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EXECUTIVE SUMMARY

Introduction

Currently, depatments spend sgnificant amounts of money on training for finance officids. In some
respects, this training is ‘supply’ driven, and the red needs may not be addressed, resulting in a lack
of ‘vdue for money’ for government. The introduction of the Public Finance Management Act has
intendfied the dready high demand for finencid training for public servants of whom there are
aoproximatedy 7000 in ‘red’ finance podts, with more than 30000 other officids linked in some
manner to the financid processes of governmen.

To ensure tha these issues could be addressed in a coherent manner, the nationd Treasury

commissioned IPFA to compile a‘ Training Framework’.

Establishing training priorities

In 1998, a mgor ‘Assessment of Training Needs of the finenda daf in naiond and provincid
governments defined the levels of competence a which they should be expected to perform. This
work formed the beds for the qudifications recorded by IPFA on the SAQA framework. However,
the actua ‘gaps between these ‘dedred’ levels of competence and those that existed were not
identified. If limited training resources are to be targeted on priority aress, it is necessary to edtablish
the nature of these gaps, and hence development of the training framework began with a sample
survey to collect thisdata.

The survey categorized daff into three groupings ‘senior management’ (Chief Directors and
Directors), ‘middle management’ (Deputy and Assgant Directors), and ‘lower grades (dl other
daff). A sdf-assessment questionnaire was tedted, then didributed to five naiond and thirteen
provincid departments. 442 responses were received — dmogst 7% of finance officids — which is
satidicdly representetive of the entire population. For each group, three perspectives on training
needs were derived from analysng these responses. Differences in competence levels between Saff
in nationd and provincid depatments, and aso between treasury officds and those placed in the
finance branches of line departments were dso identified.

As will be seen in the body of the report, the data reveds sgnificant competence ‘ggps in each
group, dthough the ‘middle manegement’ group is of paticular concan, as many financid and

3
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upervisory activities are located a this level. The senior and middle management groups display
wesknesess in the technical competences, especidly in coding, budgeting and procurement, while
those in the lower grades lack any sort of ‘big picturé understanding of public finance this must
have a negative effect on morde, and therefore on productivity.

The survey adso gathered information on attitudes — the ‘soft’ issues. As might be expected, these
atitudes cover a wide variety of outlooks, and are a vaduable source of data for management as they
ded with the gaffing issues that S0 criticaly influence the productivity of adepartment.

The report diginguishes between short- and long-term training needs. Short-term needs are loosdy
defined as those of exiding dtaff (which are most likely to be met by ‘short courses or other smilar
interventions), while longterm needs will largely be addressed by specifying recruitment criteria for
new entrants, as these will be incorporated into the design of the formd programmes offered by
tertiary and Smilar indtitutions.

Future demand for training

As a bags for predicting the ongoing demand for ‘forma’ educetion programmes, an exercise was
underteken to examine the age profiles and turnover rates of finance staff. While turnover rates were
lower than might have been anticipated, the fact that over 30% of the senior management group is
above the age of 50 implies that there will be many promotion opportunities for those currently
bdow them. However, the competence deficiencies identified in the middle management group
uggest thet a choice must be made ether a Sgnificant invesment is required to train the current
group of Deputy and Assgant Directors, possbly through the equivdent of the CompetenceBased
Education and Training (CBET) Accounting Technician progranme, or, dternativey ‘reedy made
replacements must be recruited from outdde the public sarvice (the reverse of the usud podtion),
with al the concomitant costs.

A validation mechanism

While “qudity control” over tetiay inditutions (the longterm training need) is exercised through
processes such as those of IPFA and SAQA, a mechanism to ‘accredit’ or ‘vaidate short-term
traning programmes will address the coordinaion and qudity issues which surround the

programmes currently available to existing employees.
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The ams of a vdidation mechanism for short-term financid training are to coordinate activities and
to advise depatments of rdevant programmes which target identified needs and are ddivered to a
suitable qudity. The focus is on ‘short courses, and the mechanism may prove to be a temporary
measure, in place only until other processes (such as those of SAQA) become fully operationd. The
approach will be congtructive and will not interfere with departmenta independence.

It is recommended that a smdl ‘Vdidation Board be appointed to peform this function. This board
will have dear Terms of Reference be accountable to the nationa Tressury, and will probably be

composed of asmall number of officials from Tressury and SAMDI.

Communication with training providers

A workshop was held with training providers in April, to share the prdiminary findings of the survey
of competence gaps, and to receive inputs on the proposed vaidation mechanism and process. The
many condructive comments made by providers have been incorporated in revised documentation,
which will be digtributed as soon as the process has been agreed by nationd Treasury.

Further workshops will be convened as and when dakeholders beieve them to be useful, or when
there are Sgnificant devel opments (such as the impending reforms to the procurement process).

Conclusion and recommendations

This find section of te report charts a way forward in terms of the steps to be taken, and suggests a

timescale for actions. Recommendations are made in relion to:

?? A series of ‘policy matters: human resource management issues (such as the lack of
wpavisory skills), and cross cutting issues, such as procurement, where magor reforms are
imminent and dl three gaff groupings appear to lack competence;

?? Addressing the training priorities identified for each group: incuding a focus on the CBET
Accounting Technician programme for middle management, condderation of ddivery options
such as the devdopment of modular ‘short courses’; the development and circulation of learning
materias, and access to a ‘learning resource centre’ on the nationa Treasury web site;

?? Establishing aValidation mechanism and process; the rapid operation of a smple process to
ensure that resources are focussed on the prioritised needs;

?? Continuing to develop a providers forum: ensuring that government regularly communicates

agreed prioritiesto training providers.
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1 INTRODUCTION: THE NEED FOR A TRAINING FRAMEWORK

The passing of the Public Finance Management Act represents a fundamental change in the approach
to the handing of public finances as it shifts the emphass away from a highly centraised system of
expenditure control by treesuries, and places the accountability for resources used in deivering
sarvices to communities in the hands of the Head of the Department concerned. Such a substantia
change — which will dso (eventudly) dter the acoounting base from cash to accruas — will creste
ggnificant new training needs for finance daff, over and above those that may dready have been
identified.

Currently, government departments spend ggnificant amounts of money on traning activities for
finance officids, dthough these may not meat the red, prioritised needs which exis, and there is
vay litle — if ay - co-ordination of training efforts Three mgor reasons may be identified for this
Stuation:

?? firdly, providers are opeaing in an increesngly commercidised environment and are driven to
(opportunigticaly) offer programmes usng maerids and fadlitators of (a bedt) varigble qudity
on matters they perceiveto betopicd;

?? scondly, it is patly government's own fault, as it hes faled to give any dear direction to
providers about the training priorities it wishes to see addressed; and

?? thirdly, officids choose to go or are sent on ingppropriaie courses, as managers fed a desperate
need to do ‘something’ to improve performance.

The reault is that in many respects, training is ‘supply’ driven, and hence there is a lack of ‘vaue for
money’ for government. This issue must be addressed in a coherent manner, as the introduction of
the PFMA will intensfy the dready high demand for the training of finance (and for that matter,

‘nornfinancid’) officids.

Traning needs are diverse, and not dl are asociaed with the PFMA: anecdotd evidence suggests
that many finance daff are currently ill-equipped to perform the tasks expected of them, ether in
respect of ‘generic processes (for example, the ability to perform bank reconciliations) or in the
operation of specific sysems (such as FMS). In order to be effective, these needs must be tackled in

acoherent manner.
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Hence a strategic framework is necessary to address the short-term training priorities in the broader
context of a ‘manpower plan’ for the finance disciplines in government, which will cover severd
years into the future. Such a training framework requires that a number of questions be answered,
induding:

who isto be trained? (what is the size and composition of the target audience);

what is the desired outcome to be achieved? (the required level of performance);

where is the target audience starting from? (what is the present level of performance);

what is the content of training to be ddivered? (what is necessry to move from ‘present’ to
‘required’ performance);

which areas are priorities? (given that resources are finite)

who will ddiver the training? (which service providers are gppropriae);

how will training be ddivered? (what is the appropriate ddivery channd); and

how is the effectiveness of the training to be assessed?

33 3 3

The next section of this document addresses each of these quedtions, dthough it should be noted that

they are not necessaxily discrete.
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2 ELEMENTSOF A TRAINING FRAMEWORK

21 I ntroduction

Given the condderable and diverse training needs of government finenciad gtaff, it is necessary to
devdop a draegic framework to ensure tha they can be addressed in a coherent and effective
manner.

This section of the report consders the dements of a training framework in the broader context of a
‘manpower plan’ for the finance disciplines in government. While this will cover severd years into

the future, the emphadis is on dedling with short-term training priorities.

22  Thetarget audience

At present, there are gpproximately 7 000 officids in ‘red’ finance posts. However, the needs of the
40000 public sarvants linked in some manner to the finencid processes of government or holding
resource management respongbilities must dso be consdered. The make up of these figures is show

in the tables below.

Table 1: Composition of finance staff

National Departments 2780
Provincid Departments

Gauteng 587
Kwazulu-Natal 445
Mpumaanga 366

North West 423

Northern Cape 106

Northern Province 693

Western Cape 273

Eastern Cape 77

Free State 452

Total Provinces 4124
Total 6904

Source: PERSAL database, February 2001
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Training Framework for Government Finance Saff; 1PFA, 2001

Acc & fin Personnel Provisioning Managers TOTAL

admin admin admin
National 2780 2453 3576 6515 15324
Provincid 4124 4603 4226 10939 23787
Total 6 904 7 056 7 802 17 454 39 216

Source: PERSAL database, February 2001

In addition, to the daff currently employed, Government is continudly recruiting daff. In this
process, the level of (educatiion and) training sought from recruits can be specified. For this reason,
the necessary knowledge and competence required from future employees will normaly have been
acquired through forma / dructured post school educaionad programmes. Such programmes can
range from nationd cetificates to pos-graduate dudies (but can dso include competency-basd
education and training programmes), depending on the level of performance required.

If, for example it is assumed that GRAP is to be introduced in, say, 2003, then recruitment
requirements can be adjusted to ensure that new entrants have acquired the necessary background
beforethat time.

23 The‘desired’ level of performance

In 1998, the (then) Depatment of State Expenditure and IPFA jointly commissoned externd
consultants to conduct a magor ‘Assessment of Training Needs (TNA) of the finencd gaff in
nationd and provincid governments. The TNA conddered the applicability of the different levels (or
tiers) of competence that emerged from the ‘Future of Accountancy Education in South Africa
project to Public Sector finance staff. The methodology used a brge number of focus groups of aff
a different leves, as wel as supervisors, drawn from the (then) five occupationa classes of Saff.
These groups were tasked to evauate the extent to which the competencies specified by the South
African Inditute of Chartered Accountants and the Association of Accounting Technicians (a UK
body, active in the competencebased education field snce the 1980's) were rdevant to Saff in the

public service.
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The product of this exercise was the definition of desired (generic) levels of accounting competence,
dthough a the upper tiers, some specific public sector issues (for example, government budgetary
processes) were ignored. The agpplication of these ‘ided’ standards of competence to dtaff in nationd
and provincid governments subsequently became the basis of the four qudifications recorded by the
Ingtitute for Public Finance and Auditing on the SAQA framework, (these do include government-
specific content): the qudifications are st out in Appendix A.

The TNA also surveyed providers of accountancy education and training, and gathered deta by the
name of courses offered. With the benefit of hindsght, it would have more useful to survey
‘outcomes to be achieved’, which would and dlowed a matching of courses to the competencies
defined in the firgt part of the exercise.

24  Present levels of competence

Perhgps the mgor limitation of the TNA exercise was a falure to identify the actud ‘gaps between
the exising competence levels of daff and those ‘desred’. While it is generdly acknowledged thet
many finance dtaff are less than fully competent, the deficiencies are known anecdotdly rather then
with precison in terms both of particular competencies (for example, the ability to peform a bank
reconcliation) or the numbers affected (it is unlikdy that dl 7 000 finance staff need to learn how to
peform a spedific tak). In other words there is no basdine data about the current leve of
competence of finance daff. This basdine must be established if needs are to be prioritised and
approprigte training deivered. Without this ‘targeting’, resources will be wasted through a ‘shotgun’
gpproach of putting entire categories of people through a‘ sandard’ programme.

2.5 Content of training

Content of training programmes will be determined to a large extent when the ‘basding mentioned
above is edablished, and dso by conddering the two didinct aspects of training needs which arise
from the PFMA. These are:

?? firdly, in rdaion to the need for familiarisation with the content of the Act and associated
Regulations, and in the operation of those dements which have dready taken effect — this is

1C
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essentidly a short-term requirement, dthough there is condderable evidence that large
numbers of officias reman to be exposed to the Act;

?? secondly, (and much more dgnificantly) in rddion to the changes gemming from the
implementation of the provisons of the Act over the longer term, for example, the
introduction of the ‘accruds basis of accounting, and the timedy publication of consolidated
finendd reports and peformance information — this will be an ongoing need for exiging

saff for many years.

The short-term requirements are for ‘awareness training surrounding the Act, and this is rdevant for
dl managers and financid <aff, followed by ‘Best Practice’ issues (for example, ‘In-year Monitoring
and Reporting’). These requirements can be addressed through day-long workshops and  ‘short
courses. However, in the light of the concerns expressed above, t will be necessary to ensure that

such training takes place within an gpproved framework.

The ‘degper’ and longer-term training needs are rdated to the full implementation of the Act (for
example, around the introduction of ‘accrud’ accounting), and these are more likely to be addressed
via forma education programmes. As implementation of the Act will be phased over severd years,
there is a need for clarity on the phasing of changes to ensure tha there is sufficient leadtime to

adjust curriculain line with new priorities

2.6  Trainingpriorities

There will dways be limits to the quantum of resources available for training. Hence it will be

necessxy to prioritise both in terms of competences to be addressed and (individud or groups of)

daff to be traned. Agan, the ‘basding work mentioned in 24 will be crudd in answering this

question.

2.7  Overview of existing training providers

There are numerous providers of financid traning operating in the market. To a cetan exten,
providers can be differentiated between those addressng future training needs (new entrants /

11
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recruits to the Public Sector) and those that cater for the short-term training needs of existing public

servants. However, some providers ded with both groups.

2.7.1 Providersaddressing futureneeds

Providers catering for new recruits to the Public Sector (i.e. impating the knowledge which
underlies the rdevant skills and competence) include Universties Technikons Technica Colleges,
and private sector inditutions (such as Atcor, Millenium 2000, ec). These longer-term training
needs will mostly be catered for by providers offering forma programmes which lead to the IPFA
qudifications recorded on the Nationd Qudifications Framework (NQF), and set out in Appendix A.

A number of discussons have taken place between IPFA and providers in this category, and as a

result, work to modify curriculaand develop new options for formal academic coursesis underway.

It should be noted that the knowledge gained from teriary education will need to be supplemented
by properly sructured learnership /mentorship /aticle programmes, to ensure that the necessary
competencies are developed through work experience. IPFA will peform the role of “Qudity
Assurer” inaccrediting both aspects of these programmes.

In addition to new recruits, some exising daff may dso undertake forma programmes (perhaps by
distance learning), and hence their needs will be addressed through this mechanism.

2.7.2 Providerscateringfor short-term needs

Probably the most pressing need is to coordinate and vdidate progranmes being ddivered and
devdoped to meet the needs of exiging employees (i.e ‘short courses). In addition to the
competence ‘gaps mentioned above, the short-term PFMA training programmes will target exigting
public servants, and providers in this caegory indude SAMDI, tetiary inditutions, large auditing
firms such as KPMG, Deloitte & Touche, and ingtitutes such as SAIGA, IPFA, ec.

In addition to atending courses, emgdoyees benefit from ‘onthejob’ traning. In government, the
responghility for on-thejob training resdes with Depatmenta Accountants / Financid Managers.
Financid components of dl depatments should idedly have written on-the-job traning palides that
give guidance to supervisors and ingruct new employees in the peformance of ther tasks. This is
aso an acceptable means to train officids in new developments such as the PFMA and new systems
(when they are introduced).

12
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28 Methods of Delivery

The gppropriate ‘ddivery channd’ for training can only be determined once target groups have been
identified and the level of competence to be achieved determined. Hence for example, should
exising senior daff need to develop a ‘levd 1' competence reaed to peformance indicators, time
condraints may determine that this will have to be addressed by a day-long workshop supported by
materid available via the Treasury intrangt. However, a smilar need for more junior staff may be
met by atendance on atwo-week course that aso coversarange of other materid.

29  Impact of training

Idedly, the impact of traning ought to be demondrated by improved performance in the workplace
At present in the public sarvice this is s8dom assessed in any forma manner. In future, this process
may have to become formdised to comply with the requirements of the Skills Development Act, and

will need further consderation as a policy matter.

210 Summary

In order to address the questions posed above, the nationd Treasury commissioned IPFA to compile
a‘Training Framework’, based on the completion of four tasks-

?? A survey, to identify competence gaps,

?? A modd to predict the future demand for training;

?7? Edablishment and operation of a‘vaidation mechanisn’;
?? Edablishing aForum to communicate with providers.

Subsequent sections of this report set out the work completed under each of these headings
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3 SAMPLE SURVEY

3.1 Establishing existing levels of competence

The 1998 TNA exercise established the ‘ided’ competences required by different grades of finance
saff. However, while there is much anecdotd evidence of current wesknesses in financid
management throughout government, there are few specific facts about ‘topics or priority aress. A
key dement in devdoping an effective training drategy is the establishment of a precise sarting
point, by identifying the red ggpsin competence of exiging S&ff.

3.2  Survey of competence gaps

As it would be time consuming and coslly to capture the views of dl 6904 finance aff in nationd
and provincid depatments, a sampling exercise was undertaken to provide the necessary basdine
data about exiding levels of competence. The survey was conducted usng a questionnaire, which
was deemed to be the most cost-effective ingrument available.

The gquestionnaire was based on the competencies defined in the IPFA qudifications (and recorded
on the SAQA framework), and these focus on accountancy: hence management areas were not
soecificdly included. The gpproach was to use ‘forced choice categorized data desgn’ for most
guestions, as the am was to assess the extent to which participants believed they possessed the
knowledge and skills necessary to perform their duties.

The questionnaire was arranged in five sections, and was amended dightly to dlow for the different
job requirements and expectations of officids operaing a senior management (defined as Chief
Directors and Directors), middle management (defined as Deputy and Assgtant Directors), and lower
levels (other daff). A sample questionnaire is shown as Appendix B, but in summay, the dx
sections were designed to gether information from participants about:

A. Themsdves,
B. Their current job;

14
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C. Ther own assessment of ther levd of competence (with different questions posed to the three
groups of staff);

D. Ther underlying knowledge (again, questions varied dightly between the three groups of gteff)

E. Previoustraining programmes completed;

F. Ther view of the future.

In order to tet tha the quedtionnare was sufficiently ‘user-friendly’, a series of facetoface
interviews were conducted in four departments, involving gaff in each of the three groups surveyed.

The purpose of thistesting was to:

?? Determineif respondents were able to understand the questions;

?? ldentify difficultiesin interpreting the questions,

?? Deemineif the questionnaire could be completed in 30 minutes,

?? Determine if the ‘data categorisstion’ method (rather than, for example, a scde system to assess
perception) was gppropriate.

A report on this testing gppears as Appendix C Respondents confirmed that the questionnaire was

both far and underdandable. Furthermore, they indicated that given the many changes in managing
government finances, research in this areawas long overdue.

Table 3: Testing the Questionnaire (by Interviews)

DEPARTMENT Senior Middle L ower grades Total
Management | management
1. Statistics South Africa 1 3 3 7
2. Department of Hedlth 1 3 4 8
3. Department of Foreign Affairs 1 2 4 7
4. W Cgpe Dept. Finance 1 2 2 5
TOTAL 4 10 13 27

It should be noted that the subsequent andyss includes these results with those obtained from the

returned questionnaires.
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Having determined that the questionnaire was workable, over 800 copies were didributed via the
‘Financid  Practitioners Faum?’ network, to five naiond and thirteen provincda depatments. 442
responses were received, as shown in the table below:

Table4: Respondentsto the Questionnaire

DEPARTMENT Senior Middle L ower TOTAL
Management | M anagement grades

1 SANDF 4 8 18 0
2 Public Works 4 1 6 n
3 Correctiond Services 2 6 23 K1l
4 Judtice 2 1 28 3
5 Nationd Treasury 4 1 6 1
6 Free State Dept. Finance 1 7 18 2%
7 N Province Dept. Finance 4 14 26 v\
8 Free State Dept. Hedlth 4 8 21 3
9 KZN Dept. Finance 3 6 16 5
10 | Free State Dept. Education 2 7 12 21
11 | N. Cape Dept. Finance 3 3 43 49
12 | N West Dept. Public Works 1 3 5 9
13 | N Cape Dept. Education 1 1 10 12
14 | W Cape Dept. Education 2 2 11 15
15 | E Cape Dept. Finance 2 17 16 K3
16 | Gauteng Dept. Education 1 20 9 K0
17 | Mpumaanga Dept. Educetion 0 2 12 14
18 | E Cape Dept. Hedlth 0 0 14 14
Sub Tota Nationa 16 17 91 124
Sub Totd Provincid 24 D 204 318
TOTAL 40 107 295 442

This level of response may be conddered as representative of the entire population of finance saff
according to D.J. Stoker (1981, “ Sampling in practice” : Univergty of Pretoria, New Edition no. 178),
who gates that a sample of 371 will be representative of a population of 6 904.

1€
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Ovedl, a sample of dmost 7% of the population was achieved, and this is deemed a reasonable
bass from which to drav meaningful deductions. The respondents can adso be broken down by
category, as shown in table 5, below:

Table5: Respondents by category

Responses Population %
Pilot Ques naire Total
Senior management 4 40 4 B 449
Middle management 10 107 17 447 262
Lower grades 13 295 308 6339 48
Total 27 442 469 6 904 6,8

3.3  Survey results

3.3.1 Analysisand interpretation

3.3.1.1 Approach

The quedionnaires have been andysed sgaaidy for each of the three groups of daff: senior
management, middle management and lower grades. The full results are shown as Appendix D,
while numerica analyses of the percentage responses to the sdf-assessment eements (competence
and underlying knowledge) appear at AppendicesE & F.

For each group of staff, three different perspectives on training needs are given:

?? mgor competence gaps,

?? aeaswith alack of ‘underlying knowledge';

?? topics identified by respondents as rdevant to ther own needs (based on an open-ended
question).

For presentation purposes, the competence gaps are grouped in the sequence of topics in the
Treasury Regulations, and to asss providers in desgning suitable programmes, Appendix G ligs the
outcomes and embedded knowledge for the rdevant competences full detals (induding
‘performance criterid ) are available on the IPFA website.

17
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3.3.1.2 Competence gaps

In assessing the ‘gaps (section C in the questionnaire), the generd gpproach has been to identify
priorities for training as those competences where a large proportion of saff believe that they are
operding a an ingppropriate level (this approach to some extent counters the in-built risk of bias
occurring should respondents over-estimate their level of performance). For example, 30% of senior
managers cdam no more than an “understanding” of risk assessment techniques i.e. to be operaing
a‘levd 1', when‘levd 2 — or even‘level 3' — would be expected.

In addition to the three levels of performance defined in the questionnaire, Appendix E shows a
column of ‘Not applicable’ responses. The data was further andysed to exclude these items, in order
to focus on priority aress.

A second-phase andyss compared differences in competence levels between daff in nationd and
provincid depatments, and dso to compare treesury officids and those placed in the finance
branches of line departments. these gppear a Appendix H.

3.3.1.3 Underlying knowledge

When examining the ‘underlying knowledge responses (secion D in the quedionnaire), training
priorities are assumed to lie in those areas where a dgnificant proportion of participants dam “no
knowledge’ of a paticular topic (for example, 46% of lower grade daff daming to have “no
knowledge® of the financid sections of the Conditution). In other words, knowledge gained ether
informaly (obtained for example, by reading an aticle), or through a forma educationd process
(such as attending a course) was deemed acceptable.

3.3.14 *Own needs

Respondents were dso asked to indicate those ‘topic’ areas where they fdt traning would be of the
greatest benefit to improving their work performance. However, due to the openended naure if this
guedtion, the responses may be subject to a vaiey of interpretations (for example, ‘financid
management’ istoo imprecise to assis the targeting of training).

3.3.1.5 ‘Soft’ issues

Following the three perspectives on traning needs for each group of daff, an andyss of the
responses to the ‘ soft’” issues (section F in the questionnaire) is provided.

18
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3.3.2 Senior management

3.3.2.1 Introduction

Mogt of the newly appointed ‘Chief Financid Officer's have been graded as Chief Directors and
Directors, and these are the ranks which comprise the Senior management group in this survey.
Hence a high level of performance was anticipated, particularly in the financid competencies, where
‘levdl 3 would be expected to meet the requirements of the IPFA Tier 1 qudification (benchmarked
with a‘ Chartered Accountant’).

3.3.2.2Mgor competence gaps
It was surprisng to see the number of technica wesknesses reveded. A specific concern was the

lack of *cogting’ expertise, where there was very little evidence of competence.

The points below indicate the areas of competence where significant weaknesses were noted:

Strategic Planning — Evaluation of performance

?? Generate and interpret performance indicators,

?? Determine and explain performance measurement strategies and techniques,
?? Managing accounting informetion systems;

?? Participatein the management and maintenance of information systems,

?? Appreciate the uses and limitations of published gatitics.

Budgeting and related matters

Use models to assess the sensitivity of eementsin the cash budget;
Advise on and evauate cost dassfic ation, behaviour and alocation methods,
Andyse usage and price variances,

Establish procedures for sandard costing systems,

Interpret cost data, including the use of overhead rates;

Use margind cogting in formulating pricing policies;

Appreciate ‘ activity-based costing’ and the use of cost drivers.

33 3 3 3 3 3 3

Evauate current and proposad activities, usng methods eg. pay-back & DCF.

Revenue and Expenditure M anagement

?? Procurement: Review vendor performance;

?? Manage procurement contingencies,
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?? Investigate dternative vendors or products to improve cog, quaity and ddlivery ratios,
?? Undergand ‘vadue chain’ concepts and the principles of ‘just in time procurement.

Asset and Liability Management
?? Advise on working capitd policy and the management of debtor s and creditors.

Banking and cash management
?? Operate a cash management and credit control system.

Accounting and reporting requirements

Be aware of the principles of ‘GAAP/GRAF';

Public sector financid statements;

Prepare, andyse and interpret financid reports and Satements;

Cdculae and interpret accounting ratios,

Appreciate the limitations of accounting data as a basis for management action;

N33 3 3 33

Use techniques eg. time series and index numbers to interpret accounting data.

Internal Control and Auditing

?? Determine and explain risk assessment techniques,

Understand control principles, such as separation of functions, eic.;

Record and evauate systems using symbols, flowcharts, 1CQs, checkligts, etc.;
Use auditing techniquesin an IT environment;

Understand the procedures for obtaining audit evidence;

Understand the process of reporting audit findings.

33 3 3 3

Basic workplace skills:
?? Produce spreadsheets for the analysis of numerica informetion;
?? Present information in grgphica, diagrammatic or tabular formats.

3.3.2.3 No *underlying knowledge
There were relively few areas where deficiencies were sgnificant. The main points were:
?? Programme-setting processes,

?? Commercid accounts for public entities;
2C
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?? Tools of monetary policy (e.g. interest rates);
?? Toolsof fiscd palicy (eg. tax incidence).

2.3.2.4 Own ‘needs
Senior managers identified the following as areas where training would be of immediate benefit in

performing ther duties

?? Public Finance Management Act;
?? Treasury reguldions;

?? Human resource management.

3.3.3 Middle management

3.3.3.1Introduction

As this group comprises Deputy and Assgtant Directors, the appropriaie ‘benchmark’ is that of the
Accounting Technician (Tier 3 in the IPFA qudification). In most cases, ‘levd 27 would be the
anticipated competence.

3.3.3.2Mgor competence gaps

Particular concerns reveded by the survey were in respect of ‘basic workplace sills, a difficulty in
diginguishing between capitd and operationd expenditure, procurement issues, opeaing a
budgetary control system, undersand the role and responghilities of both the Auditor-Generd and
the internd audit function, aswell asdl cogting matters.

In more detall, priority training areas would be:

Evaluation of performance

?? Generate and interpret performance indicators,

?? Contribute to cost management by ‘vaue andysis and cost reduction techniques,
?? Appreciate the uses and limitations of published atigtics.

Budgeting and related matters
?? Contribute to the planning and dlocation of resources,
?? Prepareforecasts d income and expenditure;

?? Produce draft budget proposals,
21
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?? Operate budgetary control systems;
?? Undergtland costing concepts and advise on the management of codts;
?? Appreciate ‘activity-based costing’ and the use of cost drivers.

Revenue and Expenditure M anagement

?? Procure goods and servicesin accordance with PFMA, Tender Board Act, etc.

Accounting and Reporting requirements

?? Beaware of the principles of ‘GAAP/GRAP;

?? Cdculate and interpret accounting retios;

?? Appreciate the limitations of accounting data as a basis for management action.

Basic accounting records and related issues

?? Didinguish between capitd and operationd expenditure.

Internal Control and Auditing

?? Determine and explain risk assessment techniques;

Undergtand control principles, such as separation of functions, etc.;

Use audit testing techniques, such as vouching, re-performance, confirmation, eic.;
Understand the respongibilities, functions and qudities of the Auditor-Generd,;
Understand the role and respongbilities of the internal audit function;

Understand the procedures for obtaining audit evidence;

Understand the process of reporting audit findings.

TS TN TN, T, T

Basic workplace skills

?? Produce spreadsheets for the analysis of numerica informetion;

?? Present information in grgphicd, diagrammatic or tabular formats.

3.3.3.3No *underlying knowledge

The main points of deficiency were:

?? Programme-setting processes,
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?? Reformsin budgeting and budgetary systems,

?? Medium-term Expenditure Framework (MTEF);

?? Procurement, including statutory tender requirements,

?? Project management and project management systems,

?? Management Information System (MIS) and forma reporting systems
?? Commercid accounts for public entities;

?? Tools of monetary policy (eg. interest retes);

?? Toolsof fiscd policy (eg. tax incidence).

3.3.3.40wn ‘needs
Middle managers identified the following as areas were training would be of immediate bendfit in
performing ther duties

?? Hnancid management & adminigration;
?? Management & supervisor,

?? Public Finance Management Act;

?? Project management.

3.34 Lower grades
3.3.4.1Introduction

Expectations of the ‘Lower grade daff were not so high (equivdent to Tier 4 in the IPFA
qudification), and this was reflected in the large number of ‘Not goplicable responses. However, the
lack of knowledge of mog of the topics lised in the ‘underlying knowledge' section shows that there
are condderable training needs to be addressed.

3.3.4.2 Mgor competence gaps
Areasfor atention were asfollows;

Self management
?? Conduct work in an ethicd and professond manner;

?? Manage onesdf in the workplace;
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?? Contribute to the effectiveness of workflow.

Basic workplace skills
?? Use cdculators and other equipment in processing documents;
?? Input information from source documents into a computer system;

?? Drdft routine business communications.

Bookkeeping

?? Make & record paymentsin accordance with financid policies & regulations;
?? Record &accounting for cash & credit transactions,

?? Store, retrieve and supply information;

?? Maintain financid records and prepare accounts,

?? Record cogt information;

?? Prepare reportsand returns.

Auditing
?? Undergand the respongibilities, functions and qudities of the Auditor-Generd;
?? Undeargand the role and respongihilities of the internd audit function.

3.3.4.3No *underlying knowledge
The mgority of the ‘underlying knowledge topics liged in the questionnaire reveded a lack of
ether aformad or informa knowledge on the part of respondents. Areas for attention are:

?? Government decison-making processes,

?? Programme-setting processes,

?? Redevant (financid) sections of the Constitution (eg. S 216);
?? Reformsin budgeting and budgetary systems,

?? Medium-term Expenditure Framework (MTEF);

?? Public sector accountability mechanisms and processes

?? Procurement, including statutory tender requirements;,

?? Sday and rdlevant personnd salary systems,

?? Management Information System (MIS) and forma reporting systems
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?? Principles of government economic policy.

3.3.4.40wn ‘needs

This group of daff identified the following as areas were training would be of immediate benefit in

performing their duties

?? Financid management;
?? Computer literacy;

?? Accounting in the public sector;

?? Budgeting.

34 ‘Soft’ issues

This section deals with the way respondents see ther future in the public service.

Question 1: How do you think your role may change over the next two years?

Senior M anagement

Only 57,5% of respondents completed this part. As 17% of respondents indicated that
there will be not many changes in their role over the next two years, the deduction could
be made those a managerid leve are stable and therefore experiencejob satisfaction.

Middle management

Lower grades

While 91% of the respondents completed this part, it should be noted that 23% indicated
“no comment”, 10% indicated “not very much’, and 7% indicated that they “don't
know”. This could indicate that 40% of respondents are not confident or are uncertain
about the future. Issues such as the overal reforms taking place in the public sector,
promotions, pressures, such as  restructuring/redeployment/career  planning  within  the
departments could contribute to this uncertainty.
On the other hand, it was aso evident that 16% of the respondents anticipated that they
would be promoted during the next two years. This is a postive sgn, as they have
confidence in their career progress and believe that they will become the senior managers
of the future.
In terms of lower grades, 88% of respondents completed this part. In this case 27%
indicated ‘no comment’ about changing roles, 11% indicated that there will be no
change, 5% are uncertain of ther future role and 3% indicated that they would make a
career change. This represents 46% of the respondents.
In terms of the lower grades, this question cannot be dedt with in isolation. The overdl
questionnaire and lower grades responses were used to make thefollowing deductions:
a) The negdive atitude amongst lower grades could be a direct result of training
(informal and formal) received.

25




Training Framework for Government Finance Saff; 1PFA, 2001

b) Lower grades could not clearly indicate what training would alow them to play
ameaningful role.

C) Lower grades operate in specidized fidds and thus are not exposed to the
overal spectrum of ‘finance’. Therefore they are uncertain about their roles and
future in the public sector. On the other hand, 10% indicated that they will be
promoted in the next two years and their roles will therefore change 9%
indicated that they want their roles to change so that they become more
involved in developmenta issues. This is a podtive indication tha there are
officids in the lower grades who are committed to their work and the success of

their department.

Question 2: How would you like to see your career progressing over the next three to five years?

Senior M anagement

36% of the respondents indicated that they would be promoted in the next three to five
years. Based on this input, the deduction could be made that the officids on the
managerid levd ae confident about ther career progress and will therefore creste a
gable managerid environment. Managerid changes create uncertainty and  unnecessary
pressures on lower grades, as new managers often wish to make changes too rapidly.

However, a factor that should be taken into account is the that 21% of the respondents
indicated that they would further their educaiond qudlification and leave the public
sector. This could create a vacuum on this level, but dso creates promotion opportunities
for other staff.

Middle management

Lower grades

Only 74% of respondents completed this part. In this case, 42% indicated that would be
promoted in the next three to five years, which is an indication that they hope career
progression will become redlity.

It should adso be noted that 15% and 10% respectively indicated they have no comment
and that there is no progression possible in the public sector. This represents 25% of the
respondents who are seemingly unhappy about the career pathsin the public sector.

88% of the respondents completed this part. 45% indicated that they would be promoted
to higher levels in the next three to five years. This contradicts the negdive attitude
indicated earlier in Question 1, and confirms the deduction made above that lower grades
are uncertain about their roles and their future in the public sector.

A further confirmation of this uncertainty is that 25% had ‘no comment’, of which 5%
indicated they woud make a career change.

On the other hand, it should be noted that 22% of the respondents are eager to further
their career through training and devel opment.
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Question 3: What are the areas you find difficult in carrying out your responsibilities?

Senior Management Maneging people with adiversity of cultural backgrounds
Forecasting and projections

Control dueto alack of aproper management system

Annua budgeting, due to incompetent line managers

Expenditure control due to unforeseen pressures from line managers
Delegations

Interface between political and adminigtrative protocol

Middle M anagement Monitoring compliance with standing rules & regulations
Change management & conflict handling

Reporting process

Financid analysis & pattern of expenditure
Communication

Budget control

Supervision of staff

Delegations

Lower grades No assistance from supervisors
Writing of reports

Preparing tenders

Desdling with payment queries
Redoing of duplicated budgets
Tracking of payments

Matter s emerging from the * soft issues’

In terms of a volatile environment such as the public service, care should be taken to retain saff as
fa as possble There is no sense in traning daff & high cost and then loosing them to other
indtitutions or to the private sector.

Asamatter of policy, departments may wish to consider:

?? Offering training of more than a certain duraion only in the form of abursary.

?? Enawring that dl daff — especidly lower grades — complete a formd induction programme. This
will ensure auniformly trained workforce, and will strengthen portability between departments.

?? Linking the formd training programme to the career path of a candidate.

?? Activdy marketing career plans throughout the public service, to reduce uncertainty and cregte a

content and productive workforce.
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35 Summary

It is not surprisng that different needs emerge from the three different perspectives on training
requirements (maor competence geps lack of ‘underlying knowledge; identification of own
‘needs) shown above, dthough a number of common threads emerge. These include the lack of
technicd competence, paticulaly in rdaion to coding and budgeting, by the senior and middle
management groups, and the lack of any sort of ‘big picture amongst lower grades (witnessed by the
absence of ‘underlying knowledge'), which must have a negative effect on mora and therefore
productivity.

The ‘soft’ issues dso reved aress to be addressed, and recommendations on a ‘way forward are
contained in section 5 of this report.
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4 FUTURE DEMAND

4.1 I ntroduction

Naturd attrition (not to mention restructuring and changes in responshbilities) means that government
will be involved in a continuous process of recruiting staff. In some respects, recruitment represents
a less direct demand for training, as the process can be used to specify the level of (education and)
traning tha is sought from applicants Provides such as tetiay inditutions will mount the
progranmes they perceive will meet employers requirements, and in some casss, must involve
gakeholdersin curriculum design.

Hence what have been defined as long-term needs are largely covered in this way, dthough for the
benefit of providers, there is a need to quantify the extent of these future demands. Tertiary
inditutions will be rductant to develop, for example, specidist courses for Public Sector Finencid

Officers, if the numbers are too low to make such programmes unviable.

In respect of meeting short-term training priorities, numbers can be extrgpolated from the survey,
group by group. However, in order to predict the future demand for ‘formd’ programmes (some of
which remain to be deveoped), an exercise was commenced to build a modd using age profiles and
tunover rates of exiging finance saff. However, deficdencies in the data avalable together with
uncertainty around the likelihood of expanded establishments as departments comply with the PFMA
requirement to gopoint a Chief Financid Officer (together with supporting structures) caused
congderable problems, and the work was not completed in the manner anticipated. However, a
number of observations can be drawn from the available deta

4.2  Ageprofileof financestaff

The age didribution of respondents to the survey was andysed, and the results are $iown in the table
bdow. To look a the totd populaion of finance dtaff (6 904) data extracted from the PERSAL
system would be provide a more precise picture, but atempts to do this reman incomplete. Hence
for illugtretion, the table extrgpolates the raive percentages for each of the three groups of deff in
the survey to the tota population.
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Table 6: Agedistribution of respondents

AGE GROUPS 61-56 %-51 50- 46 4541 40-36 H-31 30-26 2521 20-

Senior Management

Sample (28) 3 6 5 6 2 5 1 0 0
% of total 10.7 214 17.9 214 71 179 36 00 0.0
Extrgpolated to pop n 21 18 2 7 18 3 0 0

MiddleM anagement

Sample (74) 2 8 13 17 13 15 6 0 0
% of total 27 108 176 230 17.6 203 8.1 00 0.0
Extrapolated to pop 12 48 79 103 79 91 36 0 0
Lower grades

Sample (223) 4 10 9 5 36 44 59 2 4
% of total 18 45 4.0 112 16.1 197 265 144 18
Extrgpolated to pop 114 285 257 713 1026 1255 1683 913 114

Source: Questionnaires, February 2001
NB Not all respondents provided age data

The fact that over 30% of the senior management group is above the age of 50 implies that there will
be sgnificant (and possibly acceerated) promotion opportunities for those currently below them.

4.3 Turnover rates

A further factor to be considered when predicting future recruitment and training patterns, is the rate a
which exiging dteff leave the public service. Once again, data proved difficult to extract, but over the
period 1/4/99 — 31/12/2000, there were 150 resgndions (as opposed to retirements) by daff in
finance pogdtions. The didribution between nationd and provincid depatments is both remarkably
consgtent and lower than might have been anticipated, as shown in the table below:
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Table 8: Resignations

Resignations | ‘Establishment’ | Turnover
Nationa Departments 60 2780 2.2%
Provincia Departments 0 4124 2.2%
Total 150 6 904 2,2%

Source: PERSAL database, for period 1/4/99 — 31/12/2000

4.4

Transformation and representivity

A further andyss of finance staff by race and gender was undertaken, as future demand may well be
‘skewed’ asrecruitment seeks to compensate for past inequalities.

Table 9: Race and gender

Femele Ferele |Ferale |Fermale Male Male Male Male TOTAL
African  Asan Coloured [White African | Adan Coloured  White
Finance & Related 534 19 43 40 676 32 2 274
Financid Clerks 147 82 261 1306 1170 32 168 229
TOTAL 2131 101 304 1715 1846 64 240 503 6904

Source: PERSAL database, February 2001

4.5

451 Context

Implications

Ovedl, turnover rates are lower than anticipated (5 — 7% was anticipated), and the requirements for

the senior management grades are ditorted as new Chief Financid Officers take up poss and adjust
existing departmenta establishments.
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4.5.2. Futuredemand for ‘long-term’ training

A dggnificant proportion of the senior management group is due to retire over the next few years, and

thiswill require

?? Either; the promotion of those currently occupying the middle management grades. In view of
the defidencies in both supervisory and technicaly competences identified in this midde
management group of daff — over hadf of whom ae dready more than 35 years old — a
ggnificant amount will need to be invested in training up to 450 Deputy and Assstant Directors,
a least to the levd of competence contained in the CBET Accounting Technician qudification
(Tier 3 of the IPFA gtructure);

?? Or; the recruitment of ‘ready made replacements from outside the public sarvice This implies
that tertiary inditutions would have to develop programmes that produce, say, 50 Public Service
‘graduates each year. This number may suggest that the nationd Treasury should encourage a
limited number of indtitutions to develop a specidist programme.

4.5.3 Short-term demand for training

Numbers can be extracted from the survey to illugtrate the considerable requirements to be met in the

vay dshort teem. For example, over hdf the 4000 lower grade daff lack any qudification above
métriculation, and they lack knowledge of accounting and public finance.

There are dso policy issues surrounding the rdative priority of who should be trained. For example,
should limited training resources be dlocaied to individuds due to retire in the next few years before
others with potentialy alonger ‘ payback’ period of government service are trained?
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5 A VALIDATION MECHANISM

51 Need for validation

There is a growing concern that government is not receiving ‘vdue for money’ for the sgnificant
amounts departments spend to train finance officials. As the introduction of the PFMA will intensfy
the demand for the training of both finance and non-finance officds, there is a risk tha this Stuation
will worsen, and thet training providers will offer programmes of varigble qudity on matters they
perceive to be topica, but which do not meet the redl, prioritised needs which have been identified.

“Qudity control” in tetiay inditutions (catering for longterm needs — future entrants) is subject to
proceses, such as those of SAQA. The coordination and qudity issues surrounding short-term
financid training can be addressed by introducing a process to ‘accredit’ or ‘vaidate’ programmes.

An effective vdidaion mechanism mus be transparent, with clear satements of the criteria to be
achieved to gan vdidaion, with dear guidance from government about the priorities to be
addressed.

To enaure that the establishment of a vaidation mechaniam was transparent, a workshop for training
providers was held in Midrand on 5 April 2001. A further workshop was scheduled for 10 April in
Cae Town. These events were publicissed by means of advertisements placed in nationd
newspapers, invitaions placed on the IPFA webste, and invitations faxed to tetiary inditutions. Due
to a poor response, the Cgpe Town workshop was cancelled, dthough those who would have
attended were flown to the Midrand event.

5.2  Approach tovalidation

It is important to recognise that in developing a vdidaion mechaniam, there is no dedre to duplicaie
other processes (for eample, SAQA’s Council for Higher Education arrangements). The am is to be
condructive and not to edablish additiond ‘hurdles tha providers must jump through, nor to
interfere with departmental independence in sdecting progranmes. The mechanism will focus on

‘short courses, and may prove to be an interim measure, in place only until other processes become
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operationd. It will ensure that programmes are targeted on identified needs and are deivered to a
aiteble qudity.

For these reasons, the mechenism should be smple and the process clear. There will be no daborate
bureaucracy edablished, and a limited st of factors will foom the bass for goprasng the

programmes on offer.

5.3  Suggested criteriafor approval

In order to avoid an daborae point-scoring formulag, the workshop for providers tested a limited set
of criteria for assessment (together with guidance on what would be deemed relevant), in the form of
a short quedtionnaire. This ingrument was revised in the light of the condructive comments received,
and appearsasAppendix |. In summary, the following criteria are listed:

?? Resources available to the provider: human, infrastructurd & technologicd;
Thetraining priorities to be addressed (as indicated in this report);
The aticipaied learning outcomes and the levd a which the programme is pitched (to ensure

3

3

that rlevant saff attend the gppropriate programme);
Course gructure and content (including materias used);
The design process followed (to ensure rlevance);
The effectiveness of the teaching/learning gpproach;
Methods used to assess the effectiveness of teaching;

N33 3 3 3

Mechanisms to support learners,

?? The nature and effectiveness of assessment processes.

5.4  Proposed validation process

To ensure that the process is transparent and independent from providers of training, a credible body
should be respongble for decisons taken. This function must be the responghility of the nationd

Treasury in collaboration with SAMDI, and it is recommended that a smdl Vdidation Board be
gopointed to perform the function. This Board will probably be composed of a smdl number of
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officds (dravn from SAMDI and nationd and provincid Tressuries) and will be accountable to the

nationa Treasury, with clear Terms of Reference.

The Board's initid task will be to drculate the find verson of this report to providers and dl
depatments, explaining the vdidaion process, and the financid training policy recommended by
netiona Tressury.

The Board's processes will be transparent, and ‘unsuccessful’ providers will be given the opportunity
to goped recommenddions made. In summary, it is antticipated that the process will operate as
folows

?? A forum of providerswill beinvited to findise the vaidation criteria and process,

?? This report ad the criteria for vdidation will be circulated to providers, together with an
invitation to seek vdidation of exiding and planed programmes, usng the quedionnare a
Appendix I;

?? The provider will submit an gpplication and the requested documentation;

3

The Board will evauate the gpplication in accordance with the published criteria

?? The provider will be informed of the outcome of the gpplication, and if unsuccessful be given
the opportunity to ‘apped’;

?? Thelig of vaidated providers will be circulated to al departments;

?? The Board will monitor programmes on an ongoing bass.
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6 A FORUM FOR PROVIDERS

When [IPFA’s Educetion, Traning and Membeship Committee was edablished in 1996,
representatives were sought from the various stakeholder groups of providers, and this has proved a
ussful base from which to develop a communication forum. In addition, the 1998 TNA exercise
caried out a survey of providers of accountancy education and training, and became the database of
contacts.

However, in order to ensure indusvity, the initid workshop for providers mentioned in the previous
section was publicised by means of advertisements placed in nationd newspapers, invitaions placed
on the IPFA website, and invitations faxed to tertiary ingtitutions.

The am of this initid event was twofdld: firdly to share the prdiminary findings of the survey of
competence gaps, and secondly to receive inputs on the proposed vdidation mechanism and process.
The many condructive comments made by providers have been incorporated in  revised
documentation.

The next sage will be the crculation to providers of a find verson of the vdidaion ingrument and
process, to be followed by a second workshop to ratify these documents (dthough nationa Treasury
reserves the right to findise them), and to didribute this report. These seps will follow immediately

after nationa Treasury gpproves the recommendations in this document.

Further workshops will be convened as and when dakeholders believe them to be ussful, or wren
there are significant developments (such as the impending reforms to the procurement process).
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7 A WAY FORWARD

7.1 I ntroduction

When combined, the four eements of this exercise conditute a ‘Training Framework’. However, to
operationdise this framework, a number of decisons mugt be taken and actions put in place. For
example, the traning needs identified for senior management are subgantid, yet the time pressures

on this group of daff are so congderable that recommending attendance on formd educationd
programmes is unlikdy to be a vidble option; hence dterndive ddivery methods (such as web

access) must be considered.

This find section of the report charts a way forward in terms of the steps to be taken, and suggests a

timesca e for actions. Recommendations are grouped around:

?? Policy matters, relaing to Human resource management and Cross cutting iSsues,
?? Traning priorities, for each group;

?? The vdidation mechanism and process,

?? Continuing the providers forum.

7.2  Policy matters

7.2.1 Human Resour ce management issues
In addition to atending courses, employess bendfit from ‘on-thejob’ traning. Fnancid components
in dl depatments should idedly have written on-the-job training policies that guide supervisors and
ingruct new employeesin the conduct of their tasks.

‘Onthejob’ training is ds0 an acceptable means to train officas in new devdopments such as the

PFMA, and new systems, provided that it is executed in a structured manner (for example, devoting
the first Friday morning of every month for this purpose).
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The depatmentd traning policy should dso refer to a formd financid induction program, which
would ensure that dl daff understand the totd picture of public finance Formd finance training
should be linked to the career path of a candidate and stisfactory completion of stages of training
should be acompulsory criteriato be consdered for promotion.

Impact assessments should dso be undertaken on a regular basis to determine if a particular training
programme contributed to departmentd performance.

Although job descriptions exist for finance daff, the fact that depatments are unique and have
different services ddivery mandates, merits a detaled invedigation by depatments to update or
refine different job descriptions.

It isrecommended that:

1 Depatments develop  written onthejob traning policdes, which indude dructurd
arangements to ensure that supervisors mentor their subordinates on the correct performance
of thair tasks.

2 For attendance on programmes over a specific durdion (possbly one month) training could
be offered on a bursary, which required trainees to work time back for their department.

3 An assessment of training impact should be undertaken by departments as a matter of rautine.

4) A dealed invegtigation should be launched by depatments in updating/refining the different
job destriptions.

7.2.2 Cross-cutting issues

7.2.2.1 Supervisory skills

While not essentidly a finencid issue, many of the issues highlighted in the ‘soft’ issues section of
the quesionnaire suggest that there is a dearth of supervisory skills within departments, and this
contributes to poor motivation and productivity.

7.2.2.2 Impending reforms to the Procurement system

Magor reforms are to be introduced to government's procurement systems, and these will ensure that
Heads of Depatment can be accountable for the spending of their budgets. This approach is to be
phased in over the next 18 months, as training in the new principles is rolled-out and departments
gain the capacity to operate their own mechaniams. In view of the lack of competence gpparent in al
three gtaff groupings in the fid of procurement, this areamust be given priority.
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It isrecommended that:

Training around supervisory kills and the procurement competencies be prioritised.

7.3  Specifictraining priorities

7.3.1 Senior management

In view of the condderable time pressures on senior managers, it is assumed tha they are unlikely to
be able to atend long-term programmes. Hence options such as the devdopment of modular ‘short
coursss; the development and drculation of learning maerids (such as manuds, best practice
guides etc), and access to a ‘learning resource centre on the naionad Treasury web-Ste must be
congdered.

In view of PFMA requirements this year, the following priority areas for training course and/or
materia development are rdevant:

3

Performance Indicators — Generate and interpret performance indicators, Determine and explain
performance measurement strategies and techniques,

Appreciate the use and limitations of accounting data as a basis for management action;
Apprecidion of the sengtivity of elementsin the budget;

All Cogting competencies

Advice on working capitd policy and management of debtors and creditors;

Operate a cash management and credit control system;

Be aware of the principles of GAAP/ GRAP;

Public sector financid statements;

Andyse and interpret financia reports and satements,

Cdculate and interpret accounting rates,

Understand control principles, such as separation of duties eic;

All Procurement competencies,

Use and gpplication of risk assessment techniques,

Ability to present information in grgphica, diagrammatic or tabular formats.

Interpretation of the commercid accounts of public entities (relevant for some senior managers
given the respongihilities for overseeing public entities contained in the Treasury Regulations).

33 IIIIIIIIIII

7.3.2 Middle management
In many respects, the maor issue identified in the invedtigation is the need to build an effective
middle management cadre. At present, this group lack both technical and supervisory competencies.
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Over the last 18 months, IPFA has coordinated a pilot verson of the ‘Competence Based Educetion
and Training (CBET) programme for Accaunting Technicans the leve of competence expected
from the middle management group. This is an established programme in both the UK and the
privale sector in South Africa, and has the potentid to address the technicd and supervisory
weskneses identified in the survey of competence gaps. In the pilot scheme, the programme was
delivered by a private sector provider, and the cogt redricted the number of participants. However,
there may be an dternative goproach that would dlow the cost effective ddivery of this programme
to large numbers of officids, and thisis being researched by IPFA.

In addition, the following priorities areas for training course and/or maerid development gppear
immediately rdevan:

3

Performance Indicators. Generate and interpret performance indicators;

3

Budgeting: Contribute to the planning and dlocation of resources, Prepare forecads of income
and expenditure; Produce draft budget proposds,

Coding: ‘activity-based cosing & cost drivers Didinguish between cepitd & operationd
expenditure;

Budgetary control: Operate budgetary control systems (monthly reporting);

Be aware of principles of GAAP/ GRAP;

Cdculate and interpreted accounting retes,

Appreciae the limitations of accounting data as a basis for management actiorn;

3

N TN T, TR TN

Procurement: Procure goods and services in accordance with PFMA, State Tender Board Act,
€tc;

Basc workplace skills Produce spreadsheets for the andyss of numericd information; Present
information in graphicdl, diagrammétic or tabular formats;

Internd  Control and Auditing: risk assessment  techniques and contral  principles, such as
separdion of functions;

?? Undergand the role of the internd audit function;

?? Project management and project management systems,

?? Programme-setting processes,

z& Reforms in budgeting and budgetlay sysems and the Medium-term Expenditure Framework

(MTEF).

3

3

7.3.3 Lower grades
The dear message from this grouping was a lack of underlying knowledge — a falure to appreciate
the context in which they (and government) operate. This is bound to have a negative effect on
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motivetion. There are magor benefits to be gained from ‘On the job' training, if this is supported by a
dructured programme of formdised training time each week, using coursgpacks / manuds web
access etc.

Areasfor immediate attention are asfollows:

?? Use cdculators and other equipment in processing documents,

?? Drdft routine business communications,

?? Make & record paymentsin accordance with financid policies & regulations,
?? Undergand the responsihilities, functionsand qudities of the Auditor-Generd;
?? Undergand the role and responsibilities of the internd audit function.

In addition, the CBET programme mentioned above dlows for ‘mini qudifications — combinations
of modules — which are relevant to many of the needs of the lower grade staff.

7.4  Validation mechanism and process

The draft vaidaion criteria and associated guiddines incuded in the documentation distributed &
the workshop have been refined in the light of the congructive comments received, and together with
the find questionnaire, will be crculated widdy as find proposds. A further meeting of providers
will be asked to raify these documents, but the nationd Treasury resarves the right to findise the
ingtruments and processes to be implemented.

It isrecommended that:

1 Nationd Treasury and SAMDI appoint a Vdidation Board, with clear Terms of Reference,
composed of a smdl number of officids (dravn from SAMDI and nationa and provincid
Treasuries).

2 Nationd Treasury should appoint a secretaria to evaduate agpplicaions agang the published
criteria, and makes recommendations, for decision by the Board

3 The vdidation process operate as follows.

?? aforum of providerswill beinvited to findise criteriaand process,

?? the insrument a& Appendix | will be drculated to providers together with an invitation to
sk vdiddtion;

?? providers will submit gpplication form and requested documentation;

41



Training Framework for Government Finance Saff; 1PFA, 2001

?? the gpplication will be evauated in accordance with the published criteria;

?? each provider will be informed of the outcome of their gpplication;

?? any ‘unsuccessful’ provider will be given the opportunity to ‘gpped’ the recommendation
made;

?? alig of vdidated providers will be circulated to departments;

?? the Board will conduct ongoing monitoring of programmes.

7.5 Providersforum

A fdlow-up to the successful April workshop should be convened, to didribute the find verson of
this report and to ratify the vaidaion mechanism and process. It will be gppropriate for nationd
Treasury to teke the lead in communicating training priorities, adthough IPFA will undertake the
adminigrative responghility.

It isrecommended that:

A workshop for provides is convened during September 2001, following the dissemination of this
document.
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