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EXECUTIVE SUMMARY

The Local government management atite leadership skillsdevelopment is a research
undertaken focusing on achieving five objectives. They agsessing the impact of skills
development interventions on senior leadership the municipalities, @nducting the skills
audit for the senior leadership ithe municipalities, understanding the link between service
delivery and capacithuilding interventions, prioritising the implementation of the PIVOTAL
skills needs as well @gveloping a strategy that is responsive to the skills development of the
senior officials in the municipalities. To achighese objectives, a comprehensive literature
and desktopstudy was conductednd pronouncedhe key challenges confronting leadkig
skills development in the local govenent sector. kldwork survey,interviews and
guestionnaires were used toreflect on the livedcempiricalexperiences othe seniormunicipal
managerswho underwent leadership trainig and developmentin addition nput from
selectedexperts from academiand portfolio office bearers ithe local government sector

was sort and received

The massive dataset received from the literature, desktop and empirical studies (interview
and questionnaire surveysgvealthat leadership skills development despitee introduction

of the SETAmodel is still wrought with challenges that impact on service delivery. The
guestionable quality of service delivery in most municipalitieslargely entangled with
leadership developmdnchallenges. There is still incongruence between the money in excess
of millions set aside for skills development and the impact of such training conducted by
training providers Another concern is the issue of political interference which eats away the
bone and marrow of the leadership capacity in most municipali#ésn of critical importance

is some inexperienced trainers addplicated and irrelevant training that is not responding in
enhancing leadership skills for seniorunicipal officials. Theseshow that WSPs are not
informed by skills audit and also not implemented propenymost municipalitieslt is also
interesting to hearthe senior municipal officials complaining about the budgetary constraints
for training and development interventionglthere are skills funds set aside for these kinds

of interventions via LGSETA arrangements.
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A SWOT analysis has been developed as well agplegetoire of skills andiatabase of training
providers inthe respective municipalities not only to assistassessing the impact, but also to
develop a skills intervention strategy that would be rolled outtfeg senior municipal officials.

It is recommended that a centralised database of training providers should be introduced and
to be interfaced with that othe new National Treasurgentral Supplier &tabase to be able

to have control of the accredited training providers to offer trainingtine respective

municipalities.

Also of importance is to encouragiee LGSETA to work closely with the NSG in intiogua
tailor-made local government based Advanced Management Development Programme
(AMDP) and Emerging Managing Development Programme (EMBRhe current one is
dedicated to general populace of the advanced and emerging public officials in the public
savice The national COGTA should also be part of this broad based process. Universities and
other accredited training providers should be tasked with developing tailor made course
material for local government based AMDP for senior municipal officials EMDP for

emerging municipal officials

Concurrent impact studies on skills gap conducted by LGSETA and <2O@d Ade resolved

going forward. The LGSETA and COGTA should work in harmony to spare themselves troubles
and pain of aiming to do the same tigirn parallel.lt isimperativethat synergyand effective
collaboratins be done in the futuremongst the key stakeholder€OGTA SALGA, LGSETA,

NSG and National Treasury to buttress skills development in the municipalities.
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SECTION ONE
INTRODUCTION AND GENERAL ORIENTATION TO THE $042aY GOVERNMENT
MANAGEMENT AND LEADERSHIRLS DEVELOPMENT

1.1 INTRODUCTION AND BACKGROUND

The study is framed within the broader terms of reference and the objectivesntribute in
building leadership and management skillstiié senior municipal officials geared towards
enhancing service egtlence and delivery through competent and capable leaders in the local
government sector. fle project focuses in the main oteveloping a strategy that will be

responsive to the skills development of the senior officials in the municipalities.

This projet is embedded within the conceptutileoretical framework of skills development in

the local government sector. An-aepth analysis of the annual reports of the LGSEDA3
Mandatory Grant Evaluation report as well Asiditor General South Africa (AGS#)d
Financialand Fiscal CommissiofFFC)eports amongst others reveahyriad of municipal
leadership and service delivery challenges. It would appear that the more financial resources
are invested in the Skills Developmenttioé municipal leadersa worse off scenario is painted
showing less or no correlation between financial investment on skills development and

municipal performance.

¢CKS aaSNIAz2y o0& (GKS { 2 dzipgsociatignNBADLGA) thgt 2h@ |-
municipdities are suffering fromi K Systaimatic underinvestment in people, the lack of
technical, management and leadership skills and the need to also improve the gholitic
leadership of the municipalitiesthe lack of defined minimum competencies for critical
positions, and the impac2 ¥ dzy RdzS LRt AGAOFIf Ay IiSNERENBYOS
indicative of the dearth in the municipal leadership despite the notable investment on
intervention initiatives. The AGSAclaimsthatd X @A NIidz- t f & S@OSNE GNI ya

I Mandatory Evaluation Report, July 2013, p. 14.
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wrong whether tivial or substantial. The SEIA[@aBure] to submit Annual Financial
Statements, a Performance Report or Annual Report, in contravention of the Public Finance
al yI 3S Y S3idifurtheO évidlence that the time for a paradigtic shift in the way
interventions initiatives are structured and implemented is long overdue and that a systematic

valuation research imdispensable tanform such a shift.

Given the newLGSETAeadership, the wheel is turning in the right direction and there is a
promisefor turning the skills development landscape around to makempetusimpact on

the leadership and management of the municipalities in the couritris for this reason that

an impact assessment must be done to check the link between the BRI development
intervertions and service deliveryn the ground. Are the HRD interventions improving service
delivery on the ground? Are we having sound local government management and leadership
in the country? Are our local government leaders implementing the knowledge skills
learned maximally and effectivelyfhese are some of theesearchquestions interrogated in

the study to probe the depth of the problem and challengids through understanding the

diagnostic results that effective prognostitervention stategieswill be recommended

CKS @AaAz2y 2F {2dziK ! FNAOIFQA bl aGA2y Lt {{1Aff
capable workforce that shares and contributes to the benefits and opportunities of economic
expansion and an inclusive growth pagha noble thought that informs sector skills planning

and skills development interventions in SETAs to respond to skills development challenges in
the country, but the strategy has neared to expiration from 20612016. There is a need

therefore to reviev and revitalise it over another longer period.

Municipal employees and the skills they bring to the workplace are a critical input in the
delivery of all services a municipality delivers. The objective of managing municipal personnel

is, therefore, notnS OSa al NAf & G2 YAYAYAAS GKS dagl3S oAt
the required skills are recruited, retained and appropriately deployed (Local Government

Budgets and Expenditure Review, 2008:175).

2 http://www.pa.org.za/blog/worst-two-setasfail-dispelcommitteesconcerns
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1.2 PURPOSE AND OBJECTIVE

Within the framework & LGSET,/Akills developmentissuespertaining to skills development
at leadership and senior municipal management level against municipal performance and
service deliveryare criticalto ensurethe developmental local government that positively

impacts m the lives of the communitieS hus, theobjectives of tle researctwereto:

1 Assess the impact of skills development interventions on senior leadership in the
municipalities;

Conduct the skills audit for the senior leadership in municipalities;

Understard the link between service delivery and capaditylding interventions;

Prioritise the implementation of the PIVOTAL skills needs;

= =_ =2 =

Develop a strategy that is responsive to the skills development of the senior

officials in the municipalities.

Overall, thepurpose of this Comprehensive Final Report (FR) is to present the conceptual and
theoretical exposition of the leadership development skills in the local government sector

including empirical study (emerging interviews and questionnaire surveys).

1.3 CONCLBION

This study came at the right time when the LGSETA management is restored and energized to
take a lead in driving skills intervention strategies in the local government sddtere could
be no other time than this to reflect on the leadership skillsvelopment in various
municipalities This empirical study is a dijck to understand whaactually the underlying

situation on the local government landscapeniss far as skills development is conastn

The next section reflects on the conceptuald theoretical exposition of leadership skills

development from local and international perspectives.
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As this is the Final Report (FR), this report marks the final activity output of the project, first
being the Inception Report, second being ConcepgbdRe(CR) and now third and last, the

Final Report (FR) as per the contract.
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SECTION TWO
CONCEPTUAL AND THEORETICAL EXPGHOIKINOCAL AND INTERNATIONAL
PERSPECTIVE

2.1INTRODUCTION

In this section, a concepél and theoretical framework underpins the study on leadership
skills development and intervention. A legislative framework is introduced to guide the
discussion within a particular legal context. At the end, an international perspective receives

attention reflecting on Estonia, UK and the Netherland case studies.

It becomes clear in the discourse that leadership skills development is an important matter
that is not only limited to the South African situation, but a worldwide phenomenon hence the

ensuingdiscussion.

2.2CONCEPTUAL AND THEORETICAL EXPOSITIONS

Training is about learning something new that changes the way of thinking, feeling and
behaving and this should provide knowledge and skills necessary for performing tasks, changes
in mindsets andattitudes of employees, enhancing organisational performance as well as
empowering and motivating employeea&ll-inclusive training should develop individual skills

and abilities to improve job performance, familiarise employees with the new system,
procedures and methods of working to assist them to become familiar with the requirements

of their particular jobs and of the organisation. Every municipal official, individually or
collectively, has a role to play in transforming local government and acqukiniogyledge and

skills through training to be in a better position to perform outstandingly (Mothae, 2008:823

4).

Competence refers to the inteelationship between the individual and public institution to

meet optimal and measurable performance that lsatb service output and outcome.
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Individual competence is based on characteristics and traits which include skills, knowledge
and attitude that will lend to conformance to and compliance with strategies implemented to
meet local development. Organisationalompetence is the integration of individual
competence with respect to requisite skills, compliance with the organisational values,
emphasis on human resource development, as well as an organisational culture that leads to
teamwork that fosters performare by providing strategic managerial leadership.
Organisational competence is, however, guided and directed by executive senior management
to ensure that outputs are generated. The implication istttheey hold specific competence
which enables them the @anomy to control and steer service delivery. Competence is
therefore, also defined in respect of continuous skill enhancement in term®refoing
training that takes cognisance of change and innovative practices which gives recognition to
the evolving reeds of society (Draai and Oshoniyi, 2013:868). Overall, competence is

progressive and cannot be obtained overnight.

The problems encountered at local government stem from insufficient capacity due to a lack
of scarce skills and persistent high vacand¢ggancluding poor performance management due

to inadequate competencies and training. The high vacancy rates persist because local
government is characterised by weak human resource management and ineffective
performance management systems. The human uese systems are also said to exercise
poor recruitment practices, especially in cases where political deployment system is
concerned. In addition, municipalities have deficient abilities to attract and retain technical
competent skilled workforce. The condrum created by scarce and critical skills, particularly
with respect to the availability of technical competence is evident in various district and local

municipalities (Draai and Oshoniyi, 2013:874).

The availability of competent local government ofis who are able to demonstrate
performance, managerial leadership and accountability in terms of the developmental
mandate of local government is critical to the realisation of strategic local government
objectives aligned to the National Outcomes Apcb 20092014. This approach holds nine
outcomes that define performance in particular to the various national government
departments. The specific outcome for local government states that the vision for this sphere

of government is to achieve responsiagcountable, effective and efficient service delivery
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and governance (Draai and Oshoniyi, 2013:868), but this remains to be a challenge due to

politically charged local governance and leadership skills development inadequacies.

Therefore, the developmentf leadership competence in municipalities is essential as it is an
attempt to respond to the dynamic nature of modern public sector institutions (Mpehle and
Kanjere, 2013:764Municipalities throughout the country should be equipped with the best
skillsif they are to deliver quality services in order to improve the lives of the residents in their
communities (Nkosi, 2004:17).

Finally, the municipal sector should be recognised as a learning organisation. A learning
organisation is the kind of organisaii that is geared to train, retrain and orientate employees

at a pace similar to that required by the changing needs of effective service delivery and
optimal organisational performance. A learning organisation is characterised by training that is
continuaus and takes place at all times for as long as the employee is in an organisation;
training and learning as such should catch up with rapid changes taking place in an
organisation; proactive and reflect in changes in behaviour and attitude Mothae (2008:826
The question is, given these characteristics, is the current municipal sector a learning
organisation and if not, why not and if yes, wase therecritical skills capacity shortage in

various municipalities?

2.3LEGISLATIVE FRAMEWORK

The South Afdan local government sector is built on strong policy and legislé&tiwedation.

The Constitution as a starting point outlines the overall principles and the purpokeaif
government.According td_ocal Government Municipal Systems Act, 2000nicipaities must
develop their staff to a level that enables them to perfotheir functions effectively and
efficiently. Everynunicipality pays a skills development levy equal to 1% of its payroll, which is
then allocated to LGSETA. The LGSETA pays 50% lefvyhback to municipalities as a
mandatory grant after receiving theitWork Place Skills PlangVEPys Consequently, the
LGSETA then identifies priority and mamority training for municipalities. Generally, priority

training relates to municipal key permance areas as well as ABET and workplace training
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systems. Training that does not contribute to improving municipal performance and
effectiveness is considered ngmiority. The annual evaluations suggest that the bulk of the
training in the local gowament sector is in nopriority areas (and so does not contribute
substantially to improving municipal performance) and skills development grants are
significantly underspent. This @ on-going cause for concern. Over a fepgrar period,from
2007/08 b 2010/2011, the mandatory grants allocated to the nine citesiprising the South
African Cities Network (SACN) almost doubled in value, & million to more than R112
million (Mandatory Grant Evaluation Report, 2013:8, 24 and 77).

The question sli remains whether the millions of money spent for training translate into
meaningful impact of skills enhancement and developmental local government biased to

improve the quality lives of the members of the society.

The Skills Development Act, 1998 datkr amended in 2003 aims to develop the skills of the
South African workforce by encouraging education and training in the workplace in order to
AYLINR @GS 62NJSNBQ lijdahtAGe 2F fAFS +FyR adlofts
workplace asan active learning environment and to provide employees and new entrants to
the labour market with opportunities to learn new skills and to gain work place experience.
The main purpose of the Skills Development as amended was to give the Minister of Labour
greater powers to manage and hold to account the SETAs. Given the evolution of the act, it
was further amended in 2008 to introduce changes to the SETAs governance arrangements to
reflect the new quality assurance environment, Quality Councils for TradeCQxcupations

and no more Education and Training Quality Assu¢®tandatory Grant Evaluation Report,

2013:26)

According to the study conducted by the PSC in 2008, signifprogress has been made in

putting in place the necessary legislative, normatand regulatoryframework for capacity

building. This includes Sectoral Education arniaining Authorities model wherein
departmentgmunicipalitiesare compelled to spend 1% of their personnel budget on training.
However,df A YAGSR OF LI QRO O2y 1 g @S EHY T8y hQa LIS NF ;

to realise its developmentalbjectives. Addressing the capacity challenge in the Public Service
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[municipalities]requires dedicated leadership from tlsenior management to havbe ability

tobuldonexd G Ay 3 fSAAafl GADBST y2NYPECHEB:2)y y R NB I d

The LGSETA encourages municipalities and skills development facilitators (SDFs) to integrate
skills planning into the municipal Integrated Development Plan (IDP) and to align the tWSP w

the IDP objectives. Training in the sector should be planned to support achieving the
objectives within each municipal key performance area (LGSETA, 2012:24). As such, the WSPs,
IDP and the Annual Training Reports (ATR) should talk to each other.

2.4KEY LEADERSHIP SKILLS DEVELOPMENT ISSUES

2.4.1Spending onlslls development and municipal performance incongruences

Whilst it is readily apparent that Government is currently making a substantial financial
investment in training and capacity devploent, it is much les clear whether the quality and

relevance of trainings in commensuratiomith expectations and priorities (PSC, 2008:Vii).

Despite considerable expenditure on skills development, South Africa continues to suffer from
a shortage of ldlls and a lack of alignment between national growth imperatives and skills
development activities. The total skills development levies collected in all economic sectors
increased from R4.43 billion in 2006/07 to R8.61 billion in 2010/11, and was expiected
exceed R10 billion in 2011/12. The National Skills Fund (NSF) receives 20% of the levies
collected, which in 2010/11 amounted to R1.72 billion. Total expenses for 2010/11 were R633
million, or less than 40% of the levies received. The NSF has alsoudai@d funds of R6.5
billion, which earned a sizeable R380 million in investment income in 2010/11 (Mandatory
Grant Evaluation Report, 2013:14). Out of these investments, exgects skills and
competencies to exponentially increase in commensuration with accumulated funds and

the spendingon training, but this, is not the casé. is appropriate to ask why this is not the
cas€ Consequently, e infers that there is incongruencebetween funding for skills

development and the impact of training in growg the skills in the municipal sector. This
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incongruence must be reverseds it is unexplainable to have less impact of training for
enhancing skills development in the municipal sector yet the funds are galore to sustain the

municipal capacity at critéd levels of leadership and management. .

The former Minister, Trevor Manliawas concerned about the spendionflthe SETASs in the

last 3 years whiclhmounted toR12 billion. Manual questioned how much of that money was
spent by the municipalities for @aningwhile suchtraining programmes failed to resolve the
municipal challenges. It is clear that skills development is a strategic matter that should be
accorded its rightful place. For the billions of money that are invested in skills development to
add value to the state, all stakeholders in local government must play their part in ensuring
that training providers deliver value for money training that have a positive impact on the

learners and municipalities (Os€&utu, 2007:35).

Monitoring and evaluting the actual performance is crucial. Currently, there is no reliable

comprehensive data available for the amount municipalities spend on staff training, or the
number of municipal staff that benefit from such programmes. It is also unclear whether such
capacity building programmes have achieved their intended outcomes and impact.

Accountability is dodgy (Financial and Fiscal Commission, 2012:2).

It emerges from the municipal audits that the audit opinion expressed by the Auditor General
South Africa (&SA) that there is a congruence between negative audit outcomes, regression
from positive to negative audit outcomes and municipal capacity constraints in various
municipalities. TheAGSAEC (2013:30) confirms that municipalities should: address the

vacanees and lack of competencies at the chief financial officer level and in the finance units
by appointing competent personnel and also to ensure that intensive training programmes to

be implemented to upskill existing staff to enhance their competenceaeir thaily functions.

Human resource management is effective if adequate, sufficiently skilled staff are in place, and
if such staff performance and productivity are properly managed. The effectiveness of human
resource management is critical as it hasiea bearing on building and maintaining sound

institutional and administrative capabilities. Periods of vacancy in the positions of municipal
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manager, chief financial officer and head of SCM contributed to Eastern Cape Province poor

improvement in overdlhuman resource management practicd§SAEC 2013:38)

Filling vacant posts at key strategic levels in various municipalities is extremely important. The
time it takes to fill vacancies indicates that the managerial and political leadership are not
prioritising the filling of vacant posts; 31% of municipalities (14) had one or more vacancies
within the key positions in the Eastern Cape Province. The continued absence of permanent
officials to lead and guide municipalities compromises the effectivenessstatulity of the
control environment. The time taken to fihe vacancies in SCNbr exampleis a contributing

factor to the constant increase in irregular expenditure incurred by municipalities. Filling
vacancies, particularly the position of chigfdncial officer and positions in the finance unit,
had a significant impact on the governance of municipal finance and, ultimately, the audit
outcomes AGSAEC 2013:36).

AGSAE(C(2013:38) laments that:

We are concerned about the five municipal managesipjons that were
vacant at year end. The vacant positions were filled by officials in an
acting capacity; however, these officials also had to fulfil the duties of
their own posts. Vacancies for extended periods at this level do not serve
the interests & accountability. We are also concerned about the
appointment of 11 municipal managers who do not have the required
competencies for their positions. Processes should be implemented to

ensure that these competencies are obtained as a matter of urgency.

Whilst the overall number of auditees assessed on HR management controls increased from
72 to 90 (25%) but the average number of months that senior officials remained in their

positions is concerning especially CFOs at municipalities and municipal entiBelseiween

32 and 39 months respectively. The 18% vacancy rate at senior management level is
pronounced. There are also prolonged vacancies in monitoring and evaluation. Whilst the
number of key officials with the minimum competencies increased from tlevipus year,

there are still 37% of the senior managers who had not yet met the minimum competency

March 2016 version
Page 23 of 155



requirements as prescribed by the municipal regulations on minimum competency levels by 30
June 2014. The main reason why key officials had not met theregants was that they
were not yet at the level of proficiency required in the competency areas applicable to the
position. Around 30% of these officials also did not have an appropriate higher education
gualification (AGSA, 2013-11P).

To this end, iis not only the shortage of skills that constrains the municipalities but also the
appointment of officials for the senior vacant positions without requisite skills and
competencies. The rate of turnover as well as the time taken to fill in vacant pasitwh
required competencies is a cause for concern in nebshe municipalities witmegative audit
outcomes. Whilst there is correlation between negative audit outcomes and capacity
constraints, the same cannot be said for training and available fuordskills development nor
service delivery improvementhe AGSAC (2013:39for examplewrites that the increase in

the number of chief financial officers that attained competencies through training created an
expectation that the use of consultants fwepare financial statements would decrease, but
this is not always the case. One argues that thertherefore, no correlation between training

and its impact on senior management and leadership and this should be corrected by ensuring
that training of municipal officials is effective to yield positive audit outcomes and service

delivery.

2.4.2Skills Development Challenges

Government has developed and implemented a plethora of human resource strategies that
should lead to increased skills availdhiln the public sector as well as the economy at large.
These strategies give particular credence to the development of specific human resource
strategies at local government. Local government, however, continues to be plagued by skills
shortages owingd a scarcity that persists at a macro level. It also persists because of internal
institutional instability and dysfunction where posts are not filled timeously on account of
either cumbersome recruitment procedures or unstable political environment. Bqual
important, staff retention at senor management level is compounded by political interference.

The institutional competence at local government is challenged because this sphere is not
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perceived to be an attractive employment option by a number of yourgi@led employees
owing to remuneration packages, lack of growth opportunities and support, dysfunctional

management and politically charged environment (Draai and Oshoniyi, 2013:874 and 879).

It is argued that the high vacancy rates are not aligneduttded positions particularly at
district and local municipalities. Therefore, poor performance at municipal level can be
attributed to a lack of skills, turnover and high vacancy rate at senior level (Draai and Oshoniyi,
2013:874)0n average, municipahanagers had been in their positions for just 3.3 years, and
this figure was even lower in metros and secondary citi@se{Tutu, 2007:34)One in four of

the municipal managers and managers reporting directly to municipal managsts were
vacant for nore than three months.lt can also be attributed to a lack of managerial
accountability and political dysfunction, or both. Political interference in the appointment and
dismissal of employees is a thorny isslidisis normalised into an acceptable prawi It is
critical at this level as senior officials including municipal managers are affected by politically
charged municipal environment. It is critical that faction and factionalism, party politics and
party political interference in the appointment aenior officials should be avoided to fast

track appointment in scares and critical skills areas (Draai and Oshoniyi, 2013:874).

According to OseTutu, (2007:34), skills development in the financial management area is an
investment to be taken seriousifMunicipalities must embark on massive drive to train and
acquire people with skills. However, what is critical is that once municipal etgfécially at
senor level are trained and skilledhey are easily poached either by the private sector or
another level of the state institutions. Municipalities must have contingency plans to replace
staff that may leave thie employment. The skills development plans according to ©3€u

must focus both on employees as well as the unemployed who can replacstaffethat

resign or get redeployed.

The demand for critical skills is a result of the need to upgrade and improve service delivery
methods, processes linked to the restructuring of internal work environment which has
resulted in new job requirements ankgislative and constitutional changes. Due to rapid
restructuring and transformation, there is a mismatch in many cases between organisational

structures, incumbents of posts, job descriptions and qualifications required to fulfil certain
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functions. Theissue of recruitment and retention of qualified and skilled people to
municipalities is still unresolvable and must be an ongoing discussion. A talent management
plan must be put in place that seeks to address problems and challenges of recruitment and

appointment of skilled personnel at local government level (SDR, 2006:94).

The demand for critical skills in engineetinigr example in various municipalities is
problematic. One of theeasonsfor the drop in numbers of engineers is their remuneration.
Ergineers receive lower salaries than other professionals who have trained for the same time
period. This applies to the private sector as well as to the municipalities. The supply side of
critical skills is crucial. One warns that if engineering capaaitgtiaddressed, it will not keep

pace with the expected economic growth and infrastructure demands over the next ten years.

2 A0K2dzi I RRAGAZ2Y I Sy3AySSNAERI (GKS O2dzyiNB QA
Another compounding problem is that besglethe skills levy in line with the Skills
Development Act, funds earmarked to address critical skills shortages in the building and

construction industry are lying unclaimed in government coffers (IMIESA, 28D4:7

The other issue at hand is the munidifias that still experience problem of inclusion of Ron
priority training for unemployed people as beneficiaries of trainibdunicipalities and
councillors are under enormous pressure to provide training for the unemployed community
membersand they in trn put pressure on officials to do the samBespite the LGSETA
instructing that all training for noemployees should be linked to LED plans, in practice large
sums of money, which should be spent on training employees to improve service delivery, are
being diverted to community training programmes which are not IDP linked (Mandatory

Evaluation Report (2013:31).

The Mandatory Evaluation Report (2013:13) also finds that some of the challenges facing cities
included budgetary and capacity constraints, thek of local service providers (outside of the

big cities), lengthy procurement lead times and line managers who do not prioritise or see the
benefits of training and developing of their employees. For the larger cities, talent
management is a challengas theirmunicipal officials aréighly mobile and attractive to the

private sector.
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Financial and Fiscal Commission (2@)12&tates that municipalities in the far flung outside
urban areas in particular struggle to attract experienced technical and gswfeal skills. The
situation is worsened by weak linkages with tertiary educational facilities and poorly organised
professional bodies, which effectively decrease opportunities for further skills development. In
many municipalities, outsourcing activisiés seen as an increasingly ceffective method of
delivering servicegrinancial pressures contribute this outsourcingwhich constraingheir
ability to increasethe pool of employment. The skills shortages and employment equity
requirements maketieven more difficult for towns and rural municipalities to recruittably

qualified staff.

Overalla 1 A t t a Q conderhed grimgriy with éneeting immediate scarce and critical skills
shortages rather than with future demand. As such, the skilsnand is not translated
adequately into the supply sector. SETAs often work with individual education and training
providers in an ad hoc manner on a specific project, as there is no system for working with all

public further and higher education providerWithout a consolidated list of skills shortages,

SRAOI A2y AyadAaddzZiazya OFyyz2i t221 Fd 6KFGQ

while government is unable to help develop the capacity of providers. Line managers either do
not release people orelease different people for the training after the HR department had
contracted training providers and scheduled the training accounting for absence of a strategic
direction for training and line managers who do not see the importance of training in

delivering on their departmental objectiveM@andatory Grant Evaluation Report, 2013).

Mothae (2008: 82%) writes that it is of utmost importance to develop training programmes
and give training that is relevant and responsive to the changing municipabament. Even

so, there are still no guarantees that training can address all problems and challenges facing
local government transformation. There are a number of post training challenges that inhibit
the application of what is learnt. One of the inhibgi factors are changing jobs, lack of
support from managers, resistance to change and unavailability of resources to apply new

learned skills including absence of recognition and the right opportunity to apply new skills

To this end, the LGSETA processamplex, burdensome and tire®nsuming and is one of

the factors that explains why there is poor planning and reporting on the use of mandatory
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grants (Mandatory Evaluation Report (2013:45). This research unpacks the dynamics involved
in the entire locagovernment management and leadership skills development and attempt to

develop a position on strategic skills development interventions in the municipal sector.

2.4.3Leadership skills development and service delivery

Human capital forms the backbonef the public sector and, ultimately, the delivery of
services. Despite numerous attempts to attract and retain skills in the public sector,
municipalities continue to be hindered by the quality and quantity of public officials available
to deliver basic services effectively to ensure the smooth operation of municipal
administration to fulfil its developmental mandate (Financial and Fiscal Commission, 2012:1).
Efficient and effective service delivery will neuss realised as long as capacity building in
public institution, particularly at théocal level of government still remains an unresolved issue
(Mpehle and Kanjere, 2013:774). Mothae (2008:823) argues that one of the main reasons
attributed to poor service delivery in municipalities is lack of skillee changing environment

of municipalities and transformation process taking place in local government require human

capital that effectively adapt® change.

Another case in point is lack of technical, management and leadership wkilth is one of

the core challenges affecting the ability of local government to fulfil their service delivery
mandate. SALGpoints out the following factors as a challenge in the municipalitéa: & 8 4 SYA O
underinvestment in people, the lack of technical, management laadership skills, and the

need to also improve the skills of the political leadership of municipalities, the lack of defined
minimum competencies for critical positions and the impact of undue political interference in
Yyl 3SYSy i (DRSiGidaGsshiyi,a2013:874 andMandatory Evaluation Report
(2013:15).

Service delivery remains hampered by the fact that there are no norms and standards for the
staffing of municipalities either in relation to qualification or experience. In the main, whilst
addressing skills gaps is of primary importance, organisational defects must also be corrected.

Defects in the organisational design, even if you have the people with the right skill, can
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undermine service delivery at maetevel. This requires organisationahbvations and human
resource incubation, which have become urgently necessary to see municipalities in the light

of the day (Kanyane, 2006: 115).

According to Nationalr€asury Strategic Plaj2007/84), the Siyenza Manje initiative intends
to deliver nfrastructure, accelerate service delivery and ensure sustainable groivapacity

in local government:

a ltask force of engineers, project managers, town planners and financial
management specialists has been deployed in selected municipalities to
acelerate economic growth and job creation, improve the rollout of basic
services, and provide financial management assistance. The programme
aims to provide shorterm specialist skills to implement infrastructure
projects and to contribute to improved fimaial management; increase
specialist skills by providing on the job training for new graduates; provide
internships for specific fields to enable studentsrvice training during
graduate studies; and support the development of resident municipal
skills processes and systems for managing infrastructure delivery and
finances as outlined in the Municipal Finance Management Act (MFMA)

(2003}.

However, from 2007/8 until now, there is a need to assess these National Treasury
interventions to check if thefraave born fruits, hence this study which witness that number of
training initiatives were implemented, yet little outcomes in most of the distressed
municipalities. It is also important to synergise and mainstream these training interventions as
the Natioral Treasury. For example, the Chief Directorate: Provincial Budget Analysis has
introduced two online training courses on essentials for budget formulation and budget
analysis to establish capacity within provincial treasuries and municipgNesonalTreasury
Strategic Plan 2007/8:4However, thesecapacityinterventions should be integrated with

WSPs.
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Another contentious issue conspicuously spotted by the Financial and Fiscal Commission
(2012:2) is the implementation of the Employment Equity Acte Burigid interpretation of

the Employment Equity Act in municipalities, it also meant that there is no balancing act
between the need to fill vacancies with competent employees and the objectives of the Act.
As a result of this dogmatism, positions aret eing filled when suitable affirmative action
candidates cannot be found, particularly in areas with distinct skills shortages. This of course

has an impact on service delivery.

Overall, one key informant expert interviewed strongly feels thaé@suh Africa is currently in

the twenty second year of democracy, we had an opportunity to address equity issues in terms of
employment practices. We have had some success; however, the negatives are that it has impacted on
service delivery. A significant numerb of people with qualifications and expertise have been
marginalised because of equity issues. In addition, there are also a large number of Africans with
gualifications and experience that have also been marginalised because of the system of political
patronage. Many people with qualifications and experience have moved to the private sector or have
even emigrated adding to the skills base of the developed countries. In addition, the system of
affirmative action/representativity has resulted in the appoimnt of candidates who do not have the
gualifications and experience and more importantly lacking the commitment and passion to make a
difference in local government. Political parties that deploy candidates, even to executive political
positions like Mayn Deputy Mayor, Speaker or members of the Executive should also take cognisance
of these concerns. If the current trend is not arrested, South Africa 1o@&te to the familiar road

taken by many African countries. As one of the government reports pRinte2 dziT @ SNE 02t Rf
A2PSNYYSyld FrAfax {2dziK ! TNAOF FlLAf&aég o

2.5LEARNING FROM ESTONIA, UNITED KINGDOM AND THE NETHERLANDS

For the purpose of this study, Estonia, United Kingdom and the Netherlands were looked at.
There was no absolute reason ¢hoose these country exposures over the other except that
they were found relevant to the study. Estonia is a developing country in the Eastern Europe
and it is a Soviet Union breakaway since 1991. Therefore, it offers a better comparison period
on how ithas transformed its public sector than before, just as South Africa transitioned from

apartheid to a democracy. Apart from this, the Netherlands was chosen because of many
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similarities on how the public sector works with South Africa. Many of South Afraicies
were adopted from a number of countries including the Netherlands which is also under
democratic rule.. Lastly, the United Kingdom provides a better understanding on how
developed countries can relate or differ with developing ones in aadaleadership training

and development are concerned.

2.5.1Leadership model

Public sector leadership development has been an important part in service delivery. Many
governments struggle to manage public servants because of globalisation, teckablogi
advancement challenges. The ewtranging environment in government puts greater
demands to public servants to enhance service delivery. As such, in several countries, skills
development is prioritised for senior officials (OECD, 2001t is for his reason that public
2FTFAOALFE Qa O2YLISGSyOe FNIYSg2NJla KI @S oSSy
Canada, Belgium, Germany, the Netherlands and many (ktwed, 2004320).

According to the Institute for Employment Studies (IES), managemerelajament is an
integral part of every business unit. Using an integrated approach to identify learning needs
the IES proposes that organisations should approach development based on business and

personal needs as shown in Figure 1.

Management development — a more integrated approach

Learning through work Learning external to work

Formal training — corporate & local Feedback, fadlitation & support

Figure 1: Managemermevelopment (IES, 20018)

March 2016 version
Page 31 of 155



According to the figure, formal training is at corporate and local level. This happens through
work. Yet, feedback, facilitation, and support are personal needs that are attained outside
work. This approach offers a glimpse aiwh management can structure its training needs

targeting either organisational or personal choices. In other words, managers may find their
development needs being met by their employers through formal training, although the idea

of investing on their owself learning should also be prioritised.

In South Africa, leadership development has been againg issue of concern amongst policy
makers and scholars. Furthermore, leadership development is seen as vital for many
organisations. According to Avolidyey and Quisenberry (20834) it is quiet hard to query

the relevance of investing in leadership development. In United States over US$ 14 billion is
invested annual on leadership development (Allen and Hartman, :22Q&fforts shown by a

number of caintries in effecting leadership development programmes point that the

F NBdzYSyd GKIFGd WESFRSNB | NE 02 88 Qssuming theS O 2 Y A
argument stands, it is quiet unexpected that leadership skills can be inherited from education
without external interventions. However, in an effort to benchmark South Africa public senior
2FFAOALIEAaQ RS@OSt2LISyias AlG A& GAiGlt (G2 SELX

countries.

2.5.2Estonia

Estonia is a country with a population of over4 million people, and is one of the former
Soviet Union states that achieved independence in 1991. The country later on joined the
European Union in May 2004. Estonia has similar characteristics to South Africa in terms of
development of public officia considering that it was once a Soviet Union state. A
Framework Document for Public Service Development (2004) raises key decentralisation issues
which were identified as core principles of giving more responsibility and autonomy to top
senior managemenservice (SMS) According to Fontes PMP (A@FB survey, it was
discovered that a noticeable number of public officials were complaining that they do not
receive enough feedback about their behaviour at work. Accordingly, the following

competencies wer identified as lacking in the SMS.
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Credibility
Having a vison
Innovation
Leadership
Results oriented

According to Randma (20aBb), the country public service was fragmented and little
attention was paid to the development of senior services. Howeuer2004 a Framework
Document for Public Service Development was launched with the idea of developing the skills
of public officials. Jarvalt and Veisson (2@} 2vrite that the programme targeted 100 senior

civil servants.

In Estonia, a number of tming and development programmes are rolled out on top
management based on the 5 core competencies. These competencies are as follows:
credibility, vision, innovation, leadership, and outcome orientation. The three initiatives that

are already positively fltuencing public servants are:

1 Master class is done in the form of half seminars on certain topics led by subject
experts. The main purpose for this training is to enable top managers to share best
practise, discuss problems, share ideas and netwoattk galleagues

i Training and development programme for Secretaries General of the ministers focusing
on the strategic leadership issues and the role of top managers. This is a built on
learning experiences from other countries and understanding developmestids
around the world, with the outcome of demanding development and innovation in the
public systems of Estonia

1 Country governors strategic leadership programme

The Estonian competency based development system on senior civil servants has pointed to a
systematic approach of senior public service development. In the past 1.5 years, the following

were the challenges identified:

1 Ensuring long term sustainability leadership development

1 Individual approach and added value to target group
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Mutual trust in impementation
Step by step process
CNFyaF2NXY¥Ay3d aidNF 1S3IA0 £ SIRSNRARKALIQ

= =2 =2 =

Provision of training to top management and combining national and organisations

objectives

2.5.3United Kingdom

Researchconducted in P09 National Employe Skill Survey reveals thahdre are skills
deficiencies amongst managers in tb& with40 percent of employers in England seeing the
need of skills upgrade (Shury et al, 20H?). A similar survey conducted by the Institute of
Leadership Management (ILMyund that skills deficiesies amongst managers were also
reducing their ability to achieve their goals (ILM, 2@)2Furthermore, evidence show that

the UK provision of leadership and training is usually ad hoc rather than strategic (Mabey,
2005). However, they have been callseaibedding leadership and management into working
life. In general, leadership training and development is pushed by strategic goals of the

organisation as shown in Figure 2.

Strategic Associated MLD activities Contributes to
HEM goals MLD intended
intervention arganisational
| - ] - = outComes
Efficient/ Management Prescribed learning Continuity of
effective development programmes sarvice for
management customers

e.g. Work-related
assignments,

management Effective
qualifications MLD implementation of
outcomes business plans
Effective Leader Individualised lkeaming Planned strategic
leading of staff | development activities change

e.g. 360-feaedback,
coaching, mentoring,
perzsonal development

plans
Adaptive Leadership Collective leaming Emergent strategic
capacity development activities change

e.g. networking,
special project
assignments, action-
learning

March 2016 version
Page 34 of 155



Figure 2 Leadership training and development in théNldGurk, 2011:50)

Accading to the model in Figure 2, HRM seeks to invest resources in leadership interventions
strategies associated with management development as shown in column 2. Therefore, the
HRM will design programmes or interventions according to what is best forhbeg and
medium term activities (Column 3). This in turn contributes to the organisation intended

outcomes in terms of training and development.

Effective management development and training programme are expected to produce
outcomes at three levels: i)ndividual manager; ii) the groups he/she works with; iii)
organisational unit (Tyler, 200453). Nonetheless, the process by which leaning outcomes are
produced is very complex and influenced by a numbkfactors (Thomson et al., 2008l
Mabey and FineLees, 20028). Furthermore, the extent of the intended learning outcomes

is achieved depending on the quality of the management learning process by HRD
practitioners. This means that whatever managkrarn andhow they apply the learning
process findexpression irwider contextual factors outside the formal development process.
Some of which cannot bmfluenced bythe HRD function, although some can be controlled

easily.

Therefore, the theoretical model guiding this report is underpinned on Kirkgka{l99432)
model of evaluation level 3 and 4 (behaviour and results). According to Kirkpatrick 32994
level 1 and 2 are usually under the control of the HRD function, therefore, they are easily
monitored. However, the report will touch on how bedtese models can be applied in

leadership trainingind development.

Here with arethe resultsof the survey in UK
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Figure 1: Which of the following leaming and talent development practices do you believe are the most effective?
In-house development programmes _.13 56
- B
Coaching by line managers o
d
On-the-job training _ =0
27
Job rotation, secondment and shadowing — =0
£
Coaching by external practitioners - 1?3‘
Action learning sets _ 2
9 = Il = 2010
q % 2009
External conferences, workshops and events - - -
o
\ Base: 2010: 724, 2009: B59 J
’ N
Figure 2: Which of the following learning and talent development practices do you believe are the most effective?
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rd

Formal education courses - H

E-learning _ 12
L
B = 2010

Audio tapes, videos and learning resources I ! -
1 o 2009

Base: 2010: 724, 2009: B59

Figure 3: Learning and talent development practises (CIPD;3010

It was quite shocking tmbserve thattraining offered outside the jo as well as formal
educational courses did not have a strong impact in the development of managers. The
respondents were further asked about talent management activities, which are said to be
effective. Figure 4 below indicates that at least%®elievescoaching has better impact
compared to other training methods.Figure 4 below also indicates th&2% believes

that in-house development programme ésfective.
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, or byaasy without

I—
in-house development programme |GG ::
High-potential development schemes _ #
35()-degres faepdback _ Pl
nternal secondments _ 0
I rotation and shadowing _ 0
Cross-functional project assignments [T 1°
Mentoring and buddying schemes | 12
Clevalopment cantres - 15
(raduate development programmes - 1
Action learming sets [T

Courses at external institutions - B

Courses leading to a management/business qualification - B

Aszessment cantres . 4

External sacondments . 3

Figure 4: Programmes seen as effective by managers (QIEEG)2

It was quite interesting to realise that a number of activities such as mentoring,-cross

functional project assignments and action learning also contributed positively to training

needs of managers in UK.

Herewith follows factors affecting UK learghip and management:

9 Perception that leadership and management skills are picked up on the job;

1 Lack of selassessmentanagers struggle to assess their managemprdctices

leading them to believe they have no capacity to solve problems (ILM, 2012);

1 Organisations reluctant to make changes due to other factors or fear of implementing
new methods;

1 Employers are not clear about the specific leadership and management skills they need

to display. These include selivareness, influencing, teamwork and mampre. In

other words they are not sure how to embed those behaviours that support

engagement at workplace;
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UK managerareless qualified compared to other peers in advanced economics;

The UKCES (2012) survey pointed that only 34 percent of employerdeptraining to

their management hence the UK managers are undertrained;

UK Managers lack key skills, leadership management not applied strategically, training
tends to be adhoc ratherthan strategic;

UK managers felthat training provision donot meet their needs. In other words
leadership and training is said to be very inflexible, becatise G KS 2 NHI y Al

struggle to release staff for training

Herewith are take home recommendations for addressing skills gap:

=

Developing internal skills

Choosng right development activitytraining, informal development, evaluation
Implement good workingpractices as a franework for good managemenand
leadership

Provide trainingsupport and mentoring to new line managers

Be clear about management B&and behaiours.

Assess organisatio@mnanagement capability ahe individual andthe organisatioral
level and act upon it

Invest in your work force, routinely as part of business strategies

2.5.4TheNetherlands

The Dutch government has been one of the legdaountries in Europe to invest in senior

managers. A number of programmes have been rolled out to support this initiative. These

programmes are meant to develop leadership and other competencies. Some of the

programmes are:

T ¢2Y2NNR gQa & §this i8 Aprogranyfrie th& Migets a senior manager

¢ 2 Y2 NMRBnageE areseen as visionaries. They are bold to initiatived tn
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take calculated risks. The managknows his weakness and need for personal
development;

1 Senior Civil Service Candida®Psgramme the programme comes in three parts:
an individualprogramme group programme and work experience. The programme
takes a minimum of 2 years teykar maximum when combined with other parts of
the programmeThe ndividual candidat® iaterest, cirmamstances, aspirations, and
personal development oindividuals arefactors which determine the content of
the programme;

1 Group programme comprises of 2 or 3 sessions iangach term, thecandidate
spends oneor two days on a variety of topics and assigms. Prominent or
authoritative speakers are usually usi the programme to enrich it;

1 The individual programme uses a number of criteria including the development
assessment at the beginning of the programme. The programme focuséseon
development othe competencies, brief work placements, and conferences;

1 Broad work experience forms the essential part of the SeService Candidate
Programme.The @ndidates areencouraged togain wide work experience in the
job. At a later stage, the individual Wile assigned to other duties depending on

previous work experiences and learning objectives.

In a nutshell the obligation of civil servants in OECD countries was to undergo training
enshrined in the constitution. kservice training is usually regulatdsy an act or a body
created for such a need. For instance, in Spain, France and Italy collective agreements
regulating details on kservice training are a norm. Yet, in the UK, they are no clear legislation

to regulate inservice training (OECD, undated)

In order to undertake an evaluation programme, one needs to know the purpBeme
previous evaluation studies conducted by Collins (2001) maibthat approximately a third of

the leadership training has resulted Bn increase in performanceand dhers focused on
increasing participan (knowledge base. Furthermore, the study pointedut that
conventional training remains a dominant method for leadership development. Similarly, a
studyin the area of leadership and trainirtpne by Delahoussaye (@D) confirms successful

leadership development which prepared people for managerial responsibilities. Collins (2001)
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concluded that evaluations were useful in creating skills profile which is ranked based on

importance.

According to Kirkpatrick (1996), one widely used model for evaluation of training and

development identifies four levels of evaluation namely:

Level 1Reactionrhow participants felt about the learning experience

Level 2Learning did the participants acquire the intended skill?

Level 3- Behaviour the extent to which the participant behaviour has changed gince

training, especially workplace training.

Level 4- Results what effect does the training have on quality, costs, turnover |and

productivity?

Similarly, Kraiger (20029) offers a plausible approach to evaluation through the decision
based model. The model is based on understanding the purpose undertaking an evaluation as
shown in Figure 5. The model links content and design with changes in learners for purposes of
evaluation. Insimple terms, the content and design period involves focusing on delivery,
validity, and design of the training and development. With the possibility of using advisory
panels, ratings, and judgements come to a better understanding of what the training or
development programme needs to achieve. Secondly, the evaluation model should hammer
on changes in leaner behaviourhis isusually identified by using surveys, work samples,
interviews and written tests. Therefore, in terms of organisations payoff oefisn it will be

best for the organisation to focus on results, performance, and transkssh timehere is an
evaluation, one focuses attentioon howmuch was spent on interventions and what are the

benefits.
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Figure 5: Evaluation Model (Kraige®02 9)

Overal| reliable evaluation of training activities has proven difficult, depending on the
evaluation methods used or applied. Therefore, organisations ought to undergo evaluation of

training activities

2.6 CONCLUSION

It became apparent that leaship skills development and its intervention are underpinned by
HRD model. Estonian, UK and the Netherlands international perspectives are critical to the
presentstudy to inform the development of HRD strategy or rather leadership development
intervention which have local context yet internationally resilient. The work based skills

development model should be sustained taking cognisance of the theoretical position nuanced
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