are very few local examples to follow. Internationally, there are instances of Skills development
legislation and one of the questions I began the research with was whether these models would be
applicable to the local context. At the start of this project the field of skills development, beyond the
standard training programs, was relatively new to me as a manager. Being a newcomer, T was faced with
the danger of using too mechanistic an approach to the problem. A mechanistic approach to skills
development, an approach which fails to see skills development in as part of a broader context could be
detrimental to implementation. Proponents of the act claim that it encourages companies to become
learning organisations and I also began by questioning this claim.

I have taken a qualitative research approach to skills development challenge. I believe that the
qualitative approach is more appropriate to the topic mainly because it’s focus is away from the
traditional statistical type of analysis and more towards the analysis of intentions, beliefs and the words
that convey these qualities. Qualitative research is geared more towards social systems study. The
approach is also one of action research with the intention of deriving benefit not only for me but also for
those involved in the project. Consequently, I sought not only to research the topic but also to bring
about improvements in the situation, both for myself and for the organisation.

The focus of this project is two-fold. The project has a broad area of concern, which is my own
management practice, and a field of focus for the research, and this began as skills development in an
organisation. In the spirit of Action research, I have tried to achieve results both for myself and for the
organisation where the research was conducted. Concerning my own management practice, I began by
questioning my own approach to managerial problem solving.

The research into the field of focus begins with the development of a training database to fulfil the
requirements as laid out in the Skills Act. The initial results from the database form part of the first
cycle of the research project. The seconds learning cycle begins with the formation of a Skills
consultative Forum at the organisation. The results of the database are placed into context within this
forum and also within the expanding context of other developments at the organisation. Employment
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Equity, the formation of an Export venture and Activity Based costing served to expand the context of
the research project and impacted upon the Skills Development process. During the course of the second
cycle I began to question the relationship between skills and competence and also what was required for
development to take place. The final cycle of the project explores these questions in greater detail. The
project ends with a management model for competence development (result for the organisation) and a
revised model for managerial problem solving (result for myself).

One of the features of qualitative research is the emergent design process. In this approach, data
collection and analysis are simultaneous and ongoing activities that allow for important understandings
to emerge or be discovered along the way. As meaning expands, the project is refocused accordingly.
Hence, the initial questions that I started the project with, evolved. In the course of the project, I began
to ask how skills development is related to competencies and what drives development in an
organisation. Hamel and Prahalad [27] argue that a key challenge in competing for the future is to pre-
emptively build the competencies that provide gateways to tomorrow’s opportunities. They also
conceive of competition for the future essentially as competition for competence. Their view of the
future competition is thus combination of building and acquiring competence. The focus of this project
evolved from implementing skills development into questioning how organisational competence can be
built.

The results of the project are also two fold. The primary outcome of the project is my model for
managerial problem solving. This model, as shown in figure 35, represents my approach to problem
solving. The model incorporates three interrelated components, Problem formulation, Systems Thinking
and Qualitative\Quantitative Research. The model is shown to be one aspect of leadership. Research
into the building of competence resulted in a model that was developed by the managers at the
organisation. The model is an answer to the question of how best to enhance the skills development
process. It should also be noted that, in the spirit of qualitative research, the model is seen as a
representation of the beliefs, values etc, of those who developed it and I have not attempted to argue that
it is a generic model. Rather, I have explored the meaning of the model for those who developed it. The
model for competence is also supplemented by the training database as discussed in the final reflection
of this report.

In the course of this project, my approach to managerial problem solving and change management
developed and qualitative research facilitated this developmental process. A narrow focus on skills
development was broadened into a more comprehensive view of nurturing competence in the
organisation. The underlying factors that the management team views as driving competence were
brought to the fore and are currently part of a debate at the organisation. Mentorship was highlighted as
one of the leverage points for the skills development intervention and the database that was developed
during the course of this project is proving to be an invaluable tool in this process. The extension of the
database into other areas of the business such as Activity based costing is also serving to enhance the
competence debate.
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Thinking and QR and hence a separate chapter. The Chapter on Change also forms the bridge between
the broad area of concern in the project, my management practice, and the specific field of focus, Skills
development, which is dealt with in chapter 4.

The intervention itself is explained in chapter 4 which begins with a background into context i.e. Skills
Development, and then describes the three phase process of the project. It should be noted at this point
that part of the paradigm of Qualitative research is that is emergent design. Hence as the project
evolved, so my understanding of the subject and the area of focus of the research, also evolved. This
path was skills----> Competence--->Competence Nurturing. Thus theory, pertaining to the field of
focus, is also presented in chapter 4 as part of showing this process of emergent design. This theory
pertains to the development of the Competence model which, as described above, is the field of focus,
within the broad area of concern, in this case, management practice. The final chapter of the report is an
evaluation of the project as a whole and on the two models that were developed during the project. My
model for managerial problem solving is also refined in this chapter as part of the final reflection and a
revised version of the model is shown in figure 35. This reflection is final only it terms of this report
and as I continue to practice as a manager I assume at this point that learning will continue and the
model will be refined accordingly - the learning does not stop.

1.4 Summary

In this chapter I have described the background to this project and presented the two arguments central
to my thesis. I have also described the structure of this thesis. In the following chapter, I present a
model for managerial problem solving. This model forms the theoretical basis of the project.
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bridge the gap between desired and actual results. This research into problem solving focussed on
clearly structured, puzzle like problems, that, as Simon reflects [47], were easily brought into the
(psychological) research laboratory. Current research into problem solving attempts to gain an insight
into the problem solving process where goals are complex, ill defined and where the nature of a problem
evolves in the course of attempting a solution. These types of problems evidenced in many human
institutions and businesses and hence this provides the ideal laboratory of the development of a problem
solving model.

The following section presents a model for organisational prablem solving. The basic framework of the
model is first presented and then each part of the model is described in detail in the sections thereafter.
The sections of the model are then synthesised at the end of this chapter. Chapter Three describes my
approach to Change Management. I argue that change management is part of the essence of the problem
solving model and hence this chapter serves as a bridge to the actual implementation and testing of the
model which forms the content of Chapter Four, the research topic at hand, a Skills Development
process within an organisation-Chapter Three.
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2.1.2. Problem Formulation.
Mitrov [1] observes that many organisations devote a lot of energy to solving the wrong problems
precisely and in the most efficient way. The following four-step process is recommended [1]:

1. Acknowledging or recognising the existence of a problem
2. Formulating/defining the problem.

3. Deriving the solution to the problem.

4. Implementing the solution

An important stage in the problem solving process is the definition stage. There is the wise saying that *

the person who controls the definition of a problem controls its solution.” Or “a problem well put is half
solved”. From the world of systems thinking, there is also the well-known phrase it is better to get the
wrong answer to the right question than to get the right answer to the wrong question"[3]. All of these
statements allude to the problem definition stage and that solutions are very often limited by their
problem definitions. Simon [47] argues that the way in which problems are represented has much to do
with the quality of the solutions that are found. In reaching a problem definition, the following strategies
are recommended:

1. Pick the Right Stakeholders

Never make an important decision or take an important action without challenging
at least one assumption about a stakeholder; also, consider at least two
stakeholders who can or will oppose the decision or actions.

2. Expand Your Options
Never accept a single definition of an important problem; it is vital to produce at
least two very different formulations of any problem deemed important.

3. Phrase the Problem Correctly.

Never produce or examine formulations of important problems phrased solely in
technical or human variables; always strive to produce at least one formulation
phrased in technical variables and at least one phrased in human terms.

4. Expand the Problems Boundaries,
Never draw the boundaries of an important problem too narrowly; broaden the
scope of every important problem up to and just beyond your comfort zone.

S. Be Prepared to Manage Paradox.

Never attempt to solve an important problem by fragmenting it into isolated and
tiny parts; always locate and examine the broader system in which every important
problem is situated; in many cases, the interaction between important problems are
more important than the problems themselves.

Table 1: Five Strategies for Avoiding Selving the Wrong Problem Precisely
Extract from Mitrov [1]
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The strategies in the previous table have been grouped together for discussion in the next section —
multiple perspectives. Mezirow [51] argues that "perspectives provide principles for interpreting”.
Muitiple perspectives are a crucial part of problem solving and the process involves drawing in
stakeholders and viewpoints, as an essential starting peint in the problem solving process. Simon [47]
reflects that the task of setting an agenda is of utmost importance because both individual human beings
and human institutions have limited capacity for dealing with many tasks simultaneously. This could be
interpreted as team work but also has broader ramifications as described in the following section.

2.1.3. Stakeholders and Multiple Perspectives

In forming a problem definition, stakeholder participation is extremely important from two perspectives:

1. The involvement of the stakeholders allows for the problem statement to be reviewed and other
opinions solicited. What may seem an insurmountable problem for one person may be the wrong
problem to work on for another person. Stakeholders must first acknowledge that a problem does
indeed exist and is worthy of managerial effort.

2. Implementation of solutions is very often hampered due to lack of buy-in. This means that one of
the stakeholders has not been involved in the problem definition stage and therefore refuses to
participate in any proposed solution. A possible cause of this could be that the stakeholder holds
the perception that the wrong problem is being addressed.

The process of drawing in stakeholders with the aforementioned factors in mind is known as multiple
perspectives. The power of multiple perspectives lies in the fact that the perspective on the problem is
widened. This can contribute towards minimising the possibilities of treating problem symptoms and not
causes.

Multiple perspectives also provide a filter for assumptions and beliefs. Mitrov [1] argues that
assumptions must be challenged in order o reach a problem definition. This can be a difficult phase and
a level of maturity is required to embark upon this task, whether in the individual, team or organisational
setting. The testing of assumptions common theme in this project and is referred to later when the
subject of learning organisations is introduced. Mitrov suggests that when one begins the problem
definition stage, that ones own assumptions about stakeholders should also be challenged. For example,
a manager may assume that a certain group of people may have no interest in a problem. Simply asking
these individuals whether they are interested or not is one way to test this type of assumption. Another
advantage is that individuals may have a particular insight into a problem and this insight could be
useful in reaching a more effective problem definition. This sharing of insights is referred to in the
above table as “Expanding the Boundaries”. Mitrov recommends that the problem solver should attempt
to expand the problem boundaries just beyond his\her level of comfort with the boundaries. Assuming
that a certain group of people are not interested often leads to a lack of willingness to share insights, in
the best case. The worst-case result occurs when a group of stakeholders are insulted (in this case by
being ignored) and this will have serious repercussions on the impact and sustainability of any proposed
solutions. Hence, the objective of testing assumption is to widen the perspective on the perceived
problem. This will then lead to revision of the problem definition, if required.

Certain basic questions that challenge assumptions are:

What business are we in?

What business should we be in?

What is our mission/vision/values?

What should our mission/vision/values be?
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The Existential Perspective,

This concerns the philosophical and ethical aspects of a problem situation. Basic assumptions are often
questioned with a view to identifying the causes of problems. Issues such as justice, meaning and
purpose are identified and dealt with in terms of the stakeholder analysis as described above.

The Systemic perspective.

This perspective is concerned with the broader system within which the problem is initially found.
Patterns of behaviour are important in assessing whether there are subtler influences on the problem
than initially perceived. This perspective is dealt with in more detail later on.

Picking of the correct stakeholders and drawing them into the problem formulation stage i.e. the
beginning of a project is crucial to managerial problem solving, as described above. Each person brings
their own unique perspectives on a problem and these perspectives serve to widen problem definitions
and hence expand options - see Table 1. In phrasing a problem and reaching a definition, paradox can be
a stumbling block and it is important to take cognisance of this in the formulation process.

2.1.4 Managing Paradox- Nothing fails like success.

The transition from the industrial age to the systems age, along with an increasing education level in the
general workforce, is causing a swing away from the mechanistic and organismic view of the
organisation, to one characterised as a social system. Social systems are systems that have purposes of
their own, are made up of parts that have purposes of their own, and are parts of larger systems that also
have purposes of their own. These larger containing systems include other systems that have purposes of
their own (Ackoff [9]). Systems practitioners agree [30] that one of the characteristics of the systems
age is paradox. An understanding of paradox is vital if problems are to be addressed effectively. So what
then is paradox?

A paradox is a self-contradictory statement. In logic, paradoxes arise when all of a set of premises are
asserted to be true but the conclusion deduced from these premises negates one or more of them. The
best-known paradox is that of the Liar, where Epimenedes, the Cretan, claims 'all Cretans are liars'
(Cretans never speak the truth). However, Epimenedes, being a Cretan, must have lied when making this
claim, so if it is a lie (false) then it must be true. If Epimenedes spoke the truth when he made the claim
then he is a truthful Cretan, so if it is true then it must be false [14]. Paradoxes may also occur when any
set of beliefs generally accepted as true lead to self-contradictory conclusions. Another potential
example of paradox from the world of natural systems is illustrated below.

"Nothing fails like success.”

Life starts in the sea. There it attains to an extraordinary efficiency. The
fishes give rise to types, which are so successful (such, for instance as the
sharks) that they have lasted unchanged until today. The path of ascending
evolution did not, however, lie in this direction. In evolution Dr Inge’s
aphorism is probably always right: “Nething fails like success”. A
creature which has become perfectly adapted to its environment, an animal
whose whole capacity and vital force is concentrated and expended in
succeeding here and now, has nothing left over with which to respond to
radical change. Age by age it becomes more perfectly economical in the

way its entire resources meet exactly its current and customary
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opportunities. In the end it can do all that is necessary to survive without
any conscious striving or unadapted movement, It can therefore beat all
competitors in the special field; but equally, on the other hand, should that
field change, it must become extinct. It is this success of efficiency that
seems to account for the extinction of an enormous number of species.
Climatic conditions altered. They had used up all their resources of vital
energy in adapting themselves to things as they were. They were over-
committed, could not readjust, and so they vanished.

Gerald Heard [55]

Paradox is a characteristic of many systems. The contradictions that are presented by a paradox may
force one to reject some accepted belief or to find a way of dissolving the paradox, perhaps by re-
interpreting the original beliefs, the conclusion, or the method of argument. Management of paradox
requires an acceptance that beliefs and assumptions need to be challenged as part of the problem solving
process. It also requires the ability to recognise and accept that paradox is often the norm and not the
exception and as such cannot be solved but rather managed within acceptable limits.

Problem Solving, Paradoxes and Mess Management.

“T have found that philanthropy is riddled with paradoxes and unintended
consequences. For instance, charity may turn the recipients into the
objects of charity. Giving is supposed to help others, but in reality it often
merely serves the ego gratification of the giver”.

George Soros [54]

A typical business paradox is that growth equals development. The paradox presented here is, as Ackoff
[9] argues, that garbage heaps grow but they don’t develop. Thus, growth equals development, is not
always the case. In the Systems age (see next section), parts of an organisation are recognised to be no
longer self-standing, but rather tightly coupled. Since the English language has no word for a whole
series of interconnected problems, many practitioners have adopted the word “mess”. Russel Ackoff [9]
argues traditional problem solving focuses attention upon bits and pieces of organisations and thereby
leads us to adopt policies and carry out actions that often make the original situation worse. He suggests
that typically we do not face discrete ‘problems’ but rather we face interlocking sets of problems that
can be separated only by artificially carving the organisation into pieces. Thus, instead of focussing on
problem solving, mess management should rather be emphasised. A typical repercussion of this
approach would be the recognition that “today’s solutions often become tomorrows problems”. This
means that, for example, if a new machine is introduced to improve production, and hence solve one
problem, eventually the machine will become outdated and become a problem for the rest of the
production system.

The first node of my approach to managerial problem solving as presented in figure 2 - Problem
Formulation - has been described above. I argue that picking of the correct stakeholders, acknowledging the
problem and drawing them into the problem formulation stage, i.e. the very beginning of a project, is crucial
to managerial problem solving. Certain pitfalls in the process of reaching a problem definition are also
highlighted such as the language used to phrase a problem statement and the inevitable paradoxes that one
finds in many problem situations. My approach to paradox is one of consciously recognising paradox and the
assumptions that contribute to it. If and when this is achteved, paradox should be managed rather than
attempting to solve or eradicate it in the problem solving process. However, formulating a problem does
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not solve it. In order solve a problem, the model shown in figure 2 requires that Systems Thinking also
be applied.

2.2, Systems Thinking.

The second node of the model for problem solving is called Systems thinking. Systems’ thinking was
touched on briefly in the previous section (see figure 3) but the principles of Systems thinking form a
much broader part of a holistic approach to problem solving, as advocated in Figure 2.

Systems thinking is defined as the art, science and practice of recognizing that everything is part of a
greater whole, with all parts interacting. Problems that lend themselves to Systemic thinking include
recurring problems, problems with unsustainable solutions and problems that have long and troubled
histories [45]. System thinking therefore readily finds application in management practice, where the
aim is to find leverage points for maximum effective action. Systems’ thinking does not encourage the
typical laundry list type approach to problem solving in complex systems. Complex systems can be
defined by the following characteristics[29]:

Complex systems tend to be dynamic, self-stabilizing and self-organising

Complex systems are or appear to be purposeful and are probabilistic

Complex systems (like simpler systems) are capable of using feedback to modify their behaviour
Complex systems are open and can modify and are modified by their own environments
Complex systems are capable of replicating, maintaining, repairing, and reorganizing
themselves.

Furthermore, complex systems exhibit a number of strengths and weaknesses. Conflicting goals
between parts comprising the complex system is common. Feedback is often distorted and a loss of
predictability is often experienced. The dilemma of centralization versus de-centralization becomes
evident.

To ensure a thorough approach to problem solving with complex systems, Systemic problem solving
requires the following four steps [45]:

System analysis: A common-sense analysis of what, why and how is developed. The objectives of the
system under study are defined and data collected on its performance. It is particularly important to try
and identify patterns of behaviour in order reach an understanding of the underlying systemic structure.
System design: A model is built and used to simulate and explore ways to operate the system.
Implementation: The results of the study are presented and based on the approval of these results by the
relevant stakeholders, optimisation of the system is sought.

Operation: The optimised system is handed over to those who will operate it on a routine basis. Care is
taken to avoid inefficiency and misunderstanding.

These four steps are similar to the steps recommended by Mitrov (see pg 6) although much of Mitrov is
devoted to the phases leading up to systems design i.e. stakeholder buy-in etc. It should also be noted
that handover does not imply that those who are operating the system are presented with something in
wrapping paper. The problem formulation node of the problem solving model requires that all
stakeholders are drawn into the process at the very beginning. This means that those who are required to
operate any system are involved right from the beginning. A systemic approach to this is presented
later in this section (fig. 15).
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When faced with a complex problem, the question as to whether the systems approach will be of benefit
or could delay the process can be answered by looking for the following three characteristics.

1. Policy resistance:

A policy statement incorporates four components — the goal of the decision point, the observed
conditions as a basis for decision, the discrepancy between goal and observed conditions, and the
desired action based on the discrepancy. Forrester [45]

Complex systems tend to resist attempts to change their behaviour.

Policy resistance occurs when managers experience and witness short-term improvements as a result
of new policies, only to find the same problems recurring. Policy changes are often ineffective
because they are based on a non-systemic understanding of problems. Senge identifies compensating
Jfeedback as one of the main reasons for this occurrence. A problem is defined in terms of its most
obvious symptoms and these symptoms are then treated. This results in the problem reoccurring and
the classic "vicious cycle” — the problem’s underlying cause has not been identified and the wrong
aspect of the problem is receiving attention.

Senge also warns against interventions resulting in befter-before-worst behaviour and interveners
getting caught up in a reinforcing spiral of intervention. There has to be a clear distinction between
cause and effect, which are often not clearly related.

2. The nature of causality:

Here the essence of the systems perspective is that problems arise due to the inferactions of different
parts of a system. The system itself causes its behaviour and people are often the most important part
of the system. Furthermore, the systems perspective focuses on the underlying structure of
interrelationships among reinforcing and balancing loops which form the character of the system.

Often managers assume that cause and effect relationships are obvious to identify and closely related
in time and space. A systemic perspective does not make this assumption.

3. Leverage points:

A systemic approach distinguishes between high- and low- leverage policy changes. Understanding
the systemic causes of problems in a complex system reveals high-leverage points, which will result
in long-term changes. The difficulty arises when these causes are often non-obviously related in time
and space.

4. Mode of Behaviour.

Every system has two fundamental modes of existence and behaviour: stability and change. When
designing an intervention, it is important is understand what the current mode of behaviour of the
system 1s. Change management is explored in further detail in the next chapter.

Systems practioners stress that it is important to realise that there is never a single right answer to any
question. Senge [4] argues that a system should not be redesigned through focusing on its parts, but
rather, the whole should be viewed together. This approach could also be termed holistic and this,
together with role of causality are the key concepts of Cybernetics.
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The Jungian dimensions find application not only in assessing the psychology of those involved in a
problem situation but also the relevant politics. The politics within organisations, particularly in
unionised environments that most large organisations deal with, invariably has an impact on any
planned intervention. Consultation and participation are important factors here and stakeholders must be
correctly identified and involved. The psychology of those who hold the power within any situation will
determine their sway over the situation. The Jungian dimensions provide a means of assessing the
psychology of individuals. Hence understanding of individual psychology and it's effect on the politics
can lead to an improvements for both the problem formulation process and the implementation of any
solution.

In the preceding section, I argued that problem formulation must be supplemented by systemic thinking
when approaching managerial problems. These are two of the three nodes in my model for problem
solving (figure 2). Systems thinking and, more particularly, Cybernetics provides a manager with more
than just tools but it provides powerful methods of analysing and reducing the complexity and variety
that are inherent in many problem situations. Systems thinking widens the perspectives on a problem
and yields a more holistic view of the problem. In this way systems thinking complements the approach
to problem formulation as advocated by Mitrov [1] - table 1 - and others. The causal approach inherent
in systems thinking reveals the interplay between the various factors in a problem situation and allows
one to view not only the isolated parts of the problem domain but, of equally importance, the
relationship between these parts. In this way, the boundaries of a problem are expanded and alternatives
can be explored in greater depth. Cybernetics allows a manager to organise effectively. This
organisation can be applied to both the team that is facing a problem (e.g. are we as a team organised to
face this problem? What are our rules and policies as a team? Is our implementation of a solution
supported by a strong policy and strategy? etc) and to the problem itself (e.g. how are the various parts
of this problem organised and related to one another? What controls are in place and policies regulate
them?). Clemson [3] states that in using the Cybernetic approach "it is better to get the wrong answer
to the right question than to get the right answer to the wrong questions". In formulating a problem
definition many questions from many differing perspectives need to be asked and one should also leave
room for the fact that the problem definition will evolve according to the route that the intervention
follows and the reactions of the various stakeholders to the events as they unfold. This is an integral
theme of the Qualitative research method, which constitutes the third node of the problem-solving
model. The following section introduces the concept of Qualitative research and describes how this is
related to the systems thinking and problem formulation nodes of the model shown in figure 2.
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2.3. Qualitative Research

Qualitative research (QR) is the third and final node of the problem solving model shown in figure 2.
QR examines the relationship between the knower and the known. This relationship is seen as
interdependent. Meaning is central to qualitative research. Meaning is taken to be joint and multiple i.e.
joint in that it arises from the relationships within a situation and multiple in that it can be understood
from many different perspectives (see figure 6).

Assumption Question Quantitative Qualitative
Ontological What is the nature of Reality is objective | Reality is subjective
reality? and singular, apart | and multiple as seen
from the researcher. by the participants of
the study.
Epistemological | What is the | Researcher is | Researcher  interacts
relationship of the | independent from that | with that being
researcher to  that | being researched. researched.
researched?
Axiological What is the role of | Value-free and | Value-laden and
values? unbiased. biased.
Rhetorical What is the language | Formal, based on set | Informal, evolving
of research? of definitions, | decisions, personal
impersonal voice, | voice, accepted
quantitative words. qualitative words.
Methodological | What is the process of | Deductive process. | Inductive process
research? Cause and effect. | Mutual shaping of
Static design- | factors.
categories isolated | Emergent design  —
before study. categories  identified
during research
process.
Table 2: Philosophical approaches to Research [2].

Quantitative (or traditional) research is based on observations that are converted into discreet units that
can be compared with other units by using mathematical methods. The focus of this research approach is
primarily concerned with the explanation and prediction of observable events. Qualitative research
(QR), on the other hand, examines people's words and actions in narrative or descriptive ways more
closely representing the situation as experienced by the participants [2]. This makes QR a more
amenable approach in the research of social and organisational phenomena. In this type of approach, the
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meaning events have for those being studied is of greater importance. The type of questions that are
asked at the outset determines whether the research is qualitative or quantitative in approach. The
qualitative approach starts out by examining existing paradigms or worldviews of the stakeholders in a
particular setting. What is the nature of reality? What role do values play in the overall picture? How
does this fit in? How does the process of observing effect the observed? Here, paradigm is taken to
mean a set of overarching and interconnected assumptions about the nature of reality. The qualitative
researcher (QR) questions these assumptions and the meanings that these assumptions give to the
context. The questions given in table 2 as well as those given in the problem formulation section (2.1.3)
are typical in this regard. QR also attempts to establish patterns in the observable data. Pieces of a
pattern that do not fit are of particular importance and this is elaborated on by Kuhn (the Nature of
Scientific Revolutions). The recognition of patterns of behaviour is also a strong characteristic of
systems thinking [4] and the process whereby a observation effects and is affected by that being
observed are key features of Cybernetics [3]. Thus, QR complements systems thinking. The following
section explores the QR approach in greater detail.

QR values context sensitivity, that is, an understanding of the phenomena in all its complexity and
within a particular situation and environment. The traditional research method is orientated towards
verifying what has already been discovered [2]. The QR approach departs from this method in that the
orientation is towards the discovery of salient propositions i.e. pieces of a puzzle that pieces don't fit.
The question of why they do not fit is also of great importance. The QR paradigm also departs from
traditional research in its assumptions about the nature of change. In the traditional approach, piece of
the puzzle are assembled one at a time, whereas in the QR approach, growth of a model is favoured (a
process also known as morphogenesis). This means that meaning evolves from an understanding of the
research topic. This is also known as emergent research design. In this approach, data collection and
analysis are simultaneous and ongoing activities that allow for important understandings to emerge or be
discovered along the way. These understandings would be for both the researcher and the other subjects
of the research study. These new understandings can then be pursued in additional data collection
exercises. In emergent design, not all the specifics of the study can be outlined in advance. Rather,
important leads that are identified in the early stages of the research project can be pursued by asking
new questions and observing new situations within a richer context. All the while the researcher needs
to be aware that the process of observing and interacting is having an effect on the subject matter and
visa versa.

Qualitative research has sometimes been called naturalistic research because the natural setting is the
place where the researcher is most likely to discover what is to be known about the phenomenon of
interest. This is in contrast to the traditional research method where much time is focussed on isolating
variables and reducing environmental effects. Qualitative research attempts to understand and observe
systems, particularly social systems, in their natural environment and thus gives cognisance to the effect
that the environment has on the object of study. This is elaborated on in the section below — Indwelling.

2.3.1 The OR approach — Indwelling,

The nature of QR, as described above, requires a unique approach on the part of the researcher.
Qualitative researchers tend to view the traditional (quantitative) research techniques of] say a scientific
research project, as cold, distant and separated, where the researcher attempts to be as objective as
possible. This approach, QR's ([2]) argue, may be appropriate for inanimate objects but does not bode
well for research into social systems. Hence, QR is characterised by a different approach to the research

and an attitude on the part of the researcher which is best described as indwelling. This means to
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exist as an interactive spirit [2]. Introspection and meditation on the subject (to live within) become
important. By understanding the impact that the research topic has on the researcher, and visa versa, the
process of understanding meaning and interpretations can be better understood. QR, when used in the
social systems arena, also requires an understanding of the difference between tacit and explicit
knowledge. Tacit knowledge is unarticulated. Explicit knowledge is that which is stated and\or written
down. This can also be understood from the point of view of theories in use versus espoused theories.
Theories in use are those which an individual can be observed to be following whereas espoused
theories are those which the individual mentally holds (and may state, under duress....), but does not
fully act upon. QR attempts to reveal tacit knowledge, which is seen as the beginning of all knowledge
by many Qualitative researchers. Explicit knowledge starts off as tacit knowledge, and the QR process
attempts to conscienctise this tacit knowledge and hence explain it's effect upon the actions of
individuals and the social system within which they interact. The connection of intentions, beliefs,
values and expectations of various actors in a situation thus becomes important in conducting research
in a qualitative manner. Thus, interaction and the observation thereof, from many different angles within
the social system, are the main characteristics of the QR method. Interaction requires that the researcher
becomes as involved as possible with the subject matter and this is known as immersion.

QR involves immersion in the culture of the subject of study. Sheer human togetherness is another way
of understanding the posture of indwelling [2]. The QR must seek to understand the world of other by
experiencing that world in a way that the other is experiencing it, literally to place oneself in the shoes
of another, and if possible also to walk the mile in these shoes. This also requires that the web of
meaning that others have about the world becomes more fully understood by the researcher. Here it
becomes important to reveal the "meaning making" activities of the actors in a given situation. In order
to reach this type of understanding, indwelling requires skilled questioning techniques as well as
exceptional listening habits. Russell Ackoff (quoted in [3]) states that it is more important to get the
wrong answer to the right question than to get the right answer to the wrong question. The task of
finding the right question is part of the emergent design feature of the QR process. Often the type and
quality of answer given depends on the quality of the question that is being asked. Hence, in order to
obtain the most meaningful answers a lot of attention should be paid to the framing of research
questions.

The researcher should also be conscious attempts to get the answers they want but should rather to
explore the meaning of answers that have been accurately recorded. Qualitative research examines
people's words and actions in narrative or descriptive ways more closely representing the situation as
experienced by the participants. Qualitative researchers develop a general focus of inquiry that helps to
guide the discovery of what is to be known about some social phenomenon [1]. The nature of QR is one
of discovering patterns in the data; the data in this case is derived from people's words and actions. In
order to conduct this type of research, methods of capturing words and behaviour need to be examined.
Data collection consists primarily of observation, interviewing and document analysis. Here, a broad
approach is required and various types of methods can be deployed for example, an interview can be of
the traditional one on one type, a group interview can be used or the informal type of interview in the
form of a casual conversation. Two factors that are important at this stage of the QR process are:
interpretation and context. QR requires that the researcher records results accurately and this means not
interpreting the results at the same time that the results are being collected. Put another way one should
try to see what is there and not what one would like to be there. The process of interviewing means that
one should listen hard and record what is said accurately. This also has a bearing on the context of the
situation. It is important to recognize that the answers to interview questions are given within a
particular context (for the interviewee and interviewer). This context has a direct bearing on the type of
answers given and hence the research results. The structure of interviews is also important.

Cyberneticians note that it is more important to get the wrong answer to the right question than to

29



get the right answer to the wrong question. The type of questions asked should follow this general
guideline. This means that in examining words and behaviour it is important also to examine the
underlying paradigms and questions, which probe the paradigms, are required. The paradigm also
effects and is affected by the context of the interview and this evolving type of relationship will have an
impact on the results obtained. The QR must be aware of this emergent feature of the process.

In summary, QR can be though of as reading of a situation. It requires meditative reflectance upon the
subject of the study and an understanding that the observer and the observed are interconnected in many
ways. The process of reflectance seeks to reveal the nature of the situation and also that of the
researcher. The process of inquiry is interactive and iterative in that the researcher must go back and
forth between observation and interpretation. During this cyclical process, meaning evolves. The
process requires that the observer get a close as possible to the subject in order to accurately reflect on
meaning. In social systems research, this requires not only getting into someone else's shoes, but trying
to walk the mile in those shoes. There is a strong correlation between QR and the previous topics of this
chapter, namely, systems thinking and problem formulation. This correlation is evident when
comparing for example the philosophical approaches, as outlined by the questions posed in tables 2, and
the relationship between QR and the other two nodes of the problem solving model (figure 2) are
explored below.

2.3.2. Lhe relationship between Problem Formulation and OR

My model for managerial problem solving is shown on the following page. The main nodes of Systems
Thinking, QR and Problem Formulation are shown as well as the main factors that relate these topics to
one another, as discussed thus far. Indwelling is seen as the primary factor in the relationship between
Problem Formulation and QR. The QR approach requires an understanding of the differences between
tacit and explicit knowledge. Indwelling, combined with interviewing, is the main method for
uncovering these differences. This understanding is integral to Problem Formulation, where
assumptions (tacit knowledge) are uncovered and questioned with a view to improving the problem
definition, before designing solutions. QR also requires an immersion in the culture of the study. This
implies that the politics, psychology, systemics and technical aspects of the situation must well
understood by those that are forming a problem definition. QR focuses strongly on the language used by
the role players in the research topic. It is important to uncover the meaning (both explicit and implicit)
that phrases have for those who use them. This complements problem formulation where the phrasing of
a problem, and the language that is used to described a problem (nuclear "weapons" or nuclear
"devises"), has a significant impact on the solutions that are derived. Indwelling is the primary method
used to understand the language and meanings of those involved in the research topic.

The indwelling approach is necessarily reflective in nature and this reflective process is an integral part
of action research. The process of making meaning in a QR project requires reflection on the subject at
hand. This approach to research is also an integral part of what has become known as Action research,
which is discussed in the next section.
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2.3.2. Conducting OR in an Action Research framework

In the previous section, I argued that the Qualitative research paradigm is an ideal choice conducting
research into social systems or human systems. QR focuses mainly on language and meanings and is
reflective in nature. The cyclical process of acting and reflecting are the basis for action research,
which is described in this section.

Action research projects are geared towards solving organisational issues. Conventional or scientific
research develops the researcher's skill and knowledge, but often leaves the organisation untouched.

Action research is geared towards achieving improvement in three aspects namely the theory, the
context or situation within which the theory is applied (or generated). This is illustrated below.

Practice

Theory Context

Figure 8: Action Research

The theory referred to above is taken to be management theory in this report. The outcome of the
research project should yield improvements in the management theory for myself. This improvement
in theory then acts as the basis for an improvement in management practice and also and improvement
in the situation i.e. for both the researcher and the subjects of the research project. Integral to this
approach is the claim by pragmatists such as W Edwards Deming that knowledge can only be claimed
if results are shown.

Action research requires that one becomes integrally involved in the research topic. The purpose of
action research is not to define the body of knowledge but, rather, to extract the appropriate
knowledge and apply it to an existing issue [8]. It is research by doing as illustrated in the following
diagram.
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Figure 9: The Action Research Cvele

In the previous diagram action research is depicted as a cyclical process and each phase of the
cycle is discussed below.

The Situation. This refers to the context within which the research project takes place.
The goal of the project is to achieve an improvement in the situation by designing an
intervention. The intervention is designed after an initial research phase into the project
but, because the emergent design philosophy of QR is used, it is not necessary that this
situation be clearly defined upfront. Rather, QR when conducted in an action research
framework allows for the focus of the research project to change as new data emerges.

Goals and Assumptions. The researcher must uncover the assumptions held by all
involved in the situation, including him/herself. This is accomplished primarily by
interview/questioning techniques. The assumptions form a major part of the research
project in that they are seen as the drivers for action. The set of assumptions held by any
individual in a research study are collectively know as paradigms and this was discussed
earlier in this section. It is important to understand that paradigms need to be investigated
as part of a qualitative research process because this type of research focuses on the
words and meanings of the actors in the situation. The emergent design approach of OR
means that there is no problem definition stage but rather an ongoing problem
Jormulation process. This is reinforced by the fact that the research process is cyclical
and hence allows for the problem to be reframed and thus evolve, as more data come to
light.

Data. Data can be collected by, for example, the use of questionnaires, interviews and
observations. In collecting data, care must be taken to ensure that the right questions are
asked not only for the sake of expediency but also to get to the heart of the matter. Field
notes and tape recordings can be used for this purpose. A logbook is also important for
the researcher because it assists in the developmental process. This is linked to the
indwelling posture of QR in that it affords the researcher the opportunity to reflect on the
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context and thus to develop insight. The data phase also refers to literature surveys. Care
must be taken to ensure that all types of literature are read and not just the literature that
which the researcher presumes will be relevant, especially during initial stages. This is
similar to an investigative type approach where the initial literature may point the way to
more important topics, which are closer to the heart of the matter. Here, emphasis should
be on openness when investigating i.e. leaving oneself open to alternatives.

e Generating Options. At this stage the intervention is designed. Various options must be
generated and the best one selected. There are various techniques available here such as
brainstorming, fishbone diagrams, inter-relation diagraphs etc.

o Taking action. The core of action research is to take action and then reflect on the results
of the action. In this stage, an intervention is designed. The intervention should not be
designed to achieve a certain set of results but rather it should be left as open-ended as
possible. In designing an intervention there are many opportunities to obtain good design
by involving those who are the subject of the study. This will in turn affect the quality of
the results. People who are left out of this stage may be reluctant to participate fully and
this will have a detrimental affect on the outcome of the project. Action research is much
more involved with the situation rather than being detached from it. It is an issue centred
approach.

» Once action has been taken, the situation is affected by these actions and the researcher is
taken back to the start of the cycle. The situation is now altered by the intervention and
this will impact on further results. The cyclical process shows this in that the situation
always affects the assumptions and goals. The emergent design philosophy of QR allows
for the next intervention to be redesigned along these lines i.e. new assumptions will be
formed or old assumptions will be re-enforced and the researcher must be aware of this
effect. The cyclical process also recognises that a situation will evolve, as will the
assumptions held by those that are affected by the changing situation. The QR technique
stresses that the researcher must be aware of these changing assumptions and, as far as
possible, try to uncover them.

The researcher is part of the experiment and therefore includes him/herself as a variable to be
acknowledged and to some extent tested. The involvement of the researcher is an intrinsic part of the
research and not to be ignored. The researcher as a variable is accounted for and managed. This is a
crucial insight of both QR and Cybernetics.

Action research involves interactive learning through evaluating experiences. Action research then, is
simply a process of observing, reflecting, hypothesizing and acting

It is a process that involves:

Attacking problems/opportunities. The opportunities that are presented to the QR come in various forms
and the informal interview (commonly known as a conversation) is an opportunity to conduct research.
Asking the right questions from the conditions of risks, lack of knowledge and total confusion. The QR
must be aware that the quality of the questions will affect not only the immediate results, but also results
that will be gleaned from future interviews.

Implementing the answers and experimenting. Some answers will work and some will not work.
Implementation is part of the basic learning cycle that is an integral part of action research. The process
of indwelling that QR requires mean getting ones hands dirty and is an attempt on behalf of the
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In most situations, the Single Loop Learning (SLL) process is sufficient, as shown by the inner loop
between Reflections and Action in figure 10. The SLL process involves evaluating Acfions. The
standard quality control procedure is typical in this regard. Evaluation requires measurement. In this
model the gap between desired and actual results is measured. If the gap between desired and actual
results becomes unacceptably high, the model requires that the Double Loop Learning (DLL) route be
taken. For DLL, the model requires that underlying Mental Models be evaluated.

Mental Models are “maps” which people hold in their memory. The model could be a picture, a formula
or a one-line phrase, for example: -

1 do not want to be right, I only want to know whether I am right — Albert Einstein
Or

1 hear, I forget,
I see, ] remember,
1 do, I understand - Chinese Proverb

A typical question asked at the Mental Model node in the model is: How can 1 do this differently so that
it will become easier? Using one’s mental model will produce an Answer, which must then be tested.

As the Testing 1s taking place, Actions impact on the Environment and the Evaluation. Thus the
observer is part of the system being observed (see also section 2.2.1 - Cybernetics).

Environment is the larger surroundings, circumstances and influences forming the context. In this
project, the working environment within which the skills development intervention is taking place, was
considered. The influences of the environment impact on every node in the model. One has to
continuously monitor the environment to check the effects of actions taken. Graphs (e.g. behavior over
time etc, see also [4]), representing patterns of behavior help to explain and understand the environment.
If, after one has evaluated a mental model, taken action and evaluated the results, and the problems
persist, then the model recommends that Paradigms be re-evaluated.

A Paradigm is a window or filter for perceiving and screening data. The window is formed by a set of
beliefs, values, principles, morals and guidelines that are adopted by an individual. The foundations
upon which a mental model is built, and hence more conceptual than mental models. A Paradigm can be
thought of as “glasses for looking” at the world or "water to the fish". These glasses (i.e. Spectacles) act
as filters. Filtering takes place when one selects (subconsciously and consciously) from observable data,
only what is relevant to one’s situation. Based on the data filtered through, the Problem / Opportunity
(as shown in fig. 10} statement is defined. When the gap between desired and actual results persists, the
model recommends that Paradigms be consciously evaluated. The existing paradigm is used in solving
the problem as long as it does that successfully. However, there is a stage where “paradigm paralysis”
can occur. As problems become harder and harder it reaches a stage where the existing paradigm fails to
solve problems. Paradigm shift needs to take place, resulting in the formation of a new set of rules.
Triple Loop leaning (TLL) occurs in the paradigm shift process. Formation of new set of rules is a giant
step and involves views from other people. The concept of multiple perspectives is applied and
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consensus reached on changes to be made, the effects of such changes on people and how best to
implement such changes.

The new paradigm helps to re-define the problem. Thus, it is not possible to achieve a situation where
there are no problems as each paradigm comes with it’s own set of (interrelated) problems and
opportunities. This proposition was explained in a previous section (Mess Management) and can often
lead to a situation known as paradigm paralysis. Here, over-analysis of the situation results in no action
taking place. The systemic management model caters for this by allowing problems to be view also as
opportunities and by making action leaning and research an integral feature of the systemic model.

My approach to Action Research is based Systems Thinking, as described above, in the form of a
model. Systems thinking requires that one examine not only the parts of a system but the interrelation
between these parts and using this approach I have chosen to define the relationship between the three
primary elements of the model for managerial problem solving, as shown in figure 2. The other
relationships have been described in previous sections and the final relationship between Systems
Thinking and QR is described below. This relationship essentially comprises the systemic management
model shown in figure 10.

2.5 The Relationship between Systems Thinking and Qualitative Research (QR).

Systems thinking requires that every part be viewed in terms of a greater whole. This approach could be
termed holistic and requires that relationships, particularly causal ones, be examined. Holism and
causality are the main themes of Cybernetics. Cybernetics has been defined as the art and science of
effective organisation [3]. Cybernetics is concerned with the general patterns, laws and principles of
behaviour that characterise complex systems. In this context a systems can be dynamic, open, and
probabilistic. Cybernetics asks not “what a thing is?” but rather “what does it do?” Cybernetics deals
with behavioural patterns in so far as they are regular or determinate or reproducible [3]. QR looks to
understanding a situation as it is constructed by the participants. The cybernetic approach requires an
understanding that the observer can never divorce himself/herself from the situation but by the mere
process of observing, becomes part of the situation. The task of the QR is then to capture the process of
interpretation that the various actors in a situation are undertaking. Here the use of the words subjective
and objective also becomes important. The cybernetic approach recognizes that true objectivity is, in
many cases, impossible (stemming from Heisenberg's uncertainty theorem). Cybernetic techniques
require an understanding that a researcher, as observer, influences his/her own reality.

A researcher using the cybernetic approach should give attention to:

e Choosing the set of variables that define a system under study and
e The basic premises and beliefs, held by all involved (especially the researcher) about the way the
system operates.

QR requires an understanding of the patterns in data. Cybernetics provides the techniques with which to
uncover and validate or refute these patterns.

With the above in mind, the model for problem solving can be redrawn to show that the systemic
management model, as shown in figure 10, describes (for the author), the relationship between Systems
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Thinking and QR. This model will be applied and evaluated as part of this research project.

2.6 Summary

In this chapter I have presented my model for managerial problem solving. The model is a synthesis of
various theoretical concepts as shown in figure 11. The core of the model comprises three separate but
interrelated parts, namely, Problem Formulation, Systems Thinking and Qualitative Research. Each of
these components has been described in this chapter. In the spirit of Systems Thinking, I have also
described my view of the relationship between the parts of the model. These relationships have been
described in this chapter and are also summarized in figure 11. The model is my answer to the broad
area of concern for the project - problem solving. Action research will be used in the next stage of
model development - testing and refinement. In implementing the model, it is important to recognize
that change will take place and hence change needs to be contextualised as part of the model.

Implicit in every part of the picture presented in figure 11 is change. Change is part of problem
formulation, in that, as understanding evolves, the problem statement changes. Change is integral to the
learning loop that underpins action research (figure 9) and the cyclical SMP model discussed above in
that learning involves a change in the meaning perspectives of the learner, particularly when confronted
with intellectual challenges such as paradigm shifts. Finally, systems thinking provides some of the
most effective methods for the management of variety, which is in part change management. Indeed,
change is part of the essence of the Model presented on the following page and this forms the theme of
the next chapter which describes my approach to Change Management.
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3. Change Management

In the previous chapter I described a proposed model for Managerial problem solving. The model has
three components, namely Problem Formulation, Systems Thinking and Qualitative Research. In the
spirit of Systems thinking, I also elaborated on the relationships between the components and this is
shown in figure 11 on the previous page. In conducting any project, one is confronted with or one
causes change to occur. Change occurs when Action Research is taking place, when Systems thinking is
used to analyse/synthesize, when an interview is conducted using QR, when a problem is being defined
using Problem Formulation etc. In the course of a research project, change occurs and this change must
be managed if acceptable results are to be achieved. Change cannot be ascribed to any particular part of
the model and occurs whether the whole model is used in the course of a project or if only one part of
the model is used e.g. Cybernetics. Hence, in using the model, one needs to be aware of change and how
and when to manage it. Change is part of the essence of the Problem Solving Model (Figure 11) and the
following section describes my approach to change management.

3.1. The Case for Change.

In the past decade, the World has been changing at a faster rate than at any time since the Second World
War. Particularly since the end of the Cold War, walls have been coming down, new trading blocks
forming, democracies emerging, trade barriers falling and the World has awoken to the potentials of an
Information Age. Businesses are undergoing enormous changes in an effort to supply customers who are
demanding ever-greater value. With lifetime employment no longer assured, people are seeking training,
employability and continuous learning. Change seems to have joined death and taxes as one of life’s
certainties, With the enormous amount of change taking place, there is also a plethora of management
fads, as discussed in the previous chapter. A major concern here is that change for changes' sake can
often be detrimental to progress and profitability.

Companies, as any management consultant will tell you, live in an era of incessant change. But
some are clearly better at changing than others. Few Organisational change efforts tend to be
complete failures, but few tend to be entirely successful. It has been reported that 70 present of the
big change efforts in corporations in the United states have failed [49]. Most efforts encounter
problems, they take longer than expected or desired, they sometimes kill morale, and they cost a
great deal in terms of managerial time or emotional upheaval.

Two new surveys suggest some reasons. One finds that only one in five change management projects
succeed. The other shows that companies, which are bad at change, are far more likely to use outside
consultants to handle it than those that are good at change.

A recent study by UK based consultancy A. T Kearney [52] asked senior executives in 294 medium and
large European companies to rate their change programs. The outcome of the research indicated that
only 20% considered recent changes in their company as successful. 63 % had made changes but the
changes were unsustainable and 17% indicated that there was no improvement at all was brought about
by the changes. In the same study, 90% of the respondents said that cost reductions were the primary
goal of the change. A far smaller percentage (27%) gave increasing revenue as an important objective of
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change. AT Kearney’s research also indicate that two-thirds of re-engineering projects seem to fail, and,
in Britain, less than half of all “Total Quality Management” programmes show appreciable results.

The second survey, conducted by Atticus, a British consultancy, claims that companies that are “able” to
change, show striking differences from those that are “inept” [52]. Atticus approached 3000 companies
around the World asking them to measure their ability to change and 400 replied. The results showed
that, for companies in the top 5%, top managers were more than twice as likely to be involved in change
projects as they were in the bottom 10%. The top 5% were also three times as likely as the bottom 10%
to have proactive policies on communication of change. Another striking difference between top and
bottom scorers was in the use of consultants. Asked to say whether “change management” was
embedded as a functional capability, 80% of the top scorers said yes as opposed to 20% in those
companies ranked at the bottom of the survey table. AT Kearney’s research indicates that companies
that are good at change are more likely to use consultants in a more sophisticated way rather than to
merely supplant managers. The largest gap between companies that were good and bad at change arose
because some learnt from change and built it into their culture and performance assessment [52].

Do we have an option but to prepare for change? Could the knowledge of when and how to change be a
competitive advantage? What is an effective way to handle change within an organisation? How can
management predict whether change efforts will be sustainable in the long term? The following section
gives a brief description of the major changes and trends that are now confronting every organisation.
Thereafter I discuss different approaches to Change Management and finally I outline my approach to
this topic.

3.2. Environmental Transitions-Characteristics of the 21* Century.

Throughout the world, there is a growing realisation that many of the concepts that have served as
standard practices in the past will no longer be effective in meeting the challenges of the 21* century.

We sense that the changes surrounding us are not mere trends but the workings of large,
unruly forces: the globalisation of markets, the spread of information technology and
computer networks; the dismantling of hierarchy, the structure that has essentially
organised work since the mid-19" century. Growing up around these is a new information-
age economy, whose fundamental sources of wealth are knowledge and communication
rather than natural resources and physical labour. [13]

So what are these large unruly forces alluded to here?

Realienment of Global Markets

The economic landscape of the world and organisations is clearly under reconstruction. Enormous
trading blocks are forming the world over. The GATT (General Agreement on Tariffs and Trade) and its
successor, the World Trade Organisation (WTO) has reduced tariffs and trade barriers while providing a
mechanism for dispute resolution (apart from the commonly recognised “men in black” from Atlanta,
Sydney and Genoa). National borders are becoming less sacrosanct and numerous trading blocks have
emerged. Some of the more notable entities are the European Union (EU), North American Free Trade
Agreement (NAFTA) and the Southern Common Market (MERCOSUR). World bodies, trading blocs,

governments and regulatory agencies are creating/responding to open market initiatives.
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Legislated monopolies, protected firms, and national entities are being privatised and exposed to a new
wave of competition from many new and\or non-traditional sources.

The Transition from a Seller’s to 2 Buver’s market.

A subtle but significant change induced by the global competition of free markets has been the transition
from seller’s markets to buyer’s markets [4]. A sellers market is a supply driven market where what can
be produced will be sold, whereas a buyers market is a demand driven market where it is no longer true
that whatever can be produced will be sold. Table 3 differentiates the market types based on order
qualifiers and order winners.

Order Qualifier Ovder Winner
Seller’s Market Price Quality
Buyer’s Market Price and Quality Responsiveness

Table 3: Transition from a Seller’s to a Buyer’s market. [15]

Table 3 shows that, in the transition form a Seller’s to a Buyer’s market, quality is no longer an order
winner but is reduced to the level of order qualifier. Responsiveness, a customer service dimension,
becomes the order winner and the fulcrum for competitive advantage. Responsiveness is frequently an
internal flexibility dimension that is related to cycle time. This flexibility will be seen later to be a
crucial ingredient of successful change.

Customer Centric Focus,

In a buyer’s market, a customer-centric orientation is of critical importance. The concept of a customer
has been extended to include internal customers (internal referring to the inside of an organisation) as
well as emerging concepts such as internal markets where business units within a company begin to
compete within market conditions. Good service is about fulfilling more than basic customer
expectations. Service/responsiveness is something extra in the customer’s perception of value. Service is
subjective and frequently hard to measure but it is very real to the customer. It is about building a
relationship based on terms such as trust, honesty, faith, reputation and loyalty. Relationships with
customers, both internal and external is become a critical differentiation between mediocre and
successful organisations.

Technology

New technologies, emerging almost on a daily basis, are being implemented to increase efficiency,
productivity, speed of responsiveness and consumer power. Twenty years ago, there were 50,000
computers worldwide. By 2000, that many were being installed daily [15]. Current predictions by South
African Cellular Phone service providers are that there will be 20 million subscribers by 2005 (there
were about 3 million in November 2000). Organisations that do not embrace the new technologies in
their business processes run the risk of losing competitive advantage.
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Complexity and Paradox.

All of the above factors contribute to the complex nature of the current business climate. This is
reflected in the eruption of paradoxes that confront us (see also 2.1.4). In organisational life, a paradox
that often confronts one is that situations and problems that cry out most strongly for change are often
the very ones that resist change most stubbornly. The conflicting choices or conditions that are the
essence of paradox make most people uncomfortable. The perceived need to choose between seemingly
bipolar opposites creates tension. A common way to handle the unpleasant state is to “fix” one of the
apparent contradictions. This stems from a paradigm the sees the world as “either/or”. In the emerging
information age, the “either/or” mentality (mechanistic) is being challenged by an attempt to reconcile
the ambiguity inherent in paradox with “both/and” thinking Traditional approaches to change
management are being questioned and this is discussed in the next section.

3.3. Approaches to Change Management

In many organisations, people believe they need to start with a plan for change. This plan is charted
according to certain general organisational policies and, the plan must continually be referred to in order
to complete the change. An analogy is drawn below between change management and navigation.

The European navigator begins with a plan- a course-, which he has charted according to
certain universal principles, and he carries out his voyage by relating his every move to that
plan. His effort throughout his voyage is directed 1o remaining on course. If unexpected
evenls occur, he must first alter the plan and then respond accordingly. The Trukese
navigator begins with an objective rather than a plan. He sets off towards the objective and
responds to conditions as they arise in ad hoc fashion. He utilises information provided by
the wind, the waves, the tide and current, the fauna, the stars, the clouds, the sound of the
water on the sides of the boat, and he steers accordingly. His effort is directed to doing
whalever is necessary to reach the objective. Berreman [25]

Recent research by Hoffman[ 17] suggests that change more closely resembles the voyage of the Trukese
rather than that of the European Navigator. In this model, broad plans are developed which allow for
flexibility within the overall objectives. People end up responding to conditions as they arise, often in an
ad hoc fashion, doing whatever is necessary to implement the change - a good analogy to this would be
what is known in the world of jazz music as improvisation.

Traditional ways of thinking about change have their roots in a three-stage model [17] of “unfreezing”,
“change” and “refreezing”. According to this model, the organisation prepares for change, implements
the change, and then strives to regain stability as soon as possible. Such a model treats change as an
event to be managed during a specified period. Such models are appropriate for organisations and
environments that are relatively stable and bounded and whose functionality is sufficiently fixed to
allow for detailed specification. Today, however, given the amount of turbulence, complexity and
uncertainty that many organisations are facing (as outlined in the previous section) this approach to
change becomes ineffective and a model that sees change as an ongoing improvisation is emerging.

Hoffman [17] has identified three main types of types of change (mainly adapted from Mintzberg)
o Anticipated — changes that are planned ahead of time. Easily predictable based on an extension
of current processes or technology.
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The traditional organisational response to turbulence has been either to steer clear of it as far as possible
or to try to tame it by moving organisational processes downward along line B towards greater calm and
greater understanding. The traditional “unfreezing”, “change” and “refreezing” change model referred
to above, is applicable in the lower regions of figure 13, where turbulence is low. The organisation has
time to reach an improved understanding of the turbulence, to consider the impact of any change and
access alternative plans. In the upper reaches of the diagram, turbulence becomes a major concern. For
many organisations, changes under these conditions represent a whole new ball game, not only because
they haven’t played the game before, but because most of the rules are in a state of flux. Comfort zones

alter rapidly. Responsiveness becomes a major concern for survival.

Boiset [19] has identified two reasons why organisations habitually (as he put’s it) prefer travelling
downward along line B rather than upward along line A. The first is that turbulence is major source of
discomfort. The patterns that emerge during periods of high turbulence are hard to identify, let alone
communicate. This in turn leads on to the second source of discomfort namely, conflict. Organisations
faced with threats must prepare for conflict, not only with competitors but also internal conflict that
arises. Internal conflict arises because individuals align themselves with different possible outcomes.
Consensus becomes harder to achieve and this presents the organisation with a further threat....
paralysis leading to eventual death. Here, turbulence is referred to as change and can either be externally
initiated, in the case of a revolutionary new product, or internally initiated, for example opening a new
factory. Interestingly, some companies such as Hewlett-Packard have policies which initiate change
internally based on a philosophy of "killing off its own products with new technology” [49]. The scale
of change in today’s business environment is compared in figure 14. The turbulence vs. understanding
axes from figure 13 has been included in this picture in order to compare the relative levels of change
and understanding. Moving from left to right, the type of change is shown from human problems (where
there is generally a difficult or low understanding i.e. complexity, politics etc) to the more technical
problems, which are often very well understood. The level of turbulence is shown in the vertical axes as
increasing from moderate change to severe change. Severe change is associated with an environment
where there is much turbulence.
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Figure 14: The Scale of Change

Figure 14 also shows the basic parameters of the scale of change and can give an insight into what can
be anticipated when accessing potential pitfalls. In the preceding discussion, the enormous effects of
changes now taking place in the world were outlined. Various types of changes were also compared, in
broad categories. In order for an organisation to remain viable into the future, it must recognise and
adapt to these changes, in effect it should foster change readiness. This readiness applies not only to
individuals but also to the organisation as a whole. The scale of change diagram shown above is a means
of accessing the scope of change and hence the degree to which an organisation needs to foster this
readiness for change. From the above discussion, it is also apparent that different types of changes will
require differing approaches to change management. A readiness for change requires an awareness of
the type of change and also an awareness of possible responses/reactions to the change. The next section
deals with potential pitfalls that will confront those charged with managing change.

3.4. The Pitfalls of Change

A transitional state can create many challenges and opportunities but there are also certain pitfalls that a
manager needs to be aware of. These are identified and discussed below.

Burnout
Transitional periods cause much stress for those involved. The stress is caused by the rate and
magnitude of the change and varies according to individual personalities. Managers need to be aware
that changes will bring about stress for themselves and also for those whom they manage. This is
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Ienoring the Future.

The intensity of change can sometime lead to a “here and now” focus within organisations. The support
of long-term projects, research, training, new product development, public relations and relationship
building may be curtailed to reduce expenses in the short run. Traditionally, these factors do not offer
immediate return but build future product differentiation, which is essential for viability and competitive
advantage. This is also a paradox of modern management in that investors want returns now but if the
focus on expenses 1s too strong, future or potential profits are compromised.

The main pitfalls to change and factors that divert attention during a transition have been discussed
above. Managers facing the challenge of change need to be aware of these factors, if transition is to be
viable and successful. This covers only one facet of change readiness that was covered in section 3 4.
Change readiness also requires preparation of the individual manager and the organisation as a whole.

3.6. Preparing for Change and Resistance to Change.

Resistance always accompanies organisational change efforts. The most likely response to a change
proposal is a series of outraged objections, some reasonable and some irrelevant. The most likely results
are: nothing happens; if the proposer has sufficient persuasiveness, there is cosmetic change but the
underlying situation remains unaltered or soon reverts to what it was before; if the proposer has
sufficient power, change is pushed through but at the cost of conflict, resentment and reduced
motivation and morale which results in the classic worse before better situation referred to by Senge
(section 2.1). This can also lead to the situation where the negative consequences of the change
outweigh the intended positive spin-offs of the change. Research undertaken by Maurer [26] indicated
that between S0 and 66% of all major corporate change efforts fail and resistance is the litile recognised
but critically important contributor to that failure.

Since, ‘the beginning of wisdom is the definition of terms’ (Socrates), it is important to define resistance
before discussing it. Resistance, in an organisational setting, is an expression of reservation, which
normally arises as a response or reaction to change. Management normally witnesses this expression as
any employee actions that attempt to stop, delay or alter the intended consequences of the change.
Resistance is often linked with negative employee attitudes or with counter-productive behaviour. On
organisational grounds, resistance to change can be understood when it is realised that from the
behavioural point of view [16], organisations are coalitions of interest groups in tension. Management
vs. Union, Production vs. Sales, Accounting vs. R and D Union A vs. Union B Head Office vs. Local
Site etc. The resultant organisation is a particular balance of forces, which has been resolved over a
period of time. A real change proposal, that has the possibility of changing this balance, is likely to
encounter resistance. When psychological resistance from rigid people under threat compounds this, it is
not surprising that managing change is difficult and often avoided by managers. Kotter [12] observes
that surprisingly few take the time before an organisational change to assess stakeholder perspectives
i.e. who might resist the change and why. Managers often just apply a simple set of beliefs such as
“engineers are always conservative so it’s to be expected that they resist change”. A simplistic belief, or
a paradox, when one understands that initiating improvements (in systems or products) through change
(design) is integral to many engineering jobs. A myriad of such beliefs (not necessarily applicable to
engineers) exist and are commonly expressed as:
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e You can’t teach an old dog new tricks (e.g. older people in the company resisting change)
e Let sleeping dogs lie.
¢ Getting rid of deadwood (common excuse to restructure or retrench)

The danger in such paradigms is that apart from being excuses for lack of managerial insight and ability,
they often insult stakeholders, further compounding the obstacles in the change process. Sohal argues
that the four most common reasons why people resist change are:

1. Rational Factors: these occur when employees assess a proposal and foresee a different outcome
from that expressed or envisaged by management. Such differences tend to reduce the
confidence of the employees in management, if they are not appropriately addressed.
Management may also be egocentric in this regard and tend to pass off employee suggestions or
insights. Sohal [14] asserts that this will increase resistance to change. Managers who initiate
change often assume that they have all the relevant information required to make the decisions
required in the change process and believe that they will be perceived as incompetent if they do
not have all the answers (these assumptions should to be tested).

2. Irrational Factors: the reaction of an individual worker to a proposed change is also a function of
predispositions and preferences, which are not necessarily based on an economic assessment of
the change [14]. These may include instances of resistance by people who do not wish to move
offices or implement a new technology because of uncertainty. Change always involves
uncertainty and, on this basis, the change will be resisted until the uncertainty is clarified. This,
to a large extent depends on the level of trust between management and workers. If this level of
trust is not high, misunderstandings easily develops when change is proposed

3. Political factors: favouritism, back biting and point scoring against those that are initiating the
change may also lead to resistance. In these cases individuals focus on their own self-interest and
not on those of the total organisation.

4. Management Factors: inappropriate or poor management styles of those initiating the change
effort also contribute to a lack of confidence in the ability of management and thus lead to
further resistance to change.

Management Guru Peter Drucker (quoted in [17]) has argued that the major obstacle to organisational
growth is manager’s inability to change their attitudes and behaviour as rapidly as their organisations
require. Managers cannot expect to change without undergoing the change themselves. Managers
involved in change should expect that they themselves will in all likely hood have to change first, if only
a change of heart, and that this must occur if successful change is to be implemented on a wider scale.
Hence, a major element in change management is management capacity i.e. the capacity thal a
manager has for change and the management thereof, within and without. One aspect of this capacity is
the ability of managers to change and adapt themselves and to foster an internal readiness for change,
on a personal basis and for those whom they lead through the change.

The above factors show that resistance to change is a complex factor that can make or break a transition.
A particularly interesting belief in change management, as observed by Sohal [14], is that a change
process that occurs with minimal resistance must have been a good change that was managed well. This
assumption, he argues, is somewhat naive and belies a common perspective that casts resistance in a
negative light. Managers often view resistance as the enemy of change; a foe, which must be overcome
if a change effort, if it is to be successful. An emerging trend in change management is one that
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challenges this perspective, one that views certain aspects of resistance to change as offering particular
advantages.

3.7. The Utility of Resistance

According to Sohal [14], a great deal of work undertaken during the 1960s and 70’s found that there is
in fact a utility to be gained from resistance, therefore it should not be avoided or quashed as suggested
by classical management theory. In the early 1930s, Winston Churchill predicted that the inability of the
Nazi’s to tolerate criticism would lead to their downfall. Any dissenter was either murdered or expelled.
He equated this with the bodily reaction of pain by saying that although pain is not nice it is very
necessary for normal bodily functioning as it is the primary indicator of dysfunction. Once the
dysfunction has been identified (starting with the pain), corrective action can then be initiated. Pain is
thus a necessary form of resistance to the current situation. Pain killers treat the symptoms and not the
causes. In the workplace, when the word resistance is mentioned, managers tend to ascribe negative
connotations to it. This, Sohal asserts, is a misconception because there are many times when resistance
is the most effective response available and is a natfural response. A variety of authors have even
suggested that there are a number of advantages of resistance, from a managerial viewpoint, and these
are mentioned below:

1. Resistance points out that it is a fallacy to consider change as inherently good and necessary for
growth. Change for the sake of change must encounter resistance if it is to be halted before
damage is done. To this end, resistance plays a crucial role in influencing the organisation
towards greater stability. While pressure from external and internal environments continues to
encourage change, resistance is a factor that can balance these demands against the need for
constancy and stability.

2. Resistance plays a crucial role in drawing multiple perspectives together and in drawing
attention to the aspects of a change that may be inappropriate.

3. Resistance to change acts as a crucial warning signal (like pain) of certain potentially negative
outcomes of an intervention.

4. Resistance also contributes to the change process by bringing an influx of energy into the
process. This energy can be hamessed to search for alternatives or to mould future changes or
opportunities. Under such circumstances, resistance can become a crucial source of innovation.
Authors, such as Senge[4], refer to this as creative tension.

5. Lastly, resistance is what keeps us from attaching ourselves to every craze, idea or fad that
comes along. The legislative process in a democratic system, for example, is predicated upon
resistance playing a crucial role in ensuring the best possible laws are produced.

The above guidelines provide points of leverage for the constructive use of resistance to change. The
overwhelming suggestion in management literature [14] is that participative techniques are the best
method of handling resistance. The argument is that a carefully managed process of two-way
communication, information sharing and consultation leads to increased commitment from employees in
the change process. The word participative is often used to describe an approach to management an it is
necessary to elaborate on this further.
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3.8. Participation or Co-determination

Participation is a very lucid term in most managerial texts. Often it is no more than a manager telling
employees what he/she is about to do. Management has already drawn up all the plans and
communication is merely a formality. This method is as sure to build up negative resistance as much as
the case where there is no communication at all [14]. Management is perceived as arrogant and
uncompromising and resistance to change is immediate. I have conducted research in this area and the
following model for participation was developed in an Engineering projects environment. The model
was constructed after two projects were not well received by the work force. Implementation was easy
but hand over took a long time as those charged with using the new equipment went out of their way to
find reasons not to use the new equipment. This situation was analysed by conducting extensive
interviews with the various stakeholders and the following model for participation was produced. The
model is explained in detail in a previous OMDP report [53] and a brief description of the model is
provided below. The essence of the model is that effective communication and stakeholder participation,
right from the outset of a project i.e. the conceptual phase, is critical for implementation, not only of
the current project but of any future project involving and of the stakeholders (or those they influence).

Level of teamwork
in Conceptual Phase

Effectiveness
of Training on
new systems

Stafflack of €
Confidence
In new system

Team Effectiveness
in Implementation
Phase

Effectiveness of 8 Staff Feedback Level
Communications €——— on Process

\\\

Figure 15: A Model for Continuous Improvement (CI Model)
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Referring to the model shown above, “S” (Same) means the relationship is reinforcing e.g. If “staff
feedback level increases”, “Effectiveness of communications™ increases. “O” (Opposite) is a balancing
relationship e.g. if the “level of teamwork in the conceptual phases” decreases, the “staff lack of
confidence in the new systems” increases. The model shows that effective communication is essential in
all phases of a project. “Effective teamwork in the conceptual phase” has the effect of increasing the
“effectiveness of training” which would then increase the “effectiveness of implementation of
improvements”. (See appendix M for a practical example of the Model)

The effect of the feedback loops in the CI Model also indicate the relationship of service levels to
customers needs as:

If you don’t adjust your service levels o that required by the customer, the
system will do it for you - Peter Senge [4]

Other key insights of the model are:

e (Open communication is a key to both successful teamwork and continuous improvement.

o The process is a result. The process (i.e. the change process) is a result in itself, a result of how
previous processes were handled. Correct handling of a project will yield results beyond the scope of
the project. Confidence increases and the implementation of future projects will be made easier.

Here, participation starts at the conceptual phase of the project i.e. management, workers and other
stakeholders are brought in from the very start of a project in order to plan the project. The basic
reasoning behind this style of participation is that people very rarely resist their own ideas. This goes
beyond selling ideas to workers or manipulative attempts at “making them think it’s their idea”. Rather,
correct involvement of the stakeholders from the beginning of the process, lead in a transparent manner,
can negate much resistance and enhance synergy, teamwork and mutual understanding.

The previous sections of this chapter outlined the changes occurring in the current business climate, type
of change, approaches to change management and pitfalls in the process of change. My approach to
change management is based on a synthesis of these concepts and is the conclusion of this chapter.

3.9. My Approach te Change Management.

As organisations progress into the new millennium, the luxury of having the time to analyse the
environment and to develop new strategies will be radically altered. Constant change, I argue, will
become a common denominator. Some observers even proclaim that "the only constant is change”. The
ability of management to navigate transitions and champion transformation processes will become a
hallmark of the successful organisations. Change will become the essence of organisations...... a core
competence. In order to develop this competence, Tersine et al [15] recommend the following options,
and these, together with a synthesis of the current trends in change management, elaborated on above,
form the basis of my approach to the changes that I was confronted with during the course of this
project. These options are based upon recognising transitions (whether internal or external) in the
business environment and developing effective measures to control the changes and take advantage of
opportunities that are recognised.

Awareness. Managers need to be fully aware of environmental factors that could bring about change.
This awareness starts with the methods used to assemble and filter information about the operational
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environment. Frequently, managers have the tendency to omit or simplify the data in order to manage
the overload situation. This can lead to misconceptions by employees about the change process leading
to increased uncertainty and resistance and decreased trust. Thus, the information that management
gathers systems need to be finely tuned in order to apply the most effective response to change or
initiation of change. The basic parameter of data suggested by Tersine [15] is historic vs. future,
qualitative vs. quantitative and internal vs. external. The tendency to “hunker down” or “stay low for a
while” can become an operating style during transitional periods. As previously mentioned, this
tendency hardly equips managers for future change initiatives.

Role Specification. The probability of accomplishing the changes required during transition is
heightened if authority to perform is clearly defined for individuals and teams. The ability to effectively
respond to continuous change can be optimised when four categories of decisions are determined. 1)
Domain consensus and role specification for managers - agreement on these issues will clarify roles and
reduce the tendency for managers to avoid preparing for decision-making and actually make decisions
and implement. 2) Network definitions and integration - how data will be collected, analysed and
disseminated particularly during the period of rapid change. 3) Communication — not only must the
communication line be clearly demarcated but effective for the dissemination of information but
feedback is of crucial importance. 4) Autonomy-decision making roles must be clearly defined and the
groups that have vested authority must be clearly laid out.

Magnitude of Change. Although with certain types of changes, it is not possible to determine or
control the magnitude of change, management must always be aware of this dimension. In the case of
continuous improvement type changes which are initiated internally, control of the problem rests
internally and managers must not ‘bet more than they can lose’” i.e. not only the level of change must be
understood but also the rate of change. (See also figure 14).

Communication. Communication is often mentioned as the key to successful change. Issues such as the
normativeness of communications, feedback, security, confidentiality, etc must be defined as clearly as
possible for change to be successful and sustainable.

Manning [22] argues that change is implicit in strategic management. Planning, power and process are
intertwined and problems arise when separation of these facets is attempted. There are four steps to
managing change effectively:
1. Create dissatisfaction with the status quo.
This creates dissonance within the organisation and sense that change is required. People will not
let go and do things differently, or do different things, without compelling rational and emotional
reasons to do so. This is evidenced in phrases such as “don’t redesign the wheel” etc. This
expresses a satisfaction with the status quo and will be accompanied by resistance to change unless
a need for change is created. Involving employees in scanning the environment is usually a good
place to start.
2. Debate Possible Futures
This gets people talking about the future. Collaboration builds teams and shared visions and buy-in
becomes automatic. “People always believe their own data”. It become their purpose and their
mission, it is not required to sell a vision to them as they have in effect sold it to themselves. At
the heart of this and the previous point is the approach to communication and awareness
mentioned above.
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Managing the corporate conversation is the strategist’s most important responsibility.
Nothing else matters as much. And fundamental to that task is the use of language - of
words, phrases, concepts, metaphors, emphasis. The 26 letters of the alphabet can be
combined in many ways. How you use them determines how well you do in the market
place. Manning [22].

Examples of this abound such as Bill Gates vision of © A computer on every desk and in every
home’ or Steve Jobs ‘insanely great products’. These phrases capture imagination, guide people
and focus their actions. Philosopher Ludwig Wittgenstein once remarked that 'people don’t have
conversations, conversations have people’. These phrases comprise what is known as the system
meta-language in systems thinking. The behavior of any organisation is a direct result of its
conversations. Conversations that take place in the boardroom, on the shop floor, in the offices, in
the corridors, in the canteen etc. The strategic conversation are continually taking place. Who says
what, and how, to whom, is the cause of every action and the most potent influence on the
company’s culture. Manning argues that 'organisations become what they talk about' and the fact
remains that the most important issues and the ones that have the most effect on the future for an
organisation are the ones that get talked about, and measure, and thus managed.

3. Act (not only for results but also to Learn)
When people do, they learn. When they act, they discover what is possible and what they are
capable of. Action and practice also lead to confidence.
4. Reflection and Reviewal. This ends the classic learning cycle as shown in figure 9 (see Action
Research section). Reflection is a critical part of the learning process. Reflection creates
dissatisfaction with the status quo and thus the cycle fuels itself as shown below.

Resistance Management

Researchers in the area of resistance to change, such as Maurer [26], find that the predominant way
implementers of change responded to employees’ reactions were to resist their resistance — i.e. meet
force with force. Managers prepare for the change process by estimating the degree of resistance that
they expect to encounter. People do not resist change per se; rather they resist the uncertainties than the
potential outcomes that change can cause. Managers must keep this in mind at all times. Resistance can
play a crucial role in drawing everyone’s attention to the aspects of change that may be inappropriate or
not well thought through. Communication and consultation with employees in a participative fashion
(fig 15) is crucial in controlling and utilising resistance. Managers should facilitate teamwork.
Participation must be handled carefully and in most circumstances, should seek not only to inform but
also to involve employees in building their own future. Managers should avoid being perceived of as
planning other people’s future without their say.

3.10 Summary

In this chapter T have described my approach to change management. The main argument of this chapter
is that the aforementioned strategies are required in order to bring about change. This change must be
brought about in a systemic manner and hence change management is an essential part of the model for
Managerial problem solving (figure 11). The various aspects of my approach to change management are
the domain of different nodes of the model e.g. generating options is part of Problem Formulation,
action and reflection are part of Qualitative research. Hence, Change Management does not belong to
any specific node of the model shown in figure 11. The following chapter describes the intervention
itself and begins with a background into the context of the project i.e. the new Skills development

legislation.
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Chanter 4-Skills Development in The Oreanisation,

The previous chapters have described my approach to the broad area of concern for this thesis - problem
solving. This chapter deals with the field of focus for the project - skills development. The model for
problem solving, as described in the previous two chapters must be applied with a view to evaluation
and this chapter describes the intervention.

Background

After six years of negotiations between Business, Labour and the South African Government, the Skills
Development Act has become law. The Skills Development Levies Act supplements this act and is
essentially a tax. These acts are primarily concerned with industry-based training, improving the
intermediate level skills base of the country and labour market training for target groups (including the
unemployed, retrenched workers, youth, women, people with disabilities and people in rural areas). The
Act seeks to develop the skills of the workforce, increase quality of the working life and encourage
companies to become learning organisations (as its proponents argue). A brief outline of the Act is given
below and further details are provided in Appendix H. The merits of this Act are not discussed but rather
an understanding of the application of this Act within an organisation is sought with a view to designing
an intervention in the area of skills development, which is the field of focus for this research project.

4.1. The Skills Development Act

To provide an institutional framework to devise and implement national, sector and workplace
strategies to develop and improve the skills of the South African workforce; fo integrate those
strategies within the National Qualifications Framework contemplated in the South African
Qualifications Authority Act, 1995; to provide for learnerships that lead to recognised
occupational qualifications; to provide for the financing of skills development by means of a
levy-grant scheme and a National Skills Fund; to provide for and regulate employment services;
and to provide for matters connected therewith. [From the Act]

The objectives of the Act, as stated by government, are to:

» Establish a stronger institutional and financial framework than that which previously existed
under the old Act,

« Replace the National Training Board with the National Skills Authority (NSA), a ministerial
advisory body that will see to it that national skills development strategies, plans, priorities and
targets are set and adhered to and to

» Replace industry training boards with sector education and training authorities (SETAs), which
will develop sector skills plans that conform to the national skills strategies and targets.

The Act has been aligned with the South Africans Qualification Authority Act (SAQA) in an attempt to:
» Promote the quality of learning in the labour market, and
« Give organised employers and workers greater responsibility for ensuring relevant training.

The Act also introduces:
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» A compulsory levy grant equal to 1 per cent of the payroll of all companies and to be collected
by SETAs and a national collection agency assigned by the Minister. Government is also bound
by the Act to pay 1 per cent of its personnel budget for skills development. Twenty per cent of
the collected funds will be paid into a National Skills Fund (NSF). The rest will be paid as grants
to firms that already carry out accredited training

« Two learming programmes. The first is learmnerships, which incorporate traditional
apprenticeships, and include structured learning and work experience that lead to qualifications
in areas where skills are needed or opportunities exist in the labour market. This, proponents of
the act argue, will assist young unemployed people to become employed and workers to improve
their skills. The second are skills programmes that should also meet quality and relevance
criteria to qualify for grants from the NSF or SETAs. (See Appendix H for further information
on these aspects of the Skills Development Act and related legislation).

In terms of the above, it is necessary to examine what skills development is as defined by the Act.

Skills development is taken as the development of competent performance by an individual for a
specified and yet dynamic social or economic purpose. A skill is defined as “practiced ability” by the
Oxford dictionary. Skills development is not seen as preparing individuals for the isolated performance
of a routine task in an unchanging environment - a very mechanistic and outdated notion - but rather the
development of the necessary competencies, which can be expertly applied in a particular context, for a
defined purpose. It is envisaged by the government, that these competencies will be transferable in the
same way that formal qualifications currently are. In this definition, the competence of skill is
emphasized and this competence is divided into:

Practical competence:
The demonstrated ability to perform a set of tasks

Foundational competence:
The demonstrated understanding of what we or others are doing and why

Reflexive competence:

Our demonstrated ability to integrate or connect our performances with our understanding of those
performances so that we learn from our actions and are able to adapt to changes and unforeseen
circumstances.

In the past, if employers did send employees for training, few would be registered as Apprentices,
qualifying to be recognised as Artisans. Most would be sent on single-machine training, with the result
that these employees’s could spend their whole working life on a single machine, never being multi-
skilled or permitted to upgrade their competencies. Very little formal recognition was given to on-the-job
experience, especially in the blue-collar area, thus making the transfer of these skills to other companies
very difficult. The Skills Development Act charges SETA's with the task of ensuring that training and
development is holistic (or systemic in my view) rather than single-machine (mechanistic) focused. The
result is that this Act, working in-conjunction with the South African Qualifications Act, requires and
enforces the construction of Standards and Qualifications linked to the National Qualifications
Framework, where those Standards and Qualifications are comprised of more than simply a focus on one
machine, or a restricted task.
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Essentially every qualification under the auspices of a SETA must be comprised of three categories of
(what the Act terms) competencies, which are defined above. The first is the Fundamental category,
competencies such as literacy and numeracy, considered to be the building blocks upon which skills
training can ensue. The second category required in a qualification is a Contextual competency, referring
to an understanding of the context within which that skill is practiced - the context of income, expenditure
and profit and loss, the Industrial Relations context of the work itself, and the job in-relation to general
business practices. Once the building blocks of skills training have been established, and these work
practice have been placed in the context of the business and the working environment, only then can actual
skills training take place, focused on generalised competency development and not simply on a
mechanistic operating task [21].

In-terms of the Act, all employers are required to fund training as an operational expense. Previously
employers could avoid paying for training, even in Industries where there was a registered Training
Board, because non-payment was not a criminal offence. The Skills Development Levies Act makes
non-payment of Training Levies a criminal offence punishable on the same basis as the non-payment of
Income Tax.

The Skills development Act essentially forces training and skills recognition and will directly affect the
bottom line. Every employer in South Africa who is registered with SARS (South African Revenue
Services) for PAYE or has an annual payroll in excess of R250 000 is eligible to pay the levy. Levies
must be paid at regular intervals throughout the tax year. A certain amount of the levy can be claimed
back based on the type of training that a company undertakes. In the first year of the levy grant scheme a
company can recover in grants a minimum of 50% of the levy paid on condition that all the
requirements for the different grants are met. The details of these requirements have not been fully
specified but it is widely accepted that a grant will be accepted based on the type of training undertaken.
Since the Act is directed at uplifting previously disadvantaged groups within the South African context,
it is accepted that the grant will be based on training expenditure directed towards operator and ABET
{Adult Basic Education and Training) type training. Certain types of Management training, for example,
would be excluded from a grant.

The Skills Development Act has far reaching consequences for South African industry. Questions arise
such as how a skill is related to a competency? And, how does this affect training and development
within the organisation? Proponents of the Act claim that it has the potential to move a company
towards a learning organisation model (discussed later). If this is possible, then the question becomes
one of implementation i.e. how do companies implement skills training with a view to becoming
learning organisations whilst competing in the global arena? Competency is often not well defined, or
not defined at all in some of the literature on competencies. This lack of a specific definition hinders the
application of the concept. If a manager, or a writer were to clarify the purpose of their use of
competency and to define the term within the context of that purpose, the task of description and the
sharing of understanding would be improved. The following section gives a brief overview of the
project and the timeline is presented in order to assist the reader in contextualising the implementation
cycles. Thereafter, the organisation is presented and the first cycle of the project is presented and the
above questions are addressed.
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4.2, The Initial Project Plan

The preliminary objective of this project is to investigate Skills Development within an organisation in
the light of the latest legislation on the topic. A skills evaluation tool was available at the organisation
that I work for and this tool was to be used to generate skills definitions. The Training Manager at the
organisation develops these skill profiles on an ongoing basis. The initial intention was not to
specifically evaluate the skills profiling method but rather to focus on the relationship between skills and
training and the establishment of Skills development priorities. Skills development implies that training
and skills plans are developed concurrently and this approach will be investigated in the research
process. The emergent design feature of qualitative research allowed for the initial focus of the research
to change as the project progressed. As data emerges from the first intervention, this data could then be
analysed and the initial focus revisited and adjusted.

The Intervention. {As initially conceived)

The Qualitative research method of interviewing lends itself to this project in that, by the use of
interviews, staff participation in the skills development process can be ensured. Participation is an
important priority in the company as shown by previous research results that have been generated by
myself at the company (see figure 15). This intervention starts by compiling a skills profile for a
particular group of employees. This profile will then be discussed with employees in the form of an
interview. The purpose of the interview will be to establish a dialog on skills. The purpose of qualitative
research is ‘accumulate sufficient knowledge to lead to understanding’ [2] and at this stage of the
project, more knowledge is sought about the skills development process. This knowledge can be gleaned
from;

e Interviews. The initial phase of this project has relied on information obtained mainly from
international journals on training and development. An important aspect that has not been
considered at this stage is the cultural aspect of the development process. The interviewing
technique will be helpful in surfacing attitudes towards skills development. The corporate culture
must also be considered. Questions such as ‘what is the companies attitude to training’ must be
explored as well as staff perceptions of this ‘attitude’. If the company approach is one of
conserving short-term profits to the detriment of the potential (longer term) payoffs that training
offers, this may also require that the initial direction of the project is refocused. The interviewing
technique is able to surface these values, if structured correctly i.e. asking the right questions.

e Observations. Apart from actual interviews, an observation of the participants is another form of
data collection that will be used. The stated goal of the MD at the company is to ‘drive HR down
the line’. This means that the current functions performed by HR are being placed more and
more in the hands of the line mangers and supervisors. The role of the HR department is also
changing to that of a consultant type role including such functions as facilitation and specialist
HR work. With this in mind, observations of this process are required to determine if and to what
extent the current method of skills evaluation can be incorporated into the line management
function.

e Review of documents. A preliminary review of available literature has been conducted and the
results have been presented in the previous sections. Internal documentation is also reviewed as
part of the research process and this aspect is discussed in the next section (some of these
documents are also given in the appendix). The emergent design feature of qualitative research
means that once the initial interview and observational results have been analysed, the document
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Reviewal stage be revisited.

Qualitative research does not rely on random sampling, but rather samples are purposefully selected and
context sensitivity is taken into account. The action research approach (figure 9) has also been adopted
with the intention of not only bringing about an increase in knowledge and management practice for
myself but, of equal importance, is that an improvement for the organisation as a whole is also brought
about via the intervention. The various phases of the project are given on the following timeline. A
three-cycle process was followed with the first phase ending at the point of the Skills Forum i.e. the
point that the skills developers interview employees.

Project Timeline Started
(Mm-2000)
Request for Training Database March
Initial Database Implemented June
Employment Equity Started May
Skills Forum Started July
Head Office T&D Strategy Preseniations July
Training Database Revisions August
Towards Competence CLD August
Start of Activily Based Costing Process August
Restructuring Announced September
Web Enabled Database linked to ABC November
Learning Organisation Survey December

Table 10: Project timeline
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4.3 Initial Objectives of this Project.

e Implementation of the Skills development Act.

e To provide benefit for the Author in terms of learning and personal skills development,.

¢ To provide benefit for the organisation by brining about an improvement in business
practices as a result of the work of this project.

61



4.4. The Organisation: The Cape Town Business Unit.

The Cape Factory supplies decorative and industrial paint to the local sales department. Sales and
production data is given is Table 4 below. The value chain for the organisation (an HR Document) is
presented in figure 16.

CAPE TOWN QUANTITY

(Litres) (000°s)
TOTAL SALES 9,768
TOTAL PRODUCTION 6,327
MANUFACTURED FOR CAPE TOWN MARKET 4,064
PRODUCTION EXPORTED 2,283
PRODUCTION IMPORTED FROM OTHER CENTRES 4,995
(TVL, Natal & P.E)

Table 4: Production and Sales Overview for Plascon Cape Town
(9 months to June 2000)

The Cape Town factory produces on average 900 000 litres of paint per month, of which approximately
350 000 litres is exported to the Gauteng and Natal regions. The exported content consists of all paint
items sold by Plascon with the exception of the Automotive Paints. Production is also imported from the
Johannesburg, Durban and Port Elisabeth factories. The imported production is made up of bulk items
that are produced in large batch sizes i.e. >2500 litres. The supply from P E is automotive paint only as
this is the specialist centre for this type of production. Plascon Cape manufactures a much higher variety
of products (product mix) than the Transvaal or Natal counterparts. The production unit has a staff of 85
members. Various other departments support this and total manufacturing staff is 110. Sales and
Distribution staff number 122

Current constraints on the business unit include:

e Policy formulation (set by Group in Johannesburg)

Preferred suppliers (set by Group)

Only one customer is serviced by the production unit i.e. the local Sales department.
Limited Investment into the Cape Town Site (by Group).

Inefficient production layout

From a cybernetic (see also appendix J) viewpoint, the recursion levels for this study are set at:

Recursion Level 0: Entire Group

Recursion Level 1. The Cape Business unit

Recursion Level 2: Cape Town Production Unit

Recursion Level 3: Units within the production unit e.g. Water Plant, Oil Plant etc.

This study is concerned with the viability of the system at recursion levels 1 and 2 and the contribution
of these levels to the viability at the broader level of the group of companies. An overview of the
functional areas of the business and the mission statement is provided on the following page.
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Figure 16 shows the functional relationship between the Production unit and the other units within the
organisation. It is provided by the Training Manager at the company in order to give the reader an overview
of the business. The diagram shows only the primary relationship and, I believe, is fairly standard for a mid-
sized manufacturing concern. The business idea (BI) is the organisation’s mental model of the forces behind
its current and future successes [54]. Once the business idea has been established, the unit will be further
analysed to determine the main factors that support the BI and underlying factors that promote viability.

4.4.1. Establishing The Business Idea

Interviewing techniques were used to establish the business idea for the production unit. The business idea is
the organisation’s mental model behind its current and future successes. Osborne et al [46] assert that each
value creating subsystem within the organisation should have its own business idea that is in line with the
broader aims of the holistic organisational business idea. Interviews were conducted to this effect in order to
establish the business idea and the results have been assimilated in the drawing presented in figure 17.

Referring to figure 17, there is a twofold customer need of paint and efficient service. This need is seen from
the perspective of those interviewed. The current entrepreneurial intention is that of a “Flexible
Manufacturing Site”. The Cape Town site is flexible in that almost all of the 1800 products (in 400 different
pack sizes) stocked by Plascon can be made at this factory, within an acceptable and reliable lead-time. Van
Der Heijden [54] maintains that:

This idea is specific to the organisation, and no two
Organisations can have the same Business ldea

The combination of flexibility with efficient service yields a unique business idea for the production unit,
within it's market. This combination is fairly well understood by numerous people at various recursion levels
within the organisation as surfaced by the interviews that were conducted. The value creating subsystems
within the production units do have business ideas that are in line with the broader aims of the production
unit.

The business idea indicates that the competitive advantage of the production unit is differentiation. The
unique attributes are:

o Low lead times

e Lower cost (on bulk items)

e Successful Project Work. Le. launching of new product ranges.

The interviews indicated that the distinctive competencies that lead to the aforementioned competitive
advantages are held to be the level of teamwork at the factory and also the large amount of knowledge at the
factory. Many staff members have been at the factory for 10 years or more and it is largely this factor that
contributes to the flexibility/low lead-time combination, across the spectrum of products on offer, that the
Cape Town factory is able to supply. There is a large amount of product and manufacturing knowledge held
by the staff members (my observation). It should be noted at this point that factory formulations do not
reflect accurate manufacturing procedures and techniques. The production staff tacitly hold many of these
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techniques, particularly with regard to small/infrequent batches. The combination of distinctive
competencies produces a unique formula for this production unit, within the broader system, or level of
recursion 1.e. the Plascon Group.

The competitive advantage that the Cape Town production unit has over other factories in supplying the
local sales department is seen by the interviewees as low lead-time. A factor that contributes to the low lead
times is the high First Time Right (F.T.R) ratio at the factory. On average, 70% of batches made at the
factory do not require additions and re-testing (Q.C). This compares with 20-40% that is achieved at the
other centres. The Cape Town factory has also produced very successful project work in the past. This was
evidenced recently by the successful launch of the recently introduced Colour Expressions range of products.
A high amount of flexibility in both processes and people was required for a developmental project of this
nature.

The lower cost aspect affects only a small number of bulk products. On many items made at the Cape Town
centre, the packed cost is higher due to higher raw materials costs. The sites where bulk raw materials are
refined e.g. titanium dioxide, are closer to the Durban and Gauteng manufacturing sites. Hence a premium is
paid in shipment of the raw materials to Cape Town. This also applies to sheets of printed tin plate.

The level of staff commitment, combined with the other factors mentioned above, resulted in a strategic
decision at the Group level to support the local manufacturing unit as “insurance for the broader group. This
meant that the Cape factory could always be used as a backup and alternate source of supply in the event of a
disruption to production at the Johannesburg or Durban manufacturing centres due to industrial action or
otherwise. This is indicated in the sketch of the business idea on the following page as being “always open”
for business.
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certain staff members. This indicated a subtle change in the meta-language of the system (see also the end of
Appendix D). He was however, not comfortable with the rating of skills and wanted to show only the skills
and their associated actions. He said he preferred to use the existing skills profiling program. This program
was very comprehensive and geared specifically towards skills profiling. Thus the Skills list shown above
was adapted to serve as a summary of the output of a skills profile from another software package. 1
explained that the ratings and weights were an additional feature and do not have to be used i.e. the fields in
the database can be left blank, and he was satisfied with this. Various other reports were initially available

(June 2000) from the training database and presented in Appendix A.
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Department 152-01 Retail Sales

Department Budget
Inflation rate (%)= 9.2
Year Current Costs Inflated Costs
2000 R 118,573 R 118,573
2001 R 85,146 R 92,978
2002 R 66,850 R79,714
2603 R 62,850 R 81,838
2004 R 65,050 R 92,485
TOTAL R 399,469 R 466,598

Compiled by Phillip Twynam
Friday, October 26, 2001 Page2of?

Table 5: Individual Skills Profile and Training Plan Cont.










After the above diagnosis, I identified various areas where further research was necessary. It became evident
from informal interviews that skills development could not be approached in isolation but rather skills
development forms part of a broader area of study and focus in the business world, namely that of
competencies. It was also important at this point to draw in other stakeholders before proceeding with a
design as proposed in the previous section. This meant discussions with the various managers and
particularly the training manager in order to establish the real need i.e. was a distributed database really
necessary at this stage? The scope of the problem had also changed because I had been requested to join the
Skills Consultative Forum. This forum was to address the Skills Development Act and it’s relationship to the
Employment Equity Act, with particular attention being paid to the equitable distribution of training funds.
An overview of the relationship between the two acts is provided in Appendix B. The following section will
explore the above question and deals with skills and competencies. It is also intended to be an initial survey
into current international practices in this area, and is seen as part of the emergent design process of QR.

4.6.1, What is Competency?

The term “competency” has an array of meanings and applications. The Oxford Dictionary gives the
meaning of competence as ability or status. The application of this is wide and varied depending on the
context, as described by Hoffman [37] and others.

e Psychologists were concerned with the concept as a measure of ability and whether the
observable performance of a person represented their underlying traits or capacity.

e Management theorists applied a functional analysis to define how organisational goals were to be
best achieved through improved individual performance.

e Human resource managers viewed the concept as a technical tool to implement strategic direction
through the tactics of recruitment, placement, training, assessment, promotion, reward systems
and personnel planning.

¢ Educationists attempted to relate the idea of work preparation and professional recognition with
that of a broad education.

e Politicians, including those involved in the political process such as Trade Unions, Employer
groups and political parties, particularly in the UK and Australia, have used the concept as a
means of improving the efficiency of the labour market.

The above examples illustrate that the meaning of competency shifts according to the context of its use and
the requirements of the user. The term can either refer to outputs, for example training, or to inputs i.e.
underlying attributes. The input based model predominates in North America, as observed by Hoffman [37],
where competency refers to the underlying attributes of a person. The output-based model is more common
in Europe. In this model, competency is seen more in terms of measurement of performance against a set of
standards. It asserts that competency is best used as a measure of output of learning.

The difference in perspective between the input and output approaches has
lead to much confusion about the meaning of competency. A traditional focus
on learning and processes of learning was seen to be a hindrance to work
place learning and assessment. By making the approach performance based,
learners were required to show that they could do the tasks required of them.
Those charged with the training and assessment of workers under this approach to
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competency based learning needed only to concern themselves with observable
outcomes. This approach was seen to be more readily applicable to the
workplace. Hoffman [37]

Training and assessment of performance is the thrust of the output-based mode! and this is the approach
taken by the South African legislators.

In the context of the Skills Development Act, competence as applied to skills means: -
Practical competence:
e The demonstrated ability to perform a set of tasks
Foundational competence:
e The demonstrated understanding of what we or others are doing and why
Reflexive competence:
e Qur demonstrated ability to integrate or connect our performances with our understanding of those
performances so that we learn from our actions and are able to adapt to changes and unforeseen
circumstances.

The above definition is output based and refers to the competent performance of a skill by an individual. The
relationship between the individual and the company is hinted at under the functional competence category
but this is dependant on interpretation. It is important to explore this relationship because competency is
often referred to in the context of the overall company.

In the corporate world, core competencies are often mentioned. In the organisation that I work for, this term
was a buzzword at one stage. Hamel and Prahalad [27] argue that a key challenge in competing for the future
is to pre-emptively build the competencies that provide gateways to tomorrow’s opportunities, as well as to
find novel applications of current core competencies. The term competency is referred to within the context
of overall performance goals. Hamel defines a competence as a bundle of skills and technologies rather than
a single discrete skill or technology. A competency is seen to represent the sum of learning across individual
skill sets and individual organisational units. The main questions asked when using this approach to
exploring competency are:

« What distinctive attributes does the company have?
s« How are these distinctive attributes supported and maintained?
+« How do competencies contribute to the overall business idea held by the company?

The search for distinctive attributes is important in that it forms the basis of competitive advantage for many
firms. Hamel and Prahalad conceive of competition for the future essentially as competition for competence
and three reasons are put forth as shown below.
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Growth

Transcendence Risks

Figure 27: Competing for Competency

Transcendent. Core competencies are not product specific. The skills and competencies (bundles of
skills) that are used to generate products often outlast the product. A good example of this is in the [T
industry where product life cycle is relatively short but the competencies that are used to produce the
product are often translated onto the “new release” e.g. the DOS to Windows transition.

Risks. Nurturing a competence is not a short-term strategy. Interventions may extend over several
years and also require a holistic approach. This requires managers to recognise that a particular
competence may extend across several departments and cannot be isolated and adjusted.

Growth. Competencies are the “roots” of competitiveness [27] . A good product is built on effective
competencies. Nurturing competencies will ensure competitiveness of a company more than that of
any individual product range produced by that company. Far-sighted companies compete for access
to the individual skills and technologies that comprise a core competence.

Hamel [27] argues that companies should seek to control core competencies that make the biggest
contribution to customer value. A new angle has also been introduced namely that of core competence and
hence it is critical to determine when Competencies become ‘core’?

As described above, a competence is a bundle of skills. The term bundle is used in reference to the skills
held across a company. Typically there would be about 50 skills and these would then be grouped together in
bundles. The competencies may not vary significantly in quality or quantity from that of a competitor. In this
sense, it becomes important to differentiate between those competencies that have the highest potential in
meeting profitability. Competencies that have the highest potential are known as core competencies and have
the characteristics described in the following section.

Customer Value. The distinction between core and non-core competencies depends on customer
perceived value. The benefits that a customer sees in a product determines purchasing patterns. These
benefits are divided into core benefits, which are central to the decision to purchase, and non-core
benefits that are nice to haves but are not central to purchasing decisions. Hamel [27] gives the
example of Honda’s know-how in engines as a core competence and it’s management of dealerships
as a non-core competence. Both are competencies but dealership management is not regarded as core
because it does not constitute a core customer benefit. Honda does not advertise that its dealership
network is better than that of any of its competitors. Rather, advertising is geared towards what is
regarded as a core customer benefit, which in this case is fuel efficient, powerful engines — engine
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The purpose of an operational definition is to increase clarity and stability. In this manner, the operational
words in use become “common” i.e. all who use the word are using it with a similar understanding of the
meaning of the words. In this manner, operational definitions contribute towards enhancing meaning within
an organisation. Kerridge [40] asserts that giving ideas and concepts operational meaning is an important
tool for continual improvement making learning and communication much easier [40]. He does however
note that there is no right definition and that the definition must be fit for a particular purpose. The skills
definitions provided in the Glossary (see second page), are by way of example and mention is made that skill
definitions require organisational fit. Skill definitions as the basis for evaluation will form an important part
of the initial phase of the Skills Consultative Forum (discussed further on).

The above research is seen as part of the emergent design process of QR. A new picture of Skills
Development is emerging because of widening perspectives on the issue provided by those whom I
interacted with (co-workers, colleagues etc) and the literature surveys conducted. In the literature search, the
term learning organisation became evident as part of any serious research into skills development and hence
a description of this phenomena is included below. A key question in this regard is how individual skills
development is related to organisational development?

4.6.3. Learning Organisations

Organisational life currently features increasing diversity, global competitiveness, the constant need to do
‘more with less’ and above all change. In such an environment, the rate at which an organisation can acquire
knowledge and translate this knowledge into products is becoming a hallmark of many successful
organisations. Fast learners find ways to improve products and process and hence make earlier
breakthroughs in the market than their slower learning competitors. Organisational learning, a concept that
promotes continuous adaptation and improvement captured the imagination of many managers in the
previous decade. A learning organisation is an organisation skilled at creating, acquiring and
transferring knowledge and at modifying its behaviour to reflect the new knowledge [4].

Organisational learning occurs when individuals within an organisation experiences a problematic situation
and inquire into it on the organisations behalf. They experience a surprising mismatch between expected and
actual results of action and respond to that mismatch through a process of research (used in the broadest
sense) and further action that leads them to modify their mental images of the organisation or their
understandings of organisational phenomena and to restructure their activities so as to bring outcomes and
expectations into line, thereby changing the organisational theory in-use. In order to become organisational,
the learning that results from organisational inquiry must become embedded in the images of organisation
held in its members’ minds and/or in the epistemological artefacts (the mental maps, models and programs)
embedded in the organisational environment [41].

Characteristics of a Learning Organisation

The following managerial practices are key conditions essential for learning to take place and contribute
towards building a learning organisation.

Clarity of Purpose and Mission

The organisation as a whole and each business unit comprising the organisation need to have a clearly
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articulated vision and mission. Senge [4] has stated that ‘building a shared vision’ especially of a desired
future state creates the tension required for learning.

Culture.

Problems faced by organisations present opportunities for experimentation. The organisational culture
should support this practice. Individuals and teams need to be provided with the freedom to experiment and
test different options and not be burdened by a climate of witch hunting and fingerprinting, which is the
antithesis of a learning organisation. Teamwork is essential in this type of culture.

Teamwork and Group Problem Seolving.

Structures and systems in the organisation need to encourage teamwork and group problem solving and
reduce the dependency on upper management. Teams need to be formed and then nurtured and thus
leadership and support from upper management is essential.

Leadership.

Virtually all writers mention leadership as an important element in fostering a learning climate. The role of
leaders in the organisation, with respect to helping employees learn and elicit behaviours (mimicry) that are
consistent with an experimenting and flexible culture, are mentioned above. Leaders need to be committed to
the accomplishment of the organisational mission and to the goal of learning. Managers also need to be
adept at exposing hidden assumptions (their own as well as those of their employees) in the process of
building shared visions. Integral to the process of shared visions is the balance between inquiry and
advocacy. Many managers are skilled at eloquently putting their cases forward and often (see Senge [4]) this
leads to a defensive approach. Leaders in learning organisations need to have both inquiry and advocacy
skills. Senge recommends that the following is necessary when advocating a point of view:

Explaining the reasoning and data that leads to others expanding their viewpoint
Encouraging others to test the viewpoints
Encouraging other to provide different view points

This should be balanced with inquiry skills by:

Actively seeking to understand others views, rather than simply restating their own or with a view to
merely winning the argument.

Making their assumptions about the others viewpoints, explicit (when you say that, I'm assuming...)
Transfer of Knowledge

Communication must be open, clear, honest and focussed. Relationship building starts with communication
and the element of trust is essential in this process. The majority of writers agree that communication in a
learning organisation is characterised by a willingness to share and not hoard information. Transfer of
knowledge can manifest in various forms including intra-departmental transfers, a mentoring system where
the know how of senior staff members is passed on to junior staff members via a formal mentorship system.

This chapter began with a description of the context of the research project. The skills development
legislation was described and it's possible impact on the organisation was explored. The area of focus for this
project is the implementation of skills development, within the paradigm set by the new legislation. The

81



organisation that I work for was then described and the business idea of the organisation, as seen by various
stakeholders in the business, was explored. The first phase of the project involved the implementation of a
skills and training database for the Training Manager at the organisation, and this was the initial field of
focus for the project. Qualitative research is emergent in nature and this means that in the course of the
research, meaning expands and within the expansion, the research can then be refocused. In the previous
section, I argued that skills development needs to form part of a broader developmental approach. Skills
should not be seen in isolation but rather as part of competencies, which are packets of skills. Organisational
development should focus primarily on the development of competence, as the foundation of skills
development. The relationship between individual training and organisational development was also
described and I view this relationship as one that is characterised by that found within a learning
organisation. Hence the focus of the project, as initially conceived, had shified in the light of new research
into the topic and this necessitated a review of both the Training database and my own assumptions about
skills development using the database.
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4.7, Refining The Training Database

The above research into competency and learning prompted me to revisit the Training Database. The
database, as supplied to the Training Manager, had more capability than initially conceived. Skills profiles
were being inputted into the database and training plans were being developed, but the danger lay in the
possibility that these processes were being done in isolation. This could lead to a mechanistic approach to
skills development where skills are developed in isolation and without reference to the bigger picture. The
Training database provided the opportunity of instant access to a potion of the bigger picture. This portion of
the bigger picture was the packets of skills (i.e. competencies - see previous section) held at the organisation.
The question that I had in mind at this stage was: are there indeed packets of skills, based on the results that
the training manager had compiled at that stage of the project? The relational powers of the database were
put to test and the results are shown on the following pages. The first table shows a skills profile for the
entire company.

The Overall Skill Ratings Table.

The results from this table are a compilation of the skills profiles currently on the system. Approximately 30
employees have been assessed and the results of these assessments have been inputted into the database. It
must be noted that the database is not being used as a skills assessment tool but rather to capture the
outcomes of a particular type of skills assessment process. The table shows what the most widely held skills
in the company are. Thus the results present a view of the competencies (i.e. potential packets of skills) of a
company as measured by aggregate skills profiles i.e. the average for a skills weighted over all staff
members who hold that skill. Tt should be noted from the above research into competencies [37], that a
competence is a collection of skills and thus the information in this table has the potential to determine
competencies. The definitions of the skills are available as part of the skills assessment process (some of
which are given in the glossary) and are not relevant to the discussion at this stage. What is important for me
is to understand how competencies are recognised with a view to developing these competencies. Training is
one method of developing competencies and the overall training plan for the company is presented in the
next table.

Popular Courses {Top 20).

This table shows a summary of all training courses that are planned for individuals for the period indicated
(2000 to 2001). The main use of this table is to show the overall direction of training for the selected period.
The table shows that the Customer Service course will have the most attendees and the Sales Conference
course will consume the largest portion of the training spend. I felt that it was important at this stage not to
be drawn in to the specifics of the information presented in this table (such as which course is top’s etc) but
rather to recognise that the table presents a view of what direction training is expected to take the company.
This in turn would give a view of how competencies would develop. The training that takes place today will
contribute towards tomorrow’s core competencies and thus individual training plans should be aligned to the
overall training direction wherever possible. Thus the primary purpose of this table is to give an indication of
the frend in training and should be read in conjunction with the overall skills rating table discussed above.
An individual manager can thus compile a training plan for an individual and at the same time be aware of
the broader training picture.
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Overall Skills Ratings (Top 20)

From 2000 o 2004

Training Department
Skill Employees Weighted average (%)
Understand total company 25 714
CUSTOMER SERVICE 20 68.7
INITIATIVE 16 62.8
INCREASE GP% 15 57.2
COMPANY IMAGE 14 64.1
Plan 13 59.7
NEGOTIATES 12 63.7
Delegate 12 57.4
PROBLEM SOLVING 11 60.1
Compile report 10 75.1
MANAGES FUNCTION 10 71.5
WRITE A SPECIFICATION 10 68.9
WORKS INDEPENDENTLY 10 66.4
CUSTOMER RELATIONS 10 359
MERCHANDISE 10 35.8
SYSTEMS KNOWLEDGE 7 73.7
Transfer information 7 714
TEAM PLAYER 6 63.2
Lead team 5 49.4
DEVELOPS 4 58.6

Compiled by Phillip Twynam

Friday, October 26, 2001  Pagelofl

TABILE 6: Towards Competence - A report showing the overall Skills Profile for the Organisation
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Popular Courses (Top 20)
From 2000 to 2004

Training Department
Course No of Attendees Overall Cost
Customer service 122 R 103,700
SALES CONFERENCE 97 R 339,500
Communications 81 R 122,000
CUSTOMER CARE 46 R 46,000
CaiP 37 R 3,700
EXCEL (B) 35 R 17,500
Leadership 34 R 68,000
WORD (B) 34 R 34,000
TIME MANAGEMENT 33 R 26,400
JOB SPECIFIC 30 R 24,000
Assessment - PIB 25 R 14,500
SDP 28 R 117,600
SAPMA 28 R 55575
INDUSTRIAL RELATIONS 25 R 25,000
ABET5 24 R 33,800
PERFORMANCE MANAGEMENT 21 R 17,850
BASIC FINANCE 18 R 18,000
OHSAC 17 R 4,250
Finance 16 R 80,000
Advanced communications 16 R 32,000
Report Toral R 1,183,175
Compiled by Phillip Twynam
Friday, October 26, 2001 Page Fof 1

TABLE 7: Overall training plan - A report showing the training profile for the Organisation
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4.8, The Skilis Consultative Forum (SCF)

With the introduction of Employment Equity (EE) legislation, a forum was set up to deal with the issues and
EE was also stated as one of the strategic objectives of the company. The EE Act and the Skills
Development legislation are related in many ways and this led to the introduction of a Skills Consultative
forum(SCF). This forum was formed in July 2000 in order to provide an integrated approach to Skills
development at the company. The forum comprised various stakeholders that were identified by the
Employment Equity Committee on site. The forum was chaired by the Training Manager. Table 6 below
lists the stakeholder representatives together with the group of staff members that the representative reports
to.

Representative — initials Stakeholder Group Main Reason
for inclusion

Training Manager (Chairman) — Phillip | Local Management, Group (Head | HR, Training

Twynam (PT) Office) competence
Union Representative — James Koopman | Unionised workers Co-determination
(JK)

(see figure 15)
Non-union rep — Aziz Mohamed (AM) Non union workers Co-determination
Sales rep- Gaynor Eckardt (GE) Sales and distribution Co-determination
Project Manager (the Author) - Steve | Local Management Technical
Osborne (SO) (database)

Table 8: Skills Consultative Forum — Stakeholder Representatives

It should be noted that all of the above representatives were already elective members of the Employment
Equity committee at the company and thus stakeholder representation by the above members was assumed to
be automatic, by the Phillip, the Chairman of both forums.

In terms of multiple perspectives, as discussed in the introduction, the various SCF team members brought
differing perspectives and personality types to the forum. This is summarised below. The initials of each
team member (see previous table) have been superimposed onto the Jungian Dimensions (figure 6).
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company.

The minutes of the SCF meetings are presented in appendix N. The documents relevant to the forum are
presented in Appendix B and cover topics such as the compilation of the workplace skills plan (the primary
output of the SCF) and the identification of HR systems that are affected by the Skills Development Act. In
order to develop the workplace skills plan, job profiling must be undertaken and the work undertaken by the
SCF for the remainder of 2000 focussed on these profiles. An interview process was used to draw up the job
profiles and was conducted in the following manner:

¢ The interviewee was selected by the Training Manager in consultation with the Head of Department.
¢ The interviewee was invited to the SCF meeting

e At the meeting, brainstorming was undertaken during which various aspects of the interviewees job
were questioned in an open manner ie. ideas were placed on a storyboard and these were then
discussed and questioned. Typical issues that were explored were: who are the customers of the
Telesales department? Or what performance measures are currently in place?

s After the interview, the job profile was drafted by the Training Manager and presented to the SCF for
finalisation.

Samples of the results of this profiling process are presented in Appendix G. An important task for the SCF
was to implement skills development within the framework of employment equity. The training database
provided another opportunity to evaluated the development of skills in this respect. I modified the database
to incorporate Employment equity reports, such as training spend and skills development on previously
disadvantaged groups. These results are also given in appendix G. At this stage of the project, the focus of
the research was shifting towards competence and hence the results of the training database, with respect to
employment equity, are discussed in appendix G.
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An exciting outcome for the SCF members at the session was the Mentorship node shown at the top
right of the CLD. Mentorship appeared clearly as an issue that affects competence and during the debate
it emerged as a driver for the multi-Skilling process currently underway at the company. The issue of
what drives mentorship was discussed but no resolution was reached in the meeting and thus it is left
hanging from the side of the CLD. From the systems perspective, the fact multi-Skilling node is hanging
loose is indicative of two main factors:

e Due to a lack of experience with mentoring (there are no such system in place at the company)
the participants at the meeting were unable to decide on the drivers (i.e. the inputs) of the
Mentoring node shown on the CLD. This was observed during the session where participants
were unable to provide any concrete ideas on the topic and certain individuals "glossed over it".

® A loose node often indicates a point of intervention and the CLD indicates that mentoring is a
possible intervention that can be instituted in order to increase competencies in site.

The relationship between the motivation and the strategy nodes can be summarised by asking can be
achieved or even conceived by unmotivated people. The answer to this was generally taken to be no
(from informal interviews after figure 31 was presented) and hence motivation was seen as driving
strategy. Due to time constraints this link was not fully explored at the session and was left to later
interviews with the participants. It was important to be aware of any differences between the group
generated results and the adaptations made by the author. There was the only one main addition and that
was the linking of the commitment node to the strategy node. This was done by with a view to later
verification via the interview process. During this process, some of the managers who participated in the
building of the CLD were interviewed about their approach to competence. These results are presented
in Appendix D. Three interviews were conducted with managers who were present at the brainstorming
session discussed above and the CLD formed part of the interview process.

The following observations were made based on the interviews:

e The role and potential of the SCF was still not fully understood

o The competence model was accepted as an accurate reflection of the management team
meeting but there was indecision about what actual competencies in certain departments
were and how these were to be aligned with group strategy. The interview process confirmed
the link between motivation and strategy. Although group strategy was known (discussed
further on) and the need to focus on company goals was expressed, the linking of strategy to
departmental objectives was not entirely clear.

e There is definite buy in to the concept of mentorship which bodes well for any further
interventions as far as skills development is concerned because mentorship’s and learner
ships are an integral part of the Act. It is important to note that this buy-in evolved naturally
at the management sessions i.e. it was not sold but rather it developed after critical reflection
and debate by all managers at team sessions, facilitated by myself.

e There is a definite weakness in the area of performance measurement. This presents a
definite weakness in the management capacity because the role of performance
measurements in competence development is clearly shown (as agreed by the managers) in
figure 31. Further interviews (discussed later) highlighted this concern.

e The preferred methods of training was "on the job".
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e The job profiling process was seen as important and "long overdue".

e The policy of "driving HR down the line" (interview with I Knight-MD) was accepted but the
interviewees had different methods of interpreting this “policy”. The word policy has been
placed in inverted commas because there is no concrete statement to define this objective.
There is definite need to concretise this policy by defining it more accurately and training in
this area. This is discussed further in the following Chapter - the Reflection.

e A strong emphasis was placed on the role of HR within the organisation. This is probably
due to the HR background of the interviewees.

e The organisation has a patriarchal tendency, which seems to put a damper on managerial
initiative in certain areas. I would like to note that this seemed strange to me as leadership
did not emerge as a factor in the competence debate discussed above. I discuss this in the
following chapter.

e Phillip, the Training manager, stated that he "believed that a middle ground was required
between the hard systems approach and the soft systems approach”. This belief was echoed
by the Ian (MD) with the statement that “we need to be hard on systems and soft on people”.
This demonstrated to me that these stakeholders had a systems approach to problems in the
organisation, probably stemming from previous intervention that I had done with them. It
also indicated, once again the HR background that these managers had which was now
playing a further role in their current positions.

Interview and reflection on the cybernetics of the training and development system (fig. 25) also
revealed that my attempts to distribute the database, with a view to allowing managers to develop their
own training plans could possibly be a violation of the law of requisite variety. Most managers
{according to the Phillip - the training manager) were not sufficiently skilied in the field of training and
development and would either resist or be unable to develop their own training plans and skills profiles.
Only once the role of the training manager and line manager with respect to the development of skills
profiles and training plans had been sufficiently clarified and the line managers had been trained in both
skills assessment (training needs analysis) and the use of the database, would the law of requisite variety
not be in violation. With this in mind, I decided that, although the concept of line managers developing
their own skills and training plans on the intranet would be premature, some benefit could still be
derived by increasing the amount of feedback in the system. The second Cybernetic law states that in
any system output is dominated by feedback and, within wide variation, input is irrelevant. Line
managers could still derive much benefit from the database by being given read only access to the plans
and profiles that were being compiled by the training manager. Two main benefits of the database are
instant access to the plans and also the totalisation of skills and training profiles for the entire company
(table 6 and 7). These totalisations give broad overviews of the skills held within the company and the
training direction of the company and as such provide important indicators of the overall direction of
competence within the organisation. Thus, providing managers access to this information is an
opportunity to improve the cybernetics within the organisation by providing an avenue to increase
feedback within the system and hopefully also to enhance the training and development dialog within
the company. Hence the database remains primarily the domain of the "experts" i.e. Myself and the
training and development manager, but the database is web enabled thus giving all staff (read only)
access to the information with a view to stimulating the competence dialog within the organisation. This
is explained further in the following sections.
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4.10. From Skills to Strategy

In August 2000, the Group Training Manager, Mzi Gaga, visited the local Cape company and gave
various presentations about Training and Development. These meetings took place after the session in
which the Competence Causal Loop Diagram (CLD) was generated. His presentations are presented in
Appendix N.

He stressed “if is imporiant 1o align the work of the SCF (Skills Consultative Forum) with the strategic
objectives of the company” (see also Appendix D). This relationship had already been examined by the
management team, as shown in figure 31. The strategic objective of the Group were presented by Miz
as:

i. CFROI (Cash Flow Return on Investment = 8%)
ii. Employment Equity
1. Productivity Improvements
iv. World Class Quality

He also spend a considerable time discussing performance measurement and this, it was agreed, was an
essential area where development is required.

The alignment of the Group strategic objectives as shown above with the strategic objectives of the
various departments was undertaken by the SCF. This process was essentially one of consultation with
the departmental managers. The preliminary results are presented on the following page. The four
strategic objectives of the group are listed at the top of the page and these then filter down to the
strategic objectives for the individual departments. The results shown in figure 32 are preliminary and
are likely to evolve in the normal course of business but for the purposes of this discussion, figure 32
represents the alignment of departmental objectives to company objectives and, within this framework,
skills assessment and development could take place. This was the recommendation of the Group
Training manager and concurred with the CLD (figure 31) developed by the management team. Hence
figures 31 and 32 represent the foundations for skills development at the company, as developed by the
managers.
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4.11. Developments Relating to the Skills Consulitative Forum.

Two main developments took place towards the end of the project, which had a large impact on the
work of the Skills Consultative Forum, as described below. These factors had an impact on the
Skills/Competence development process and hence are briefly described below before the start of the
final chapter of this report - my reflection on these results.

4.11.1. Activity Based Costing (ABC).

I was co-opted onto a nationwide team to begin this process at the company in August 2000. I currently
represent the Cape region on the ABC steering committee. It is not the intention here to describe the
ABC process but rather to locate the points where ABC and the Skills Development process can
compliment one another. A brief description of Activity Based costing is given in Appendix Q.

The ABC project had a definite relationship to the Skills Development work in that ABC has a
definition process, as it’s starting point. An Activity Dictionary is created and thereafter work-study on
the activities begins. I observed that activities were often very closely related to the Skills that were
defined as part of the Job profiling work of the Skills Forum (see also the section on Operational
definitions 3.6.2). Job profiles are drawn up via an interview process and the same happens with the
activity list that forms the basis for the ABC calculations i.e. staff members are interviewed in order to
determine which activities are relevant to their jobs and these are quantified. Due to the above
considerations, HR representatives were invited to join the Abc committee at a head office level.

The potential synergies between these two initiatives were not discussed in any depth and at the time of
writing (December), and I took the step of web enabling the Training Database and the Activity Based
costing databases and then distributing the results out for comment. This was the last step of this
research project. This was also done with a view to improving the cybernetics within the organisation
(feedback) as discussed in the previous section,

When a user accesses the Training database on the company Intranet, an option is available to switch
directly to the Activity Based Costing web site in order to view the activity list for that individual. This
is shown by the screen shot below.
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Factory. An engineering upgrade was also put forward by myself, the main motivation of which would
be the upgrade of the factory to international standards (ISO 14000 etc).

The Export initiative placed a damper on the Skills development initiative in that a large amount of
uncertainty was introduced into the company. The plans to retrench a certain number of employees also
did not bode well for the level of moral on the site. There was general agreement that the Skills forum
would be able to resume work in the new year once the restructuring effort and the retrenchments had
taken place.

4.12 Summary

In this chapter I have described the intervention. The background to the research was described and the
initial project plan (table 10) and objectives of the project were given. The organisation where the
research took place was then described and this was followed by detailed descriptions of the three cycles
of action research, as applied in this project. The emergent design feature of Qualitative research
allowed for the level of abstraction of the research topic to be raised from skills development, as initially
conceived, to competence, to the nurturing of competencies and this was elaborated on in this chapter.
The evolving context within the organisation was also described with the introduction of Activity based
costing, web-based training plans and a plan to restructure the organisation. The following chapter is a
reflection and evaluation of the major themes of this project and the research cycles that took place.
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Chapter S: Reflection and Evaluation

Reflection and evaluation completes the learning cycle and is also the basis for developing action plans
for future interventions with a view to perpetuating my learning cycle (see figure 9) and further
improving the organisational situation into the future.

This research project began with a request to develop a Training database for an (internal) customer and
this was delivered. The database has been described in the previous section and, in essence, enables the
customer to compile training plans in conjunction with skills profiles. These training plans are
developed, using the database, in accordance with the requirements of the Skills development Act. The
project followed a three-phase process as described in the following table. The first phase of the project
lasted for about four months and in this phase the aforementioned database was developed for the
customer. The second cycle was essentially one of expanding options (problem formulation) and
exploring the research subject in greater detail using a qualitative research approach, with a view to
designing an effective intervention. Table 11 on the following page shows the three cycles including the
typical questions that were asked at the reflection stage of each cycle. The theory building part of each
cycle is shown and is important from the point of view that theory building is an essential part of the
learning process. Each project cycle ended with an implementation/action stage. Many learning theorists
argue that knowledge can only be claimed upon showing results (Deming) and this philosophy is
integral to the action learning sequences as described by the cyclical learning process in table 11. These
results are discussed below.

5.1 Results

The primary result of the first cycle of the project was the Skills Profile \Training plan as shown in
Table 5. This outcome was specifically requested as part of this phase of the project. The Skills Profile
and Training plan combination allows for the logical and convenient development of a training plan
based on a skills profile for an individual. The results were well received by the customer (the Training
and Development Manager). The company can claim back a portion of the skills levy based on the
amounts of training spend and these amounts are accessible, from the Training database, at the click ofa
button. Although the results presented in table 5 may be used for quantitative assessment, for the
purposes of this research project, a higher level of interaction with the subject matter was required. This
can be summarised by an attempt to establish whether I was doing the right thing, rather than doing
things right. The research project began with a preliminary objective of implementing Skills
Development but after the first cycle of the project it became evident that there were broader issues at
the heart of this subject i.e. competence, and that research should rather be directed towards the
foundations of skills development and hence establishing the tenets of those foundations.

The results of the second cycle were primarily the synthesis of the requirements Skills Development Act
with those of other initiatives at the company, namely Employment Equity and Activity Based costing.
The second cycle began with the formation of a Skills Consultative forum. This forum was formed
specifically to address the equity concerns regarding Training and Skills Development. The forum
provided the ideal setting within which to draw in multiple perspectives on the problem (Skills
Development) and this is reflected on the shared Mission and Vision that was developed by the
members of the forum (sec. 3.8). Although one could argue that the mission and vision
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statements are the wrong way around, or are not passionate enough etc, it is important that this task was
undertaken by the SCF as a team effort. Multiple perspectives were gathering on the various
perspectives of Skills Development including the management of the change that the new legislation
would bring about. Employment Equity (EE) concerns on Skills Development were addressed by the
inclusion of EE parameters in the Training Database (see also Appendix D). The results are discussed in
the previous section and this output of the program enables one to view the training trends with regard
to previously disadvantaged groups within the organisation and to tailor the plans accordingly. This is in
line with the strategic objectives of the organisation.

One of the primary outcomes of the second phase was the development of an overall skills profile and
training plan for the company. This was the first move from skills development towards competence and
the results are shown in tables 6 and 7. Table 6 shows the critical mass of skills available at the
company (for those who had been assessed at that stage) and is the one of the main advantages of the
database. Hamel and Prahalad [27] argue that a key challenge in competing for the future is to pre-
emptively build the competencies that provide gateways to tomorrow’s opportunities, as well as to find
novel applications of current core competencies. They view competencies as packets of skills. The
database enables the organisation to obtain a scientific view of these packets of skills, once skills
assessments have been done. The thrust of training at the organisation is also shown in table 7. The
relationship between the overall skills profile and training plan for the organisation has been discussed
in the previous section and can be summarised as an overview of what skill combinations exist (table 6)
and the future course of skills development at the organisaiton (table 7).

The Model for problem solving (figure 2) is discussed below in terms of the intervention cycles with a
view to evaluating the effectiveness of the model.

5,2 Problem Formulation

The initial phase of the project was essentially technical problem solving. I was presented with a request
to build a database and the technicalities around this issue were the main challenge that was presented.
The Political, social or other aspects of the problem (as recommended in figure 3) were not considered
at this stage. This is in line with my initial objective of building my own computer skills. Stakeholders
were not considered as the customer was viewed as the only stakeholder. This may seem narrow
considering the recommended path for problem formulation as expressed in table 1 but the approach did
not impact measurably on the results of the first cycle of the project. Indeed, it accurate to say that at
this stage of the project, I had a number of alternative issues that I was considering as the research topic
of this project and Skills development was the one that I selected based on the interest that it sparked
within me. The impact my narrow focus at the preliminary stage of the project did become evident by
the start of the second phase and I was forced to reconsider certain assumptions that I held as well as my
own approach to managerial problem solving.

The second phase began with a plan (my plan not the training managers') for distributing the database to
the various line managers. The distributed database would essentially allow the Line Managers to
develop their own skills profiles and training plans. Certain assumptions lay behind this strategy of mine
and in hindsight these assumptions were not effective. The main assumption was that other managers
would be as enthusiastic about the Training database as the Training manager and myself were. I did not
consult the Training Manager about this initially and this lead to the development of a networked
Training database which was not required (at that stage of the project). A distributed system would also
violate certain cybernetic laws (Requisite Variety), as discussed in Chapter 3 (sec. 3.9). The networked
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database may still have an important roll to play in the process of the Skills Development Intervention
but networked functionality was premature at that stage. Later interviews revealed that greater
commitment by the Line Managers to training and skills development would be required before a
networked database could find full application. Thus the database presently remains at the fingertips of
the myself and Training Manager. The main impact of the incorrect diagnosis (or over enthusiasm for
database programming on my part) was that the time spent (about two weeks) on networking the
Training database could have been used more constructively in the early stages of the project.

The above paradigm shift came about as a direct consequence of the QR interview techniques combined
with a reflection using the SMP model (figure 10) in order to rephrase the problem statement, which is
discussed below.

The scope of the project changed with the formation of the Skills Consultative forum (start of the
second learning cycle as shown in table 11). This forum was formed specifically to implement Skills
Development and I was invited to join the forum. From the Qualitative research (QR) point of view, this
meant that I was coming much closer to the problem and the perspective of the problem was changing
for me. Both Cybernetics and QR require one to be aware that it is not possible for a researcher to be
independent of the problem. Indeed, by becoming involved in the Skills Forum 1 was drawing nearer to
the problem and needed to be aware of the effect that this would have on my perspective of Skills
Development. The net effect was a widening of the perspective and what is referred to in Table 1 as an
expansion of the problem boundaries. Stakeholders and role players were identified as shown in Table 8
and this proved to be an essential part of the research process in terms of rephrasing of the problem
definition. The forum was the ideal opportunity to elicit stakeholder perspectives on Skills Development
and also the Management commitment to this process. Work on the forum revealed that there were
greater priorities, as far as skills development was concerned, than developing a networked Training
Database. Reflection at this point of the learning cycle also revealed that a more integrated approach to
Skills Development was required. The work completed up to this point revealed that I had a rather
mechanistic approach to skills development. Further research into the topic revealed that Competencies
are an underlying basis for Skills Development (a foundation upon which Skills Development rests) and
that any intervention would need to be aimed in the area of competence. In terms of Table 1, the
problem was rephrased from how could we speed up the development of training plans? To.... What
drives Skills Development? The answer to the former was to develop a networked Training database
and, as discussed above, it became apparent that this was an inappropriate course of action once the
stakeholder perspectives had been properly explored. The answer to the latter question was to explore
competence in greater depth and this was the subject of the second learning cycle of the research
project.

.3 Qualitative Research,

Qualitative research, as described in the introduction was not used (consciously) in the first cycle of the
project. It only came into play in the second learning cycle when it became evident that the planned
intervention was not proceeding as expected. The first cycle had produced a successful database for the
customer but the level of interest in Skills Development and the Training database by other managers
was very low. This would have serious repercussions on the implementation of any skills development
interventions and hence it became important to explore this issue in greater depth. QR proved to be an
invaluable technique in this respect. The emergent design feature of QR meant that the initial topic of
research i.e. Skills Development, evolved into the final topic i.e. nurturing of Competencies.
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The interviewing process required by QR also exposed paradox as being inherent in the training and
development system. The interviews revealed that managers did not agree that training should be the
first to be cut when budgetary pressure is exerted and yet this is what actually happened towards the
latter part of the research project, with the proposed export centre. It is important to recognise the
paradox and manage within it rather than to attempt to resolve it. QR also revealed the difference in tacit
and explicit knowledge held by some of the primary stakeholders in the Skills development
intervention. The patriarchal nature of the organisation, as revealed by QR, has a definite bearing on the
level of commitment to skills development as evidenced by management.

The model for problem solving presented in figure 9 defines the relationship between QR and Problem
tormulation as consisting primarily of the QR technique of indwelling. Indwelling was not used in the
first cycle of the project due to the narrow focus at that point of the project i.e. the focus was on
producing a database as specified by the (internal) customer — the Training Manager. Indwelling
occurred naturally due because [ was part of the same organisation as this customer. The second cycle
started with the formation of a Skills Consultative forum and was the ideal setting to enhance
indwelling. This meant that I was able to examine my own as well as others' assumptions about skills
development more closely. Interview techniques and group sessions on skills and, eventually
competence were held in order to generate data. The political and psychological perspectives were
examined more closely and the result was a rephrasing of the problem and the generation of a leverage
point for further intervention. This leverage point is shown in figure 31 as mentorship/Learnership.

The epistemological assumptions of QR meant that I could not be separated from the research topic.
This meant examining my own assumptions in the process and also recognition that as I became more
involved in the Skills Development process, I was affecting it and it was affecting me. The model for
problem solving has as its third and final node, systems thinking and the aforementioned assumption
also plays crucial role in this aspect of the model.

3.4 Systems Thinking.

One of the primary objectives of systems thinking is to uncover leverage points for effective action.
Instead of developing laundry lists type solutions to problems, the objective is to uncover the leverage
points where the greatest effect can be gained from the least effort. During the first cycle of the research
project, I developed solution, as requested by the customer, but then proceeded along a tangent without
examining whether this was an effective leverage point. Qualitative research techniques were then used
to uncover the leverage points. Various systems thinking tools (such as modelling, feedback, cybernetic
laws) were also employed with a view to reaching an improved understanding and correctly defining the
problem, before proceeding. One of the dangers of proceeding with an incorrect “solution” is that it
often tends to alienate those who are affected by the problem. This was in the process of occurring
during the first phase of the project but was averted by the use of systems thinking combined with QR
techniques. This is shown in figure 9 as the cross hairs on the right of the diagram. The crosshairs
require that all aspects of the problem be taken into consideration (technical, psychological, political,
and cybernetic) in attempting to uncover an effective leverage point that will be acceptable to all
stakeholders. The two primary systems thinking principles i.e. holism and causality were used to
uncover a leverage point and this is shown in figure 31-Mentorship. I facilitated management sessions in
which the model for competence development as shown in figure 31 was “uncovered”. The techniques
used to develop the model are described in section. 3.9 and Appendix I. This model shows the causal
nature of factors affecting competence development and the holistic nature of the problem. Effective
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skills development within this organisation can only be effective if the other factors, such as
measurements and rewards are effective.

The leverage point identified during the research process is mentorship. This leverage point also relies
on other factors being in place as shown in figure 31. This intervention point is psychologically
acceptable to managers as they developed it in an open forum. It is appropriate to the technologies
employed within the organisation (the database etc) and is also politically feasible, as uncovered by the
interview process and discussions within the Skills Consultative Forum (SCF). From the cybernetic
viewpoint, the leverage point of mentorship relies heavily on the feedback law. Mentorship is seen as a
method of increasing this feedback loop. The law of Requisite variety would also not be in violation if
managers who are capable of mentoring (as a possible career anchor) are identified beforehand and
sufficient training is supplied. Discussions on mentorship in the SCF centred on integrating this with the
current employee appraisal system and the proposed 360 feedback sessions. The self-organising law
also requires that the patriarchal nature of the organisation is taken into account when implementing the
mentorship system and also explains the lack of progress regarding skills development in the early
stages of the project.

Although the mentorship leverage point was identified as a leverage point for skills development, an
earlier and possibly more important leverage point was identified at the start of phase two, namely that
of dialog. A dialog was started with various managers, the subject being competence. This dialog was
started with a view to obtaining a deeper understanding of the attitudes and belief of the various
managers to skills development. This dialog resulted in the identification of the mentorship leverage
point as shown in figure 31. Hence, dialog itself is also seen as an important leverage point. This dialog
has important repercussions for both strategy (which is a key to competence development as shown in
figure 31) and the cybernetics within the organisation. The dialog on competence and the group sessions
had the effect of increasing the feedback within the system and also had the potential the increase the
requisite variety through awareness and learning, although this was not measured.

3.5 Change Management.

My approach to change within the course of the research project varied according to circumstance as
described in the analogy of the navigators as described at the start of section 2.3. The early phase of the
project was essentially one of opportunity-based change where I designed a product and them attempted
to maximise the returns from the product. The net effect of the maximisation attempt was very
disappointing and forced a review of the intervention as I had initially intended (networked database).
Greater benefit for all stakeholders came during the second phase of the project or the dialog phase. This
phase was characterised by emergent change (see fig. 12) and was closely linked to the emergent design
aspect of QR. As changes occurred, these were taken into account in the evolving design of the
intervention point.

The greater part of the project was characterised by a low turbulence environment and as such, much
progress was made, particularly in the latter phases of the project once common understanding through
dialog had been achieved and the shared mental model for competence development, as shown in figure
31, had been developed by the management team. However, with the introduction of a restructuring
exercise (see 3.11)the organisation went abruptly from low to high turbulence (fig 14). Although Skills
development moved rapidly down the agenda as the restructuring progressed (December 2000), the
competence model, as shown in figure 31 was used in the restructuring progressed (informal interview
with two managers). In this way, benefit was derived from elevating the skills debate from that of skills
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to that of competence development. The essence of this debate (by managers and at the SCF) is
contained in the quotation by Manning (sec. 2.9):

Managing the corporate conversation is the strategist’s most important responsibility. Nothing
else matters as much. And fundamental to that task is the use of language — of words, phrases,
concepls, metaphors, emphasis. The 26 letters of the alphabet can be combined in many ways.
How you use them determines how well you do in the markets place. [22].

Or in the words of Wittgenstein:
People don’t have conversations, conversations have people.

At the start of cycle two, dialog was attempted as a change strategy and this dialog culminated in the
competence development model shown in figure 31.

One important aspect of change management was not taken fully into account during the research
process. Dissatisfaction with the status quo was not created as far as skills development was concerned
and even the mentorship leverage point is still considered a nice to have and not an essential part of
skills development by most of the managers. Sufficient dissatisfaction was not created and this will need
to be addressed as the intervention proceeds from this point.

Change and the management thereof is a crucial factor in organisational problem solving. Change is part
of problem formulation, in that, as understanding evolves, the problem definition changes (for some).
Change is integral to the learning loop that underpins action research (figure 9) and the cyclical SMP
model discussed above (fig. 10) in that learning involves change in the perspectives of the learner,
particularly when confronted with intellectual challenges such as paradigm shifts. Finally, Systems
Thinking provided the most effective method for me to manage the variety, which is ,in part, change
management. Although I played, in the main, a facilitation role in the second cycle of the research
project, the changes taking place affected me and the course that the project took. Understanding the
effects of both moderate and severe change on all the stakeholders in the Skills debate (particularly the
Unions) assisted in timing of the various parts of the intervention.

Two concerns about the model for managerial problem solving (fig. 2) have been raised in this
reflection process and these concerns surround the role of strategy and leadership and where they fit in
model. Concerning leadership, I would argue that change management is but one of the many facets of
effective leadership, others being the creation of excellence, direction, purpose, perspective, vision,
foresight etc. O'Brien [49] argues that:

Leaders who can foresee future problems and develop communication

plans will be more successful in motivating employees to embrace the

change effort, helping them o shift their values and beliefs in order to
alter their behaviours.

This issue was alluded to in the final reflection process by the question: how do we build moral? (see
cycle 3 in table 11). This question should be discussed by the management team (and other
stakeholders) and is the subject for ongoing QR at the organisation. Effective leadership is a prerequisite
of successful change management. This brought about a change in the model and is shown in figure 35.
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5.6 Modelling Competence

In the course of the project, the emergent design methodology of QR meant that as more knowledge on
the subject was uncovered, so the direction of the project would emerge or evolve. Thus the initial
research topic evolved from Skills development, to competence, to the development of competencies.
The model developed by the management team (as shown in figure 31) is a generic model for
competence development within this organisation. The advantage of this is that the model is highly
amenable to change. Interviews conducted with various managers revealed that there was definite
knowledge of core competencies within various departments but the development of these competencies
was an uncertain area. (Why develop a competence that will become redundant in a year?). Hamel and
Prahalad conceive of competition for the future as essentially competition for competencies and they put
forward three reasons (3.6 & fig 27): transcendence, growth and risks. In the light of this, the model for
competence is about the development of competence and is not specific to a particular business unit
within the organisation. The model is more generic in that competencies become redundant but a solid
approach to competence development can easily outlive the competencies it is used to build. Hamel and
Prahalad refer to this as the transcendent facet of competence.

From the point of view of the risks in competence development, Hamel points out that interventions
involving the nurturing of competence often last years and hence need to be more carefully considered
from the point of view of risk. An integrated and holistic approach to the Model for Competence
Development (fig. 31) is supported by the fact that a management team developed the model in group
sessions and a such is a shared mental model (see section 2.4). The fact that the model was developed in
an open forum by the team provides a foundation for the sharing of mental models and this was evident
in the sessions that were used to build the model. A forum in which assumptions can be questioned is
integral to the development of a learning organisation and thus contributes to this objective (as set out
by the Ops. Director).

The third aspect of competence that needs to be considered when accessing the Model (fig 31) is
growth. Hame! argues that a good product is built on effective competencies and nurturing these
competencies will ensure competitiveness. The essence of the model for competence is development
and the various factors that need to be in place for competency development to be effective.
Competencies need to be uncovered, and the job profiling process (skills plans), as embarked upon by
the Skills Consultative Forum (SCF), needs to be supported at all levels in the organisation. The SCF
develops the profiles and these are then aligned to the strategic objectives of the broader system (i.e. the
Group). This process is typical of a competence determination process [42,43,44] and must be continued
and the renewed commitment of the management team to the SCF and competence nurturing and
acquisition should be sought.
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TABLES
PARADIGMATIC SHIFT FROM TRANSMISSION MODELS OF TEACHING AND LEARNING TO
OUTCOMES-BASED EDUCATION AND TRAINING

OLD TRANSMISSION
’ MODEL OF NEW QUTCOMES-BASED MODEL OF LEARNING
LEARNING
The learner:  |Passive learmners. Active learners.
Assessment: |Graded. Continuous assessment, learners are assessed on an on-
Exam-driven. going basis.
Exciusionary.
Role of the |Teacher-centred, Learner-centred, teacher as facilitator; teacher constantly
teacher: textbook bound. using group work and team work.
Curriculum  [Syllabus seen as rigid  [Learning programmes seen as guides that aliow teachers to
framework:  |and non-negotiable. be innovative and creative in designing programmes.
Emphasis on what Emphasis on outcomes ~ what the learner becomes and
teacher hopes to understands.
achieve.
Time frames [Content placed into Flexible time frames allow learners to work at their own pace.
and learner  [ngid time frames,
pacing:
{Source: Departrment of Education 188978, 8.7}

Credit accumulation and transfer schemes

The progressiveness of competency and outcomes approaches is also derived through their association
with flexible modular approaches to curriculum which allow learners the opportunity over time to
accumulate credits across a range of education and training providers. Three key characteristics of credit
accurnulation and transfer schemes (CATE) can be identified:

»  They facilitate movement across all the divisions within ET.

+ They provide a flexible framework in which there can be maximum student choice and
exploration, pacing of learning as well as a degree of specialisation. This entails opening up the
curriclum to new groups of students who would previously not have been in formal learning.
especially in further and higher education and training.

+ They allow for the development of new forms of knowledge that reflect new social developments
(media studies, urban studies, performing arts, and economic awareness). These developrnents
pose new possibilities for relating the vocational and the academic in the curricufum {Spours
1988: 10},

In his paper on changes in knowledge production and dissemination, Scott (1895: 74-75) analyses the
impact of CATS on higher education:

Modular-degree schemes, CATS and oulcomes-based assessments embody different values
thary those which have been dominant in many higher education systems - or, at any rate, their
elite segments. In place of sustained academic commitment a step-by-step, and student friendly,
approach to higher education is offered. Multiple points of entry and exit are opened without
regard to the academic symmetry of the whole. in place of grand organic interpretations of
knowledge, a pattern of academic progression is provided in which connections, between lopics
and levels, are pragmatically derived rather than cognitively prescribed. And, in place of socially
exclusive accounts of disciplinary and professiona! cultures, a more diffuse 'college culture’ is
offered.

Scott argues that CATS makes access easier because it enables a much wider range of indicative factors
fo be taken into account in considering the eligibility of students rather than simply their success in end-
of-year exams, Secondly, CATS reduces the risk and stigma of failure by providing multiple exit points
that can be certificated. And lastly, students can ‘grow' their own acadernic interests and, in so doing, are
less likely to be trapped in academic fields for which they have limited aptitude.

L

Critical thinking and democratic nationhood

QBET in South Africa also places a strong emphasis on the development of critical thinking skills.
Curricutum 2005 makes this pedagogic objective explicit:

Learning programmes should promote learers' ability to think logically and analytically as well as
holistically and lateraily. This includes an acknowledgement of the provisional, contested and
changing nature of knowledge and of the need to balance independent, individualised thinking
with social responsibility and the ability to function as part of a group, community or society.
{Department of Education 1897a 10)

Radical education discourses are alsc defined by their appeals to a common nationhood and citizenry in
contrast to the social class stratification that traditional schooling typically reinforces. This emphasis is
evident in Curriculum 2005 which defines nation building and non-discrimination as key principles of the
new ET system:

ET should promote the development of a national identity and an awareness of South Africa’s
role and responsibility with regard to Africa and the rest of the world. Learning programmes
should, therefore, encourage the development of

« mutual respect for diverse religious and value systems, cultural and language traditions,
= multilingualism and informed choices regarding the language/s of learning: and

e co-operation, civic responsibility and the ability to participate in all aspects of society.
{Department of Education 1997a: 9)

Participatory governance

Curriculum design in OBET (as in radical pedagogic traditions) will be transparent and participatory,
incorporating the efforts of all stakeholders. parents, teachers, education authorities, experts and the
learners themselves. The curriculum framework is provisional, with piloting. experimentation and
adaptation occurring throughout. Curniculum frameworks will vary from place to place as the process
becomes more flexible and responsive 1o diverse community needs. (Department of Education 188723,

Seamless learning

The cumufative impact of all these elements is to create an environment for seamless and successiul
learning, with few boundaries, barriers or exclusionary constraints hindering further learning. This
idealism of seamless learning is borne out in Curriculum 2005 when describing the benefits of an
outcomes-based NQF model:
« Learning is recognised whether it takes place in formatl or informal settings.
s Learners are able to move between the education and working environments.
s Areas of learning are connected to each other to enable learners to build on what they learn as
they move from one learning situation to another.
= Credits and qualifications are easily transferable from one learning situation o another.
(Department of Education 1897b. 5)

The notions of ease of transfer from one learning context to another implict in seamless learning is
perhaps the most appealing feature of the radical discourse of OBET, but it also represents its most
problematic feature. The next section will raise some of OBET's limitations,
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must perform the functions of the training board until the contract of apprenticeship expires.

(5) Subject to sub-item (4) (b). sections 13 1o 29 of the Manpower Training Act rem_ains in force
as if that Act had not been repealed until a date determined by the Minister by notice in the
Gazelte

(6) From the date immediately afier the date referred to in sub-item (§)--

a. any trade designated under section 13 (1) of the Manpower Training Act is regarded to be a
qualification contemplated in section 16 (¢} of this Act. ’ ]

b. the applicable provisions of any contract of apprenticeship registered in terms ot_" section 18
of that Act are deemed to be a learnership agreement registered in terms of section 17 (3) of
this Act and a contract of employment referred to in section 18 {3} of this A<:t‘1 and ’

¢. any apprentice referred 1o in section 17 of that Act is regarded 1o be a learner in relation 1o
such a leamership agreement.

8, Training centres --(1) In this item "training centre” means any--

a centre registered as a regional training centre registered in terms of section 31 of the
Manpower Training Act.

b training centre registered as an industry training centre in terms of section 34 of the
Manpower Training Act; or

¢ training trust established in terms of any law mentioned in Schedule | of the Integration of
Labour Laws Act, 1994 (Act No. 49 of 1994).

and in existence immediately before the commencement of this Act

(2) Subject to subitem (3), a training centre continues to exist and perform its functions as if the
Manpower Training Act or any law mentioned in Schedule | of the Act referred 1o in subitem
(1) (b) had not been repealed.

(3} A training centre must be liquidated-t in terms of its constitution not later than 31 March 20’00
unless it has been registered as an association not for gain in terms of section 21 of the Companies
Act, 1973 (Act No. 61 of 1973) before that date.

{4) The Director-General may take steps to liquidate a training centre afier 31 July 1999 if that
centre has not--

a. applied forregistration as such an association not for gain: of
b taken steps to liquidate itself in terms of its constitution.

(%) 1f a training centre is liquidated, any assets and rights not required to discharge the obligations
and liabilities of that centre must be disposed of in accordance with the directions of the Director-
General.

(6) Section 32 of the Manpower Training Act remains in force as if the Manpower Training Act
had not been repealed. until a date determined by the Minister by notice in the Gazette,

6. Arrangements for training of trainees --Any arrangement contemplated in section 30 of(hg
Manpower Training Act and in force immediately before the commencement of this Act remains in
force as if the Manpower Training Act had not been repealed, until 2 date determined by the
Minister by notice in the Gazette
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7. Grants-in-aid --Section 35 of the Manpower Training Act remains in force as if the

Manpower Training Act had not been repealed, until a date determined by the Minister by notice in
the Gazette

8. Fund for Training of Unemployed Persons ~-(1) Any balance of the Fund for the Training
of Unemployed Persons established by section 36 A of the Manpower Training Act is hereby
transferred to the National Skills Fund,

(2) The balance so transferred may be used only for the training of unemploved persons.

9. Training schemes --(1) Subject to subitem (2). any scheme declared binding in terms of
section 39 (3} of the Manpower Training Act continues as if that Act had not been repealed.

{2} Any such scheme must be discontinued not later than 31 March 2000 unless the scheme has
been--

a registered as an association not for gain in terms of section 21 of the Companies Act, 1973
(Act No. 61 of 1973), before that date. provided that from that registration any notice issued
in terms of section 39 (5) in respect of that scheme ceases to be in force;

b. sold with the agreement of the members of the training board with jurisdiction over
employers subject to the scheme before that date: or

¢ transferred to a SETA with the agreement of those members of the training board before
that date.

€3) If that scheme is discontinued, any assets and rights not required to discharge the obligations

and Habtlities of that scheme must be disposed of in accordance with the directions of the Director-
General.

10. Training levies—-(1) Subject to subitem (2). section 39 of the Manpower Training Act
remains in force as if the Manpower Training Act had not been repealed, until 31 March 2000

(2) A notice imposing a levy in terms of section 39 of the Manpower Training Act and issued,
before or afier the commencement of this Act--

a. may be amended by the Minister, by notice in the Gazette, to provide that the levy be paid to
a SETA designated in that notice; and

b, ceases {0 be in force when withdrawn in termis of the Skills Development Levies Act.

11. Training advisers --Sections 48 and 46 of the Manpower Training Act remain in force as if

the Manpower Training Act had not been repealed. until a date determined by the Minister by
notice in the Gazette

12. Registered work-seekers --Any work-seeker registered in terms of section 4 of the Guidance
and Placement Act immediately before the commencement of this Act is regarded to be a
registered work-seeker in terms of section 23 (2) (b)

13. Private employment offices.--Any private employment office registered in terms of section
15 of the Guidance and Placement Act immediately before the commencement of this Act is
regarded to be an employment service registered for gain in terms of section 24 of this Act

14. Local governament sector--(1) The Local Government Training Fund (in this item referved
to as "the Fund”), established by section 7 of the Local Government Training Act continues to
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AMENDMENT OF SKILLS DEVELOPMENT ACT

CHAPTER 1
ADMINISTRATION, IMPOSITION AND RECOVERY OF LEVY
Definitions

1. 1n this Act, unless the context otherwise indicates—
“approved body” means the body approved by the Minister in terms of section
T b} 1o collect the levy on behalf of a SETA:
“Commissioner” means the Commissioner for the South African Revenue
Servive, established by section 2 of 1he South African Revenue Service Act. 1997
{Act No, 34 of 1997)
“Pirector-General” means the Director-General of Labour;
“employee” includes an employes as defined in the Fourth Schedule o the Income
Tax Act
“emplover” includes an employer as defined in the Fourth Schedule 10 the Income
Tax Act
*Income Tax Act” means the Income Tax Act. 1962 (Act No. 58 of 1962
“intlerest™ means any interest payable in terms of section 11:
“levy” means the skills development levy referred to in section 3:
“Minister” means the Minister of Labour;
“Mational Skills Authority™ means the National Skills Authority, esiablished by
section 4 of the Skills Development Act:
“Natipnal Skills Fund”™ means the National Skills Fund. esiablished by section
27011 of the Skills Development Act;
“penalty” means any penaliy pavable in terms of section 12;
“preseribed’” means prescribed by regulation in terms of section 22:
“sector™ means a seclor as determined by the Minister in 1erms of section 9(2) of
the Skills Development Act:
“SETA™ means a sector education and training authority, established by section
9(1) of the Skills Development Act:
“Skills Devetopment Act”™ means the Skills Development Act, 1998 (Act No. §7
of 1998y
“this Act™ includes any regulation made in terms of section 21, but does not
include the footnotes.

Administration of Act

2. (1) Subject 1o subseéction (2), the Director-General must administer this Act.

(2) The Commissioner must administer the provisions of the Act in so far as it relates
to the collection of the levy payable w the Commissioner in terms of this Act.

{3y The Director-General may delegate any part of the administration of this Act
contemplated in subsection (1). 1o the executive officer of a SETA.

(4 A delegation in terms of subsection (3)—

3G

35

40

45

&

fa} is subject to the conditions the Director-General determines;

) must be in writing:

e} does not prevent the Director-General from performing the part of the
administration so delegated: and

{d) may at any time be withdrawn in writing.

Imposition of levy

3. (1) Every employer must pay a skills development levy from——
fa) 1 Apri] 2000, at a rate of 0.5 per cent of the leviable amount; and
{bj 1 April 2001, at a rate of one per cent of the leviable amount.

(2 Despite subsection (1), the Minister may. in consultation with the Minister of
Finance and the Minister for Provincial Affairs and Constitutional Development and by
notice in the Gazerre, impose a skills development levy onevery municipality, as defined
in section 10B of the Local Government Transitional Act. 1993 (Act No. 209 of 19931,
or any group category of type of municipality, which must be determined on the leviable
amount at a rale specified in that notice determined in accordance with subsection (3).

(3) The aggregate of the levies collected from a municipality by virtue of a notice in
tenns of subsection (2} and budgetary allocations for training purposes to that
municipality, must from-—

fa} 1 April 2000, be less than (.8 per cent of the leviable amount:
tb) 1 Aprl 2001, be less than one per cent of the leviable amount; and
(e} 1 April 2002, not be less than one per cent of the leviable amount.

(4) For the purposes of subsections (1), (2) and (3), but subjeet to subsection (5). the
leviable amount means the total amount of remuneration, paid or payable, or deemed to
be paid or payable. by an employer 10 its employees during any month, as determined in
accordance with the provisions of the Fourth Schedule to the Income Tax Act for the
purposes of determining the employer’s liability for any employees” 1ax in werms of that
Schedule, whether or not such employer is Hable to deduct or withhold such employees’
tax.'

(3} The amount of remuneration referred o in subsection (45 does not include any
amount—

ta) paid or payable 1o any person contemplated in paragraphs (¢) and () of the
definition of "employee ™ in paragraph 1 of the Fourth Schedule to the Income
Tax Act. to whom a centificate of exemption has been issued in terms of
paragraph 2(5)a) of that Schedule:

(b} paid or payable 10 any person by way of any pension. superannuation
allowance or retiring allowance:

fc) contemplated in paragraphs (). (d), {¢) or (eA} of the definition of “gross
income” in section 1 of the Income Tax Acy

{d} pavable (o a learner in 1erms of a contract of employment contemplated in
section |8(3) of the Skills Development Act.

(6) Despite subsection (1), on the request of a SETA. the Minister may, in consulation
with the Minister of Finance and by notice in the Gazerte, determine from time 1o time
arate and basis for the caleulation of a levy payable by employers within the jurisdiction
or a part of the jurisdiction of 3 SETA, different from the rate and basis contemplated in
subsection (1)(a) or (b)), as the case may be, but subject 10 subsection (7).

(73 The rate and basis determined in 3 notice in terms of subsection (6) may not have
the result that the amount of the levies collecied by vinue of such notice is less than the
amount of the levies which wounld have been collected, based on the rate and basis
conlemplated in subsection (1 ¥a) or (b}, as the case may be.

L. This means that the remuneration paid 10 employees below the Income Tan threshold must be
incorporated imo the remunceration for determining the feviable amount in this act.
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exist. subject to subitems (5} to (7). as if that Act had not been repealed.

{2y Any body or institution, including a local government body, recognised as a training centre
under section 9A of the Local Government Training Act immediately before the commencement of
this Act, continues 10 be so recognised for a period of four months from that commencement as if
the Local Gosernment Training Act had not been repealed

(3) Subject to subitem {7) {¢). any levy imposed in terms of section 10 of the Local Government
Training Act and in force immediately before the commencement of this Act. remains in force until
31 March 2000 unless withdrawn before that date by the Minister in terms of section 2 (3) of the
Skills Development Levies Act as if the Local Government Training Act had not been repealed,

{4y Subject 1o subiteny (7}

a4 the powers conferred and duties imposed on the Training Board for Local Government
Bodies established by section 2 of the Local Government Training Act may be exercised and
must be performed by the Local Government Education and Tramning Board established in
rerms of section 12A of the Manpower Training Act; and

b. all the assets. rights, liabilities and obligations of the Training Board for Local Government
Bodies are hereby wransferred 1o the Local Government Education and Training Board.

(3) The Director-Ceneral: Constitutional Development must administer the Fund and is the
accounting officer for the Fund

(6) The Mimster for Provincial Affairs and Constitutional Development may, after consuliation
with the Local Government Education and Traming Board, utilise the moneys in the Fund to fund
any person or mnstitution that i the opinion of the Minister can take action 1o develop the skills,
knowledge. expertise or attitudes of a person elected to a municipal council or employed by a
municipality.

(7) When a SETA is established for the local government sector--

a. the Local Government Education and Training Board ceases to exist;

b the assets. rights, habilities and obligations of that Training Board must be transferred 1o that
SETA:

¢, the levy referred to in subitem (3) is regarded 1o be a levy imposed in terms of section 39 (1)
of the Manpower Training Act as mentioned in tem 10;
the Fund ceases to exist, and

2. the Director-General. Constitutional Developrment must transfer any balance of moneys in
the Fund into the banking account of that SETA.

15, Telecommunications sector --(1} Subject (o subitem (2), the Human Resources Fund
referred 10 in section 78 (1) of the Telecommunications Act continues to exist as if sections 78 to
87 of that Act had not been repealed.

(2} The Fund referred 10 in subitem {1} ceases 10 exist--

a. on 31 March 2000; or
b. on the establishment of 2 SETA with jurisdiction n the telecommunications sector.

(3) M1hat Fund ceases 10 exist in terms of--

a. subitem (2) (a). the balance of the money in the Fund must be Iransf‘e.lo the National
Nup/avww polity org. za/govdocs/legistation/ 1 993/actys-uy /. html
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Skills Fund: or
b. subitem (2) {b). the balance of the money in the Fund must be transferred to the SETA
referred 1o in that subitem

(4) Subject 1o subitem (5), the contributions contemplated in section 86 (1) of the
Telecommunications Act which are in force immediately before the commencement of this Act,
remain in force until 31 March 2000 as if that Act had not been repealed.

(5) 1fa SETA with jurisdiction in the telecommunications sector is established. the contributions
contemplated in subitem (4) must be credited to that SETA

16. Exemptions from transfer duty, donations tax or any other tax --Any transfer of assets or
rights contemplated in this Schedule is exempt from transfer duty, donations tax or any other duty
or 1ax
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subsection (3) that the SETA or the Director-General, as the case may be, considers necessary.

{5} The SETA or the Director-General must monitor the skills programmes funded by the SETA
or the Director-General, as the case may be.

(6} A SETA or the Director-General that has made funds available for a skills programme may
withhold funds or recover any funds paid if the SETA or the Director-General, as the case may be,
is of the opinion that--

a the funds are not being used for the purpose for which they were made available;
. any term or condition of the funding is not complied with, or
c. the SETA or the Director-General, as the case may be, is not satisfied that the training is up
1o standard.

21. Drisputes.--Any party to a dispute about the application or interpretation of--

a. any term or condition of funding referred 10 in section 20 (4), or
b. any provision of this Chapter,

may refer the dispute to the Labour Court for adjudication.

CHAFPTER 6
INSTITUTIONS IN DEPARTMENT OF LABOUR

22. Skilis Development Planning Unit.--(1) Subject to the laws governing the public service,
the Director-General must--

a. establish a Skills Development Planning Unit in the Department; and

b. provide the Unit with the personnel and financial resources necessary for the performance of
its funciions.

(2} The functions of the Skills Development Planning Unit are--

a. 1o research and analyse the labour market in order 10 determine skills development needs
for--
1. South Africa as a whole;
ii. each sector of the economy, and
iii. organs of state;
b, to assist in the formulation of--
i the national skills developmem strategy; and
it sector skills development plans; and
¢, 1o provide information on skills to--
. the Minister;
ii. the National Skills Authority;
fii. SETAs,
iv. education and training providers; and
v. organs of state.

23. Employment services.-~(1) Subject 10 the laws govemning the public service, the Director-
General must--

a  establish labour centres in the Department; and
b. appoint such number of persons in the public service at each centre as inecessary to

hitp//www polity. org. za/govdocs/legisiation/ [998/actuy-uy / mmi
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perform the functions of that cenire.
{2) The functions of those labour centres arg--

a 1o provide employment services for workers, employers and training providers, including
improvement of such services to rural communities;
to register work-seekers;
to register vacancies and work opportunities;
d. 10 assist prescribed categories of persons--

i. toenter special education and training programmes;

i. 1o find employment;

iii. 10 start income-generating projects, and

iv. 10 participate in special employment programmes, and
e 1o perform any ather prescribed funciion related to the functions referred to in paragraphs

{a) to (d).

oo

(3) The Minister may, afler consulting the National Skills Authority, by notice in the Gazette,
require each employer 10 notify a labour centre in the prescribed manner of--

a. any vacancy that employer has; and
b. the employment of any work-seeker referred by that labour centre

24. Registration of persons that provide employment services.--(1) Any person who wishes
to provide employment services for gain must apply for registration 1o the Director-General in the
prescribed manner.

{2} The Director-General must register the applicant if satisfied that the prescribed criteria have
been met.

{3} 1f the Director-General--

a. registers an applicant, the prescribed certificate must be issued 10 that person; or
b, refuses to register an applicant, the Director-General must give written notice of that
decision 1o the applicant.

(4) A registered employment service must comply with the prescribed criteria.

25. Caucellation of registration of employment service.~(1) Subject 1o this section, the
Director-General may cancel the registration of an employment service if satisfied that the
employment service is not complying with the prescribed criteria.

(2) 1f the Director-General has reason to believe that an employment service 18 not complying with
the prescribed criteria and accordingly that its registration should be cancelled, the Director-
General must, before cancelling its registration--

a. notify the service of the intention to cancel registration and the reasons for doing so;

b. give the service 30 days from the date of the notice 1o make representations on why its
registration should not be cancelled; and

c. lake those representations into account in reaching a decision.

(3) Ifthe Director-General cancels the registration of an employment service, the Direcior-
General must give written notice of that decision to the emplovment service.
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14, Finances of SETA (1) A SETA is financed from--

the skills development levies collected in 1ts sector;

moneys paid to it from the National Skills Fund:

grants, donations and bequests made 1o it;

income earmned on surplus moneys deposited or invested,

income eamned on services rendered in the prescribed manner; and
money received from any other source.

AR S =

(2) The money received by a SETA must be paid into a banking account at any registered bank
and may be invested only in--

a. savings accounts, permanent shares or fixed deposits in any registered bank or other
financial institution;

b internal registered stock contemplated in section 21 (1) of the Exchequer Act, 1975 (Act
No 66 of 1975,

c. a unit trust scheme managed by a company which has been registered as a management
company in terms of section 4 or 30 of the Unit Trusts Control Act, 1981 (Act No. 54 of
1981); and

d. any other manner approved by the Minister.

(3} The moneys received by a SETA may be used only in the prescribed manner and 10—

2. fund the performance of its functions; and
b. pay for its administration within the prescribed limit.

(4) In each financial year, ending on the prescribed date, every SETA must, at a time determined
by the Minister, submit to the Minister a statement of the SETA’s estimated income and
expenditure for the following financial year.

{5} Every SETA must, in accordance with the standards of generally accepted accounting
practice--

a. keep proper record of all its financial transactions, assets and liabilities; and

b. within six months after the end of each financial year, prepare accounts reflecting income
and expenditure and a balance sheet showing its assets, labilities and financial position as at
the end of that financial year.

(6} The Auditor-General must--

a. audit the accounts, financial statements and financial management of a SETA; and

b. report on that audit to the SETA and to the Minister and in that report express an opinion a8
to whether the SETA has complied with the provisions of this Act, and 15 constitution,
relating 1o financial matters,

15. Taking over administration of SETA --(1) The Minister may, afler consultation with the
National Skills Authority, by notice in the Gazerte, direct the Director-General to appoint an
administrator 1o take over the administration of a2 SETA if the Minister is of the opinion that--

a. the SETA fails to perform its functions;
b. there is mismanagement of its finances; or
c. its membership no longer substantially represents the composition con.]ated in section
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11
(2) In that notice the Minister--

a. must determine the powers and duties of the administrator appointed in terms of subsection
Iy
b ﬁnzy suspend or replace one or more members of the SETA for a reason contemplated in
subsection (1) (a), (b} or {¢);
¢ may suspend the operation of the constitution of the SETA, and
d. may, in the prescribed manner, transfer funds in the SETA's bank account to the National
Skills Fund.

(3) Ifa notice is published in terms of subsection (1), the Minister may, to ensure that the SETA
resumes the performance of its functions--

a. amend its constitution,

b. reinstate any of its members, and

<. withdraw or amend any provision of the notice contemplated in subsection (2) on such
conditions as the Minister considers appropriate.

CHAPTER 4
LEARNERSHIPS

16. Learnerships --A SETA may establish a learnership if--

a. the learnership consists of a structured learning compgnent;the learnership includes practical
work experience of a specified nature and duration;

b. the learnership would lead to a qualification registered by the South African Qualifications
Authority and related 1o an occupation; and

¢. the imended learnership is registered with the Director-General in the prescribed manner.

17. Learnership agreements--(1) For the purposes of this Chapter, a "learnership agreement”
means an agreement entered into for a specified period between--

a. alearner,

b. an employer or a group of employers (in this section referred 10 as "the employer”); and

¢ 4 training provider accredited by a body contemplated in section 5 (1) (a) (ii) (bb) of the
South African Qualifications Authority Act or group of such training providers.

(2) The terms of a learnership agreement must oblige--

a. the employer to--
i. employ the learner for the period specified in the agreement;
it. provide the learner with the specified practical work experience; and
iii. release the learner 1o attend the education and training specified in the agreement;
b. the learner to--
1. work for the employer, and
1. attend the specified education and training; and
¢ the training provider 1o provide--
i. the education and training specified in the agreement; and
it. the Jearner support specified in the agreement.

(3} A learnership ment must be in the prescribed form and registered with a SETA inthe
ntip/rwww pohty. o Awaovdocsilemsiﬁnon!F‘992$/3'C{98~()‘)/ niml zinangn
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each from the members to be appointed to represent--

orgamised labour,;

organised business;

organisations of community and development interests; and
the mterests of the State,

o oo

(4) A member of the Authonity holds office for a period of three years and is eligible for re-
appointment.

(5} A member of the Authority vacates office if that member--

a. is removed from office by the Minister as contemplated in subsection {6); or
b resigns by written notice addressed 1o the Minister.

{6y The Minister may remove a member of the Authority--

on the written request of the body that nominated that member in terms of subsection (2),
for serious misconduct,
for permanent incapacity;
for absence from three consecutive meetings of the Authority--
1. without the prior permission of the Autharity; or
unless the member shows good cause: or
for engaging in any activity that may undermine the functions of the Authority.

a0 o

s

(7} 1f a member of the Authority vacates office before the expiry of the period of office, the
Minister must, in terms of subsection (2), appoint a new member for the unexpired portion of that
period

(Date of commencement of s. 6 2 February, 1999}

7. Constitution of Nationat Skifls Authority ~-(1) The National Skills Authority must, as soon
as possible after the appointment of its members, adopt its constitution.

(2} Subject o this Act, the constitution of the Authority--

a. must provide for--
1. procedures for the nominations of members of the Authority referred 1o in section
6 (2) (a), (b}, (c) and (g);
il the establishment and funciioning of committees, including an executive committee;
il subject to subsection (3), the rules for convening and conducting of meetings of the
Authonty and its committees, including the quorum required for and the minutes to be
kept of those meetings;
iv. the voting rights of the different members and the manner in which decisions are to be
taken by the Authority and its committees;
a code of conduct for the members of the Authority;
vi. the determination through arbitration of any dispute concerning the interpretation or
application of the constitution; and
vil. subject to subsections (4} and (5), a procedure for amending the constitution and
advising the Minister on regulations to be made; and
b. may provide for--
i. the delegation of powers and duties of the Authority 1o its members, committees and

employees, provided that the Authority may impose conditions .e delegation, may
Ntp /7 www. polity . Org. 2a/govdocs/legsiation/ I YYS/actys-uY 7 htmi
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not be divested of any power or duty by virtue of the delegation and may vary or set
aside any decision made under any delegation; and )
it any other matzer necessary for the performance of the functions of the Authonty.

(3} At least 30 days notice must be given for a meeting of the Authority at which an amendment of
the constitution or a regulation to be made is to be considered

{4) A supporting vote of at least two thirds of the Authority's members and the approval of the
Minister is required for an amendment to its constitution.

{5) A supporting vote of at least 1wo-thirds of the Authority's members is required for advising the
Minister on regulations to be made.

{(6) Despite subsection (2} (a) (i), the Minister must determine the procedure for the nominations
for the first appointment of members of the Authority referred to in section 6 {2} (a), (b), (¢} and
(8.

{Date of commencement of 5. 7: 2 February, 1999}

8. Remuneration and administration of National Skills Authority --(1) A member of the
National Skills Authonity who is not in the full-time employment of the State may be paid the
remuneration and allowances determined by the Minister with the approval of the Minister of
Finance.

(2) Subject 1o the laws governing the public service, the Director-General must--

a appoint a person to be the executive officer of the National Skills Authority who will, upon
such appointment, be in the employ of the public service; and

b. provide the Authority with the personnel and financial resources that the Minister considers
necessary for the performance of its functions.

(Date of commencement of s. 8; 2 February, 1999}

CHAPTER 3
SECTOR EDUCATION AND TRAINING AUTHORITIES

9. Establishment of SETA.--(1) The Minister may, in the prescribed manner, establish a sector
education and training authority with a constitution for any national economic sector.

{2} The Minister must determine a discrete sector for the purposes of subsection (1) by reference
to categories of ermployers and for the purposes of that determination take into account--

a. the education and training needs of employers and emplovees that--
1. use similar materials, processes and technologies;
il make similar products; or
iil. render similar services,
b. the potential of the proposed sector for coherent occupational structures and career pathing;
the scope of any national strategies for economic growth and development;
d. the organisational structures of the trade unions, employer organisations and government in
closely related sectors;
e. any consensus that there may be between organised labour, organised employers and
relevant government departments as 1o the definition of any sector; and
f. the financial organisational ability of the proposed sector to support a SETA.

”
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“Basic Conditions of Employment Act” means the Basic Conditions of Employment Act, 1997
{Act No 75 of 1997);

“Department” means the Department of Labour;
"Director-General” means the Director-General of Labour:
“"emplovee’ means--

a. any person. excluding an independent contractor, who works for another person or for the
State and who receives, or is entitled 1o receive, any remuneration; or

b. any other person who in any manner assists in carrying on or conducting the business of an
employer, and "employed" and "employment" have corresponding meanings,

“employment services" means the provision of the service of--
Y P

a advising or counselling of workers on career choices either by the provision of information
or other approaches;
b. assessment of work-seekers for--
i. entry or re-entry into the labour market; or
n. education and training;
c. the reference of work-seekers-~
i. to employers to apply for vacancies; or
i, to training providers for education and training;
d. assistance of employers by--
1. providing recruitment and placement services;
ii. advising them on the availability of work-seekers with skills that match their needs;
i, (advising them on the retrenchment of employees and the development of social plans;
or
e. any other prescnibed employment service;

"government department” means any department or orgamisational component referred to in
Schedule 1 or 2 of the Public Service Act, 1994 (Proclamation No. 103 of 1994);

“Labeur Court” means the Labour Court established by section 151 of the Labour Relations Act,
1995 (Act No. 66 of 1995);

"Minister" means the Minster of Labour;
"National Skills Authority” means the National Skills Authority established by section 4;

“national skills development policy™ means the national skills development policy referred to in
section 5 (1) (a) (i};

"national skills development strategy’ means the national skills development strategy referred
to in section S (1) (a) (u);

"National Skills Fund™ means the National Skills Fund established by section 27;

"NEDLAC" means the National Economic Development and Labour Council established by
section 2 of the National Economic Development and Labour Council Act, 1994 (Act No. 35 of
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1994);

"prescribed’ means prescribed by regulation,

"regulation™ means a regulation made and in force in terms of section 36;

"SETA" means a sector education and training authority established in terms of section 9 (1},

"Skills Development Levies Act” means national legislation imposing levies for skills
development;

"skills development levies' means the skills development levies payable in terms of the Skills
Development Levies Act;

"South African Qualifications Authority” means the South Afncan Qualification Authority
established by section 3 of the South African Qualifications Authority Acy;

"South African Qualifications Authority Act” means the South Africa Qualifications Authority
Act, 1995 (Act No. 58 of 1995);

"this Act’ includes any regulations but does not include the footnotes; and
"worker” includes an employee, an unemployed person and a work-seeker.
{Date of commencement of s. 1: 2 February, 199%.)
2. Purposes of Act.--(1) The purposes of this Act are--

(a) to develop the skills of the South African workforce--

1. to improve the quality of life of workers, their prospects of work and labour
mobility;
ii. toimprove productivity in the workplace and the competitiveness of employers,
. to promote self-employment; and
wv. toimprove the delivery of social services:

(b) to increase the levels of investment in education and training in the labour market
and to improve the return on that investment;

(c) to encourage employers--

i. touse the workplace as an active learning environment,
1. to provide employees with the opportunities 10 acquire new skills;
iii. to provide opportunities for new entrants to the labour market 1o gain work
experience; and
iv. to employ persons who find it difficult to be employed;

(d) to encourage workers to participate in learnership and other training programmes;

(e} to improve the employment prospects of persons previously disadvantaged by
unfair discrimination and to redress those disadvantages through training and
education;
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