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On 10 and 11 August 2006, staff of the various units at the Regional Service Centre (RSC)
peer reviewed the Southern Africa Capacity Initiative (SACI) methodology and provided
useful feedback that has informed the current iteration.

The peer review session acknowledged the useful contribution of the SACI methodology but

also identified some important areas that would strengthen the methodology. Some critical

comments included:

X The need to show through an introductory section the added value of SACI as a capacity
transformation process;

X Though focused on the public service, the importance of involving other related
stakeholders;

x The need to explain the genesis and evolution of the SACI methodology; and

X The value of including a simplified overview of the methodology.

Represented at this meeting were colleagues from the various RSC units: Governance,
Poverty and Macro-Economic group, Public-Private Partnership for Urban Environment
(PPPUE), Bureau for Crisis Prevention and Recovery (BCPR), United Nations Capital
Development Fund (UNCDF), HIV/AIDS group and the management team. Colleagues at
the RSC have continued to provide invaluable feedback, insight and partnership during the
course of the methodology development.

Adaptation of methods and tools

The methods and tools found in the SACI methodology are a combination of those
developed in-house within the SACI team as well as some adapted from well known
instruments found in the public domain — including force field analysis by Kurt Lewin and the
Service Delivery Coverage Curve from Dr Tanahashi, Health Services and its Evaluation,
World Health Organisation (WHO).
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Key Definitions

CAPACITY DEVELOPMENT

Capacity development is an endogenous (i.e. having an internal cause or origin) course of
action that builds on the existing capacities and assets, and the ability of people, institutions
and societies to perform functions, solve problems and set and achieve objectives.

CONSENSUS BUILDING

Consensus building is a process that not only seeks the agreement of stakeholders, but also
to resolve or mitigate the objections of the minority in order to achieve the most agreeable
decision. Consensus is usually defined as meaning both: a) general agreement, and b) the
process of getting to such agreement. Some have said that true consensus involves
"meeting everyone’s needs".

PARADIGM

In 1962 Thomas Kuhn, a scientific historian, wrote in a publication, The Structure of
Scientific Revolution, that scientific paradigms are accepted examples of actual scientific
practice, examples that include law, theory, application and instrumentation together — which
provides models from which spring particular coherent traditions of scientific research. Those
whose research is based on shared paradigms are committed to the same rules and
standards for scientific research. The original Greek word from which paradigm is derived
suggests a pattern or model.

PARADIGM SHIFT

The term paradigm shift represents the notion of a major change in a certain thought pattern
— aradical change in personal beliefs, complex systems or organisations, thus replacing the
former way of thinking or organising with a radically different way of thinking or organising.

WORLDVIEW

A worldview is a term calqued from the German word Weltanschauung meaning a "look onto
the world". It implies a concept fundamental to German philosophy and epistemology and
refers to a wide world perception. It refers to the framework through which an individual
interprets the world and interacts in it. The German word is also in wide use in English, as
well as the "translated" form world outlook.

MINDSET

A mindset refers to a set of assumptions, methods or notations held by one or more people
or groups of people, which is so established that it creates a powerful incentive within these
people or groups to continue to adopt or accept prior behaviours, choices or tools.

UNDP-SACI, November 2006 Page 2
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AIDS
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Acquired Immune Deficiency Syndrome
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The historical evolution of and rationale for the S ACI methodology

The challenges of increasing HIV and AIDS, food insecurity and deepening poverty (a triple
threat) in the Southern African region brought into sharp focus the need to examine national
and regional capacity to deliver on key development outcomes.! HIV and AIDS placed an
extraordinary burden on the public service in general and on health systems? in particular. It
is against this background that the Southern Africa Capacity Initiative (SACI) was launched
in 2004, as UNDP’s contribution to the UN system-wide response to the triple threat in the
Southern African region — a unique context that called for innovation in all aspects of
capacity development.

Preliminary review of the public service in the region in 2004 showed that the majority of
public service institutions were operating on “pre-HIV and AIDS period” norms, standards,
procedures, processes and structures. For example, for many governments in the region the
last time that they had reviewed the public service establishment register was in 1974. It
was, therefore, not surprising that when the impacts of AIDS related illnesses and deaths
subsequently hit the public service in the 1990s, many countries were not prepared to
respond.

To respond to this and many other challenges, the SACI team embarked on adapting
methods and tools from diverse disciplines such as sociology, public health, organisational
development, public administration, political science, systems approaches, general
developmental studies and the various related programmes of UNDP on crisis prevention
and recovery, HIV and AIDS, poverty and governance. These methods and tools were
initially used to promote SACI as an innovative and transformative approach for service
delivery to government officials. The methods and tools were also used to orient UNDP
Country Office staff members and United Nations Volunteers (UNVs), and for solving
problems when requested.

It was soon apparent that the disparate components required a framework that would
address the underlying capacity challenges that were common to all the programmes that
were meant to respond to the triple threat. The breakthrough came when it was recognised
by the SACI team that the basic unit of analysis and response to the triple threat challenges
is the organisation as a social system with interlocking dynamic feedback loops. This
understanding has become the building block for the development of the SACI methodology,
which has a series of framewaorks as part of its methods and tools. It has taken nearly three
years of learning by doing to come to this point of understanding and practice.

Defining capacity development and its link to the S ACI methodology

The SACI methodology promotes the notion of capacity development as defined by UNDP:*

...An endogenous course of action that builds on the existing capacities and assets, and the
ability of people, institutions and societies to perform functions, solve problems and set and
achieve objectives.

To quote one workshop participant:

The SACI methodology complements the UNDP Corporate Capacity Development Instruments
by drilling down to assist African countries organization-wide or by sector to transform their

" UNAIDS Report, 2003.
2 Improving Health, Nutrition, and Population Outcomes in Sub-Saharan Africa. World Bank, 2005
3 Ownership, Leadership & Transformation: Can We Do Better for Capacity Development? UNDP, 2003.

UNDP-SACI, November 2006 Page 7
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capacity for effective service delivery in the public service.*

The need to focus on capacity development is further reinforced by the UN Millennium
Project Report (2005). According to this report, most countries in Africa are on a trajectory to
miss most or all of the Millennium Development Goals (MDGSs), despite countries’
commitment at the Summit of 2000. In its recommendations, the report highlights the
importance of the scale-up of national capacity — including the capacity to absorb additional
resources anticipated from the global partnerships. The Millennium Project emphasises the
need for simultaneous investments in direct service delivery and in building capacity defined
as public sector management and administration, infrastructure and human resources.’

After extensive consultation, UNDP Regional Bureau for Africa (RBA) presented its new
strategy: Capacity Development for Pro-Poor Growth and Accountability (CD-PGA,
www.undp.org/rba) in agreement with the assessment of the Millennium Project report. This
strategy, anchored on capacity development, reflects both UNDP’s conviction and broad
international consensus that capacity development remains central to Africa’s chances of
progress towards the MDGs.® This conclusion is consistent with what the SACI team has
always maintained (i.e. since March 2004) — that central to attaining MDGs, National Visions
and National Development Plans is to take an innovative and creative approach to capacity
development. This will require challenging the existing assumptions, mindsets and mental
models around the design and implementation of capacity development at country level.

The participants at a recent meeting concluded that: “The SACI methodology is consistent
with the CD-PGA and has been identified as eminently suited for service delivery in the

context of public sector reform”.”

Government responses and interaction with SACI

To their credit, all governments in Southern Africa, and indeed in most of Africa, have
already defined their goals and aspirations and devised plans to achieve these. All have
National Visions at different stages of implementation; poverty reduction strategies and MDG
reports; public sector reform programmes; National Development Plans; national and
sectoral capacity assessments; and annual budgets to achieve all these. The challenge,
therefore, is to identify what works and proceed to implementation of those actions. This was
well captured by the South African President, when he said: “The critical challenge is to do

things we know work and build the capacity to carry them out”.®

It is against this background that SACI proposed this methodology, which draws on the
lessons from countries implementing SACI over the course of the past three years, the
experiences of UNDP on capacity development over the years and the knowledge of a
diverse body of leading institutions and experts around the world.

Complemented by the applied experience of SACI, the evolving UNDP paradigm on capacity
development® proposes that we need to change the way we perceive, think, value and act
with regard to capacity development. We need to set new boundaries, which will in turn
influence the way we behave when it comes to capacity development. The approach

* Notes from Developing a Common UNDP Framework for Capacity Development in Africa, RBA Working Session, 24-25 July
2006, New York.

® Investing in Development: A Practical Plan to Achieve the Millennium Development Goals, UN Millennium Project, 2005.

® UNDP, RBA Strategy and Management Review Report, New York, May 2006.

” Notes from Developing a Common UNDP Framework for Capacity Development in Africa, RBA Working Session, 24—25 July
2006, New York.

® President Thabo Mbeki, World Economic Forum on Africa, 2 June 2006.

® Capacity Development Practice Note, April 2006.
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proposed by SACI is designed to develop the capacity of societies (countries) to identify
those choices and means that will enable them to achieve real progress.* Behind these
choices are patterns of thinking that are either going to facilitate or inhibit the improvement of
service delivery. Others have defined these patterns of thinking as “mindset” or “mental
model” or “paradigm” or “worldviews”. In real life these patterns of thinking are also reflected
as deep-seated, underlying assumptions that are rarely questioned, but are extremely
important in determining how we think and therefore how we act. Questioning of these deep-
seated, underlying assumptions does not come easily to all of us, as the assumptions are
embedded in the culture and are continuously reproduced in both formal and informal
educational institutions. And yet it is this questioning of deep-seated, underlying
assumptions that presents the greatest opportunity for transformation at individual and
collective level.

In the three years of interacting with policy makers in governments in the region, consensus
is emerging that SACI's greatest point of leverage is to transform the capacity to think
differently at individual and collective level. In other words, throughout the process of
engagement the tools and methods used are designed to enable stakeholders to:

X Learn to ask the right questions from diagnoses to action that will lead to a desired
result.

X Recognise the interrelatedness of forces and see them as part of a common process,
and then learn to recognise how any action taken can produce desired results, but also
unintended consequences.

x Constantly question deep-seated, underlying assumptions*? as they relate to capacity
diagnosis, design, implementation and review.

x Facilitate a creative tension between the current reality and the desired reality.

There are numerous capacity development strategies and transformation efforts globally.
The difficulty remains, however, in identifying where we should start. What works in what
situation and how do we do it in practical terms?*® In short: Where is the point of leverage for
transformation?

Through interactions with countries and through review of literature on global trends, SACI
has identified the capacity for effective service delivery in the public service as a good
starting point for identifying the point of leverage to achieve MDGs and National Visions in
the Southern African region. Consequently SACI uses the capacity for effective service
delivery as a functional indicator** for measuring government performance. This also
provides an opportunity to measure the proposed transformative methods and their impact
on service delivery.

In focusing on capacity for service delivery, SACI has adopted the approach promoted
globally in both public and private sector to focus on increasing the capacity for efficient and
effective utilisation of existing resources rather than continually seeking additional resources.
This is consistent with the findings of the Review of the Australian Government Service,
published in 2005, which stated that:

1% Ownership, Leadership & Transformation: Can We Do Better for Capacity Development? UNDP, 2003.

™ The Fifth Discipline Fieldbook — The Fifth Discipline Fieldbook — Strategies and Tools for Building a Learning Organization,
Peter Senge, Richard Ross, Bryan Smith, Charlotte Roberts, Nicholas Brealey Publishing, London, 1994

12 Chris Argyris, Donald A Schon. Theory in Practice: Increasing Professional Effectiveness. Jossey-Bass Inc, Publishers. San
Francisco: California, 1974

' Ownership, Leadership & Transformation: Can We Do Better for Capacity Development? UNDP, 2003.

¥ The UK, Canadian and Australian governments all use service delivery indicators to assess the performance of government.
See: www.pc.gov.au/gsp/reports/rogs/2006/index.html; and www.lewes.gov.uk/council/513.asp.
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Traditionally, much of the effort to improve the effectiveness of government services has focused on
increasing the level of resources devoted to them. This approach overlooks another important means of
enhancing services — that is, finding better and more cost effective ways in which to use existing
resources.

Services work especially well when we recognise that resources and their effective use are
inseparable. More effective use of existing resources makes additional resources more
productive.® As a result of adopting this approach, SACI has developed and adapted
methods and tools that continually challenge the thinking that defines how services are
designed, delivered and reviewed. This is in line with the findings of a review of the public
service, which recommends that government rethink services and their delivery by adopting
approaches such as re-engineering business processes, consolidating services across
delivery channels, rationalising and integrating its service delivery infrastructure, and
eliminating duplication.®

SACI has identified accountability through citizen feedback as a critical factor to transform
the service delivery performance of governments. In this regard the SACI methodology
ensures that from diagnosis to action the delivery of services by governments, the feedback
of citizens and the commitments of policy leaders are considered in a continuous
relationship of accountability.*’

The methodology and its attendant methods and tools have been applied in real-life
situations and responding to specific country requests, enabling us to develop a package
that is adaptable to different situations. In terms of transfer of the methodology and its
associated methods and tools to governments in the region, we have deliberately combined
experiential learning with an action research approach so as to encourage a culture of
learning by doing.

Who would benefit from the SACI methodology?

The methodology is meant for those who are seeking transformative solutions to capacity
challenges in a dynamic environment. The methods and tools that are being adapted or
developed under SACI are meant to foster a culture of learning for transforming public
service. Future improvements of these methods and tools will include the application of this
methodology across thematic areas such as the MDGs or sector-specific goals such as
Health, Education, Public Service and Agriculture.

It is important to note that for SACI this is a work in progress, given the context of the new
paradigm, which demands continuous learning. As we continue to interact with our clients
we will modify the methodology accordingly. This in part reflects our own internal culture,
trying to be a learning team. We firmly believe that it will be impossible to innovate and be
creative around capacity development unless we ourselves continue to challenge some of
the deep-seated, underlying assumptions regarding what is and how capacity can be
strengthened at country level.

'3 JD Wolfensohn, 2004, Making Services Work for the Poor. World Development Report.
'® Review of the Australian Government Services, 2005.
'7 JD Wolfensohn, 2004, Making Services Work for the Poor. World Development Report.
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Overview of the SACI methodology

The SACI methodology combines the CODESURE process of engagement with a comprehensive
package of methods and tools to facilitate transformation of capacity for effective service delivery
by:

X Learning to ask the right questions for diagnosing and designing, implementing and reviewing
appropriate interventions to produce desired results;

X Looking at the interrelatedness of forces and actions, and seeing them as part of a common
system, and then learning to recognise how any action taken can produce desired results, as
well as foreseeing unintended consequences;

X Constantly questioning deep-seated, underlying assumptions, worldviews, mindsets and belief
systems as they relate to goal setting, capacity diagnosis, and design of intervention,
implementation and review;

X Facilitate a creative tension between the current reality and the desired reality.

What is CODESURE?

Southern Africa Capacity Initiative

CODESURE is a four-stage iterative v CODESURE

process designed to facilitate capacity

transformation for effective service delivery /-\

through:

Consensus Design of
Building Intervention

» Consensus building;

. . . Challenging:

” DeS|gn of mterventlon; ﬁ?ﬁ;
. . Paradigms
. Support to implementation; Worldview

Mindsets

. Review of intervention.

Review of S S

The purpose of CODESURE is to guide a Intervention I
systematic process of engagement that

will facilitate the transformation of the
capacity for service delivery, in order to

achieve: IN BRIEF...: CODESURE involves a continuous cycle of consensus
X National Visions; building, design, review, learning and revised action, and at the
same time continuously challenging the assumptions, paradigms
and mindsets that informs the definition of outcomes and challenges

x National Development Plans;
X Millennium Development Goals.

What do we mean by capacity
transformation for effective service

Southern Africa Capacity Initiative

deliver y? ¥ Transforming Capacity for Service Delivery
To lead the process of transformation we need to:

Capacity transformation for effective Understand the Public Sector as a Social System The

. . . . Think about sectors as Inter-dependent des‘wed
service delivery involves developing the Think in terms of underlying causes reality
ability to challenge deep-seated, Think abou goai diferently

N i ! ecognize that effective performance
underlying assumptions, and shift is defined by service to citizens Enhanced
. . apacity

paradigms, worldviews, mental models

and belief systems to facilitate: The here

and now
reality

» Understanding the public sector as a “——__ [ Continuously igentiy and Challenge:
social system impacted by variation, current
dependency, feedback and choice
requiring an adaptive, dynamic ................................................................... »>
planning and implementation process

. Assumptions, Worldviews, Mindsets
Capacity
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that continuously improves.18

» Thinking about sectors as
interdependent — requiring a move
towards integrated planning within and
between sectors and institutions.

» Thinking in terms of underlying causes
— rather than the symptoms — to
address the root problem in a system.

» Thinking about goals differently —
achieving goals within a shorter time,
utilising current capacity and existing
financial resources.

» Recognising that effective
performance is defined by service to
citizens.

The diagram on the following page, The CODESURE process of engagement provides an
overview of the entire process of engagement, and of applying the SACI tools for carrying

out the four stages described in the CODESURE methodology, namely:

x Consensus building around goals, capacity challenges and desired outcomes of the

process of engagement;

x Design of intervention, applying response mechanisms to address prioritised drivers of

performance;
X Support to implementation;
X Review of intervention.

The SACI Facilitator Guide and the Participant’s Workbook explain in detail each step and

the application of each tool in the process.

'8 Theory of Constraints Presentation to the SACI Team, February 2006.

UNDP-SACI, November 2006
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SACI Southern Africa Capacity Initiative
DESIGN OF SUPPORT T(
IMPLEMEN-
INTERVENTI( INTERVENTI(
TATION
Determine
Defining Area Assess .
of Fgcus L GErme 2 Drivers of
Delivery Performance
t Identify l
i G d . .
Sz o Oppertinfies Identity High Possible
Vision and AN Level Impact interventions:
Goals Drivers ) )
Sector/Area Creating Enabling
_h Performance _h Policy
. Environments,
Identlfy & l Prioritize Innovate &
Examine | Areas for Reorganize
Challenges Select i Intervention Service Delivery
—h Performa.nce ICT as enabler
Scenario )
i Capacity
Determine Mobilization &
Enablers and Utilization
Inputs Meeting New
_,h Demand for Skills
Set Key
Service =
Outputs
FEEDBACK and ACCOUNTABILITY LOOP
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The CODESURE process of engagement — key steps and

elements

Process step

Building Consensus

Build consensus around
the area to be diagnosed.
Country, sectors, entity...

Define the outcomes

}

Goals to be achieved
Define/revisit the overall
Goals: MDGs, National
Development Plans,
National Vision, ...

}

Identify Challenges
Develop a Challenges
Framework: Key
constraints, underlying
factors, interrelatedness

|

UNDP-SACI, November 2006

Explanations

Through strategic
conversations and process
consulting, build consensus
around the process of
engagement and its desired
outcomes.

Steps:

1. Define the focus areas
and the outcome for the
capacity development
process (i.e. specify
capacity for what?).

2. Determine the key goals
to be achieved —
synthesise and
internalise vision and
goals.

3. Challenge the goals:
Are they ambitious
enough? Do they lead to
where we want to be —
our desired reality?

4. Define the challenges
faced in the
achievement of the
desired goal/s — explore
and examine the
assumptions on
capacity constraints.

5. Work out the
interrelationships and
interconnectedness
between the factors
impacting on capacity:

X What are the
causes (both
positive and
negative)?

X What are the effects
(both positive and
negative)?

X What is the root
cause?

6. Build consensus around
the desired outcomes of
the process of
engagement.

Building Consensus for Change

In order to get anywhere we need to know:

What do we want to address (area of focus) The
Where do we want to go (Goals & Vision) desired
Where are we now, and how did we reality
get here (Challenges & Drivers)

What do we want to achieve (Outcome)
How do we get there (Strategy)

Enhanced
Capacity

100
N0
(0!

The here
and now
reality

—

Current
Capacity

Continuously Identify and Challenge: ‘

Assumptions, Worldviews, Mindsets

Time

SACI Challenges Framework

HIGHER DEMAND
more complex

Increasing Demand for Services

LOWER DEMAND
less complex

Deathsdueto  Retirement Brain-drain  Training
other causes

IN BRIEF...: This tool helps simplify the complexity
of challenges preventing the achievement of
national goals and visions. It does this by
demonstrating that there are interconnected factors
that affect capacity at all levels across the region.
The tool facilitates consensus building and new
ways of thinking, giving participants the opportunity
to understand more clearly the factors impacting
on capacity challenges and their relationships.
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Defining Elements of
Response to the
identified challenges
Build consensus around
the unit of response.

}

Key Service outputs

Build Consensus on critical
factors and determine the
service outputs that will
contribute to achieving the
Goals and Vision

}

Service Delivery
Coverage assessment
Establish indicators and
assess the service delivery
coverage.

Identifying Gaps and
Opportunities

Plot the data to the
Service Delivery
Coverage curve; identify
key constraints and
improvement
opportunities

Purpose:
X Understand the

elements of response
from a systems
perspective.

Determine how and
what to measure to
assess service delivery
effectiveness.

Steps

1.

Use the focus areas
agreed upon to achieve
the desired outcome.

Define the mandate and
mission for the selected
focus areas.

Agree on specific
targets and the services
to be assessed.

Agree on type and
source of data required
— set the indicators.
Collect data (secondary
or primary).

Determine service
delivery coverage gap
and opportunities for
improvement.

Purpose:

}

UNDP-SACI, November 2006

To gain in-depth
understanding around the
demand for services in
relation to the capacity for
delivering services, through
analysing the four
dimensions of the service
delivery coverage:

Availability of required
resources;
Accessibility of
services/facilities;
Acceptability of the
services/facilities to the
intended users;
Quality of
contact/delivery.

L= ™
z| &

Southern Africa Capacily Iniiative

poLICY REGULATOR
~
THE ENABLING ENVIRONMENT
\ (Enabling and Inhibiting factors) I

INPUT CONVERSION OUTPUT OUTCOME

HUMAN )
cramit ACHIEVING:
p— Millennium
and M\SSION'\ Development

EFFECTIVE Goals
ﬂj—' PROCESSE SERVICE National
DELIVERY Development
FINANCIAL Plans
RESOURCE:
National
- Visions
STRUCTURE]
’ THE ENTITY LEVEL
ACCOUNTA- IcT
FEEDBACK LOOP

IN BRIEF...: This tool helps us understand the
drivers (enabling and inhibiting factors) of public
sector performance from a systems perspective. It
maps out the various elements of a system that act
as drivers of performance. These elements require
efficient functioning if we are to achieve national
goals and plans. The tool allows us to explore both
the enabling environment and the entity level, and
the alignment of these in the context of effective
service delivery. Identifying responses to
challenges requires us to understand how a
country/sector can function as a system or entity,
and interrogate how these systems need to behave
in order to achieve goals.

Southern Africa Capacity Initative

Service Delivery Coverage

& Current service delivery = J el eIl N IWACTEIN IOV T -

Desired Operation Curve

Current Operation Curve .

o .

- .

Avcea for Improvement ~

Human Capabilty
Eniy

4. Quality of Contact

People who actually receive qually service

3. Acceptability Coverage
PEOpIe WO are WG 10 USE thE Service
Enabling environment

2. Accessibility coverage

PEOPIE WO Can acoess the Service

1. Availability Coverage
PEOpIe 10T Whom M Service 1 avaaDie

Number of People in the Community or Country who ne _ed this service

0% 100%

‘Adapted from : Tanashi T (WHO 1078) Health Service  Coverage and ts evaluation

IN BRIEF...: This tool is a very practical one, which
can be used and adapted to diagnose any focus
area and at any level. Depending on the focus
area, the assessment of services can be tackled in
different ways. Groups of stakeholders can assess
individual services, and the information from each
group can be collated to assess the overall service
delivery coverage.
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Determining Overall
Performance

Combining the scores from
all sectors/areas to
determine the overall
performance ratio

}

Identify Relevant
Scenario

Based on the combined
scores from all sectors,
determine the scenario for
further diagnosis

}

UNDP-SACI, November 2006

Steps:

1.

Fill in the service
delivery coverage ratio
for each service line in
each sector or chosen
area.

Use the interpretation
key (below) to
determine which
scenario to use as
basis for the further
diagnosis.

Interpreting the results of

the service delivery

coverage exercise:

X

If all sectors/areas are
performing below 50%,
it suggests that the
performance constraint
may be at the enabling
environment level and
possibly also at the
entity level. Then go to
scenario 1.

If at least one
sector/area is
performing above 50%
and all other sectors
are performing below
this, it suggests that the
performance constraint
may be at the entity
level. Then go to
scenario 2.

If all sectors/areas are
performing above 50%
but below 100%, it
suggests the need to
raise the performance
standards at both
enabling environment
and entity levels. Then
go to scenario 3.

Southern Affica Capacily Initative

Overall Service Delivery Coverage

SERVICE Sector/Area 1 Sector/Area 2 ...
DELIVERY
COVERAGE [ senvice [ senvice | Senice | Service |  Service Service
Availabili
v XX % XX % XX % XX % XX % XX %
Accessibility
Y XX % XX % XX % XX % XX % XX %
Acceptabilit
g o XX % XX % XX % XX % XX % XX %
QUEN XX % XX % XX % XX % XX % XX %
Contact

IN BRIEF...: This tool allows us to collate the
service delivery assessments of a number of
services to assess overall coverage within a
sector.

South nitiative

¥  Current Performance Status

Scenario 1 :
All sectors
perform below
50%

Scenario 2:
At least one

—< /—> sector above
50%

Overall Service
Delivery
Coverage ratio

Scenario 3:
All sectors
above 50%,
but below
100%

IN BRIEF...: This tool provides a key that is used to
determine which scenario to use as the basis for
further diagnosis, given the current performance
status.
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Drivers of Current
Performance

Use one or more of the
suggested tools to
determine the key drivers
and impacting factors on
the performance, and start
identifying points of
leverage for improvements

}

UNDP-SACI, November 2006

Cross Impact Analysis
enables us to explore how
sectors or elements of an
entity interact and their
influence on the entire
system’s capacity to deliver
services. This tool helps to
rate and prioritise the
impact of all elements on
the service delivery
capacity.

Process Mapping of service
delivery is one of the fastest
ways to identify capacity
inefficiencies, increase
productivity and improve
organisational performance.
Process mapping unlocks
the potential of existing
resources.

SWOT Analysis helps to
recognise the Strengths

and Weaknesses that
affects the current
performance, and to identify
Opportunities for
improvement and Threats
that needs to be addressed.

Force Field Analysis is used
to analyse the opposing
forces and set the stage for
making change possible

:

IN BRIEF-...: This tool allows us to scale the impact
of each of the elements on one another and will
facilitate the process of identifying the priority areas
where service delivery improvements can be made
at the enabling environment and entity levels.

SAl(: H
Process Mapping

Set the objectives

Assemble a team

Identify the key _ processes

Map out only the key processes
Identify obvious constraints
Facilitate prioritization

Systematic analysis and decisions
Design new processes

Revise SACI Dashboard

©OND O A ®N R

IN BRIEF...: This tool facilitates one of the fastest
ways to identify capacity inefficiencies, increase
productivity and improve organisational

performance.
)
- .
SWOT Analysis
Strengths Opportunities
Weaknesses Threats

IN BRIEF...: This tool facilitates the process of
recognising the strengths, weaknesses
opportunities and threats that need to be taken into
account.

SACI H
L4

Force Field Analysis

DRIVING

FORCES A B c D 3

- ForChange ‘
[ PROPOSED CHANGE |

t 1t |

RESTRANING ~ F G H |
ORCES

- Against Change

In the context of process improvement, driving force s could be seen as
pushing for change while restraining forces stand i n the way of change.

IN BRIEF...: This tool facilitates analysis of the
opposing forces.
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Identify High Level
Impact Drivers

Enter the identified key
elements that impacts the
capacity for service delivery
into the Dashboard

}

Prioritize Areas for
Intervention

Based on identified high-
impact drivers, choose a
maximum of three areas for

intervention

Design of Intervention

Based on the prioritized
areas for intervention,
identify and build
consensus around the
appropriate response
mechanisms.

|

UNDP-SACI, November 2006

Based on the process
mapping and cross impact
analysis matrix, enter into
the SACI dashboard the
key drivers that affect the
current performance, giving
each driver a rating
according to its perceived
impact, across the enabling
environment and entity
levels.

Dashboard scale:

0 = No impact

1 = Minimal

2 = Weak

3 = Average

4 = Considerable
5 = Strong

Categorise and prioritise
the areas for intervention
based on agreed criteria.

Criterion 1: Those actions
that can be taken to
improve the situation
without changing the rules,
procedures, process,
structures and budget.

Criterion 2: Those actions
that will require change of
rules, procedures and
process, but not the
structures and budget.

Criterion 3: Those actions
that will require change of
rules, procedures, process,
structures and budget.

Example of possible SACI
response mechanisms for
intervention:

x Create an enabling
policy environment;

x Reorganise and
innovating for service
delivery;

x Capacity enhancement,
retention and utilisation;

X Meet new demands for
skills.

To become innovative and
be creative around each of

‘Southern Africa Capacity Initative

SE%\QSE DELQ/E INT ENTITY / ORGANIZATION
~ S HUMA
f Y 55 & & /8o CAPABILITY,
5.8 [|S5] /efs/5)/5)e 5/3/8 3 d
s588 183/ [5/8/8)5)518/2/8ls/¢]. /8 g
Se& [s8/e/e/3/5/e/8)E)5)5/5)8/5/8/</€)S
&o85 NS S/E1&fs/5/35 F/5/E o
889 [85/8/8[&/e[5/S[/5/5[5/5/5/s[5/F/&
Availability
Quality of
Contact
TOTALS

IN BRIEF...: This tool helps us identify and
categorise the drivers that facilitate or hinder
performance in service delivery at each of the
service delivery coverage levels, thus helping to
inform decisions on the most effective strategies for
capacity development.

- Prioritizing of Performance
Drivers for Intervention

Prioritized INTERVENTIONS
Performance

Drivers Criteria 1 Criteria 2 Criteria 3
1.

2.

&,

IN BRIEF...: This tool provides three criteria that
guide us in describing the types of interventions
that will address the prioritised areas.

2
]

&

Creating enabling policy
Environments

- Including Transforming
Leadership and

Innovation and
Reorganization of
Service Delivery

Transformation
of Mindset &
Worldview,
Values &
Attitudes

Capacity stabilisation,
maintenance and
utiisation

Private sector & Civil
Society involvement
in service delivery

Achievement of MDGs
National Development
Plans, National Vision

Innovative development
of training programs and
institutions for meeting
new demands for Skills

Effective and Efficient
delivery of Public
Service i all key sectors

SACI TRANSFORMATIONAL FRAMEWORK
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Support to
Implementation

|

Review of Intervention

UNDP-SACI, November 2006

these components will
require transformation of
mindsets, worldviews,
mental models, values and
attitudes. Using probing
exercises such as “but
why?” five times would
assist in bringing to the
surface the predominant
mindsets, worldviews,
mental models, values and
attitudes that need to be
addressed before a
negotiated transformation.

The facilitating team will
support implementation of
the corrective measures,
through coaching,
mentoring and training as
may be required. This aims
to ensure that agreed
results are achieved.

Review of progress is in two
parts:

1. Review level of service
delivery improvement
from government side;

2. Review of the input of
UNDP SACI support.

Review interventions in
short term, medium term
and longer term.

Use the tools: Service
Delivery Coverage and
SACI Dashboard to assess
where service delivery
levels are and the level of
change in the scenario.

At each of the SACI methodology
process steps, the aim continues to be
the constant challenging of deep-
seated, underlying assumptions,
worldviews, paradigms, mindsets,
mental models and belief systems that
inform the capacity development goals,
and the continuous observing and
addressing of how current thinking is
either facilitating or constraining the
definitions and operationalisation of
capacity development.

S 1 S 2
All sectors Atleast Al sectors.

perform one sector al
below 50% above 50% but below

eeeee

No Improvement / Decline?

Improved performance?
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Introduction

This Facilitator Guide has been developed to take you — the facilitator — through a process of
working with stakeholders to apply the SACI methodology. The power of the SACI
intervention lies in your experience and skills, and ability to encourage stakeholders to
engage in consensus building.

The methods and tools contained in this Guide can be applied with flexibility. You are free to
adapt the workshop programme and approach to the uniqueness of the stakeholder
requirements and focus area of each workshop process. For some workshops you may opt
to use all the tools and activities; for others you may choose to apply a single tool in greater
detail. This Facilitator Guide does not require that you follow a prescribed process — it is only
a guide, and should be used in flexible and adaptable ways.

The accompanying Stakeholder Workbook allows stakeholders the chance to take notes and
work through the activities, and provides access to a hard copy resource they can use
following the workshop experience.

Purpose of the SACI Facilitator Guide

The SACI Facilitator Guide has been designed to encourage dialogue in a workshop setting
and has direct applications to specific service delivery problems in government departments.
It outlines the SACI methodology and draws on six or seven years of workshop experiences
and country missions.

The methods and tools compiled in the Guide have been assembled in the context of
responding to country-specific public sector challenges. Adopting an experiential learning
approach, the Guide ensures that responses made are rooted in the reality of the
experiences of countries. The main aim of compiling the Guide is to facilitate the translation
and application of the SACI methodology to specific, context-bound issues or problems. The
methods and tools are borrowed from disciplines as diverse as sociology, public health,
organisational development, public administration, political science, systems approaches
and general developmental studies.

The Guide is designed to be used in a workshop, but can be adapted to fit country-specific
contexts in and outside of a workshop setting. It is a working document that is not intended
to be used in its entirety, but to be broken up and applied to a range of possible contexts.

How can the Guide be used?

The Guide can be used in various ways. It can be used as:

X A support resource in workshop settings facilitated either by the SACI team or selected
partner organisations and agencies;

X A guide for use in government departments to orient and induct new staff;

x A useful overview of what is involved in applying the SACI methodology; and

X A tool for marketing the work of SACI.

The Guide is therefore intended to be versatile, interesting and engaging, encourage critical

analysis and problem solving, support experiential learning and insight, and be easily
accessible for adult groups.
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Features of the Facilitator Guide

Here is a brief description of the features included in the Facilitator Guide to create a
versatile and adaptable learning resource.

The Guide is broken up into modules. This provides for flexibility in using the Guide in
various contexts. Each module includes:

X

Introduction: It is good practice to start off with an introduction to capture the
imagination of stakeholders and focus attention on the topic to be dealt with in the
module.

Outcomes: A few key outcomes for each module are expressed in plain language.
These represent what stakeholders should be able to do by the end of the module. It is
worth reflecting on them as comprising: knowledge, skills, attitudes and values.

Resources: This refers to presentations, background readings or other materials you as
a facilitator may find useful in working through the module.

Activities: The activities are central to each module. Some of these activities make use
of tools that are intended to encourage a deeper understanding of concepts. You can
adapt activities as you see fit to suit the unique context and purpose of the workshops.

Timeframes: This gives an indication of how long each module should take, including
the time spent on facilitator presentations. This is only a guide to support your planning
process and should not be seen as prescriptive.

Activity type: Suggestions on how to organise the activities are included (as individual,
group work or plenary discussions).

Examples: Some modules and activities include examples. These are drawn from the
experiences of the SACI team. You can use your own examples to help stakeholders
relate to the concepts and application of the tools.

Case study: For the purpose of this Guide a hypothetical case study has been created.
This case study has been designed to help you, the facilitator, understand how the SACI
methods and tools can be used in context. The case study focuses on the hypothetical
“Republic of Casi”. Throughout this Guide reference is made to the case study to show
how the tools and methods can be translated in a contextual setting.

Notes: These are tips or suggestions on how to approach and extend concepts, tools
and activities used in the Guide. These notes are directed specifically at facilitators.

Reflection: These reflections are intended to encourage stakeholders to develop
consensus building skills and engage in dialogue. Guiding questions are included to
stimulate discussion on completion of activities.

Tools: The tools relevant to each module are included. Each tool includes a summary
description and some tips on how it can be used.

Definitions: The Guide also contains useful definitions to support the SACI
methodology.

It is your role as a facilitator to use the Guide to stimulate interest and provide contextual
relevance for stakeholders. What excites people and helps them to gain deeper insight into
their own experiences are the stories and examples of how others are grappling with similar
issues and challenges. Your judicious use of examples and scenarios can help stakeholders
to reflect on reality, encourage critical reflection and illustrate difficult concepts. Some
examples have been included in the Guide for this purpose. Through your facilitation
experiences you will increasingly draw on a richer bank of personal examples and case
studies.
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Using the SACI methodology

The approach underpinning the SACI methodology is to encourage new ways of thinking
about capacity development goals, by challenging deep-seated, underlying assumptions,
worldviews, paradigms, mindsets, mental models and belief systems, and continuously
observing and addressing how current thinking facilitates or constrains the way people
define and operationalise capacity development.

The overall approach of the Guide is therefore based on problem solving, experience and
discovery. This approach is infused into the activities. It is your role as a facilitator to ensure
that stakeholders are grounded in solving real problems. Facilitate stakeholders to challenge
established norms and standards in working outside their comfort zones and to adopt and
apply new ways of thinking. In doing this, it is important that you are sensitive to country and
stakeholder requirements.

Adapting the activities presented in the Guide

Each SACI workshop is unique, relating to a specific country context or sector and drawing
on various sets of stakeholder experiences and expectations. You may therefore need to
adapt the activities presented in the Guide for each workshop context. In so doing you will
need to ensure that you design activities that are well suited to the different groups of
stakeholders.

A “good” activity is one that achieves its purpose. Here are some questions that you may
need to pose when selecting appropriate activities, or in designing your own suitable
activities:

1. Are the activities clearly related to the learning outcomes?

2. Is the purpose of the activities clear to the participants?

3. Will the participants be interested in doing the activities?

4. Do the activities enable the participants to achieve the level of knowledge and skills
required? (That is, do the activities engage with knowledge, comprehension, application,
analysis, synthesis, evaluation?)

5. Are the instructions clear and will the participants know exactly what to do?

6. Does the feedback provide the participants with a means of checking their progress?

7. Are the activities realistic in terms of time allocation and the resources required to do the

activities?
Working with adults

The SACI workshop process requires you to be engaged in an adult learning environment,
often working with high-level and talented people who come to the workshops with a wealth
of experience and knowledge from which they can draw. It is therefore useful to distinguish
between:

x Pedagogy: The science and art of presenting knowledge and skills to children;
X Androgogy: The science and art of presenting knowledge and skills to adults.

The table overleaf summarises some of the key differences and may be used to reflect on
the most appropriate facilitation style for working with stakeholders:
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Criteria Pedagogy (children) Androgogy (adults)
Learning objective Vague Precise — clear
x  Little choice Voluntary
Level of motivation x  Outside motivations (family, Personal motivations
legal...)
x Passive contribution x Active contribution
Roles of learner . .
x Little concern X Involved in process
8 . Facilitator:
Teacher imposes: x  Provides support for
Roles of instructor x  His/her knowledge | . PP
earning
x Control
x Isequal
Content Control by: family, school HOELEES G ez ol
participants
Application Few immediate benefits K il

X Permanent

Recognising the unigue opportunities presented in working with adults means that you can
use such opportunities to adapt the activities and design new ones for each unique
workshop setting. Working with adult learners also requires ongoing reflection on your
choice of facilitation style. Each of these is described in some detail below.

Reflecting on your facilitation style

How you facilitate depends on a range of factors. These could include the workshop context,
stakeholder background and context, your prior learning and facilitation experiences, your
pedagogical (or, as explained above, androgogical) philosophy and preferred learning
theories and styles. In reality, many teachers and facilitators move from one theory and
philosophy to another, using different approaches for different problems and contexts. Below
is a summary of the facilitation styles that can be used in a workshop. Also included is a
series of self-reflection questions, which you can answer in either the planning stages or
once a session has been completed. These questions are intended to stimulate you in
thinking about your facilitation style and approach and allow you to become more skilled in
adopting a reflective practice.

Pedagogical philosophy

Pedagogical philosophy

Instructivist Constructivist

Instructivists view learners as recipients of instruction. Constructivists see learners as
individuals with pre-existing knowledge, aptitudes, motivations etc. Instructivists believe that
knowledge flows from themselves into the learners (one-way), while social constructivists
believe that dialogue develops deeper insights.

Self-reflection questions on pedagogical philosophy

Do you aim (or have you aimed) to:

x Build on stakeholders’ experience, where appropriate?

X Include recognition of prior learning?

X Encourage stakeholders to weigh ideas against their own knowledge?
X Link concepts to stakeholders’ existing knowledge?

X Use and encourage use of appropriate discourse?
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X Present knowledge as open and constructed in contexts?

x Forge links with what the stakeholders already know and what they are expected to
learn?

X Point out links with other modules, sections or workshops?

Learning theory

Learning theory

Behavioural Cognitive

Two of the dominant learning theories that are juxtaposed in this dimension are behavioural
and cognitive psychologies. Behaviourist instruction shapes behaviours through stimuli
followed by responses, feedback and finally reinforcement (assessment). Cognitive
psychologists emphasise the internal mental states of the learner. They claim that a wide
variety of learning strategies may be required, depending on the type of knowledge to be
constructed.

Self-reflection questions on learning theory

Do you aim (or have you aimed) to:

x Distribute activities at fairly frequent intervals with logical interactions, appropriate use of
material and visual aids, and appropriate labels?

x Give stakeholders opportunities to interrogate what they learn?

x Provide frequent opportunities and motivation for application of knowledge and skills in
the workplace or community, where relevant?

Focus

Sharply Focused ROCES General

Depending on the context of learning, the goals range from the sharply focused (e.g.
following a set of protocols in applying a diagnostic tool) to the general (e.g. developing a
critical perspective on management theory).

Self-reflection questions on focus

Do you aim (or have you aimed) to:

x Provide an overview of what is to come?

X Show how activities relate to outcomes?

X Where appropriate, encourage inductive learning (i.e. learning that formulates
generalisations based on particular experiences or examples)?

X Provide an indication of intended learning outcomes in ways that are directly relevant
and useful to the stakeholders?

X Support stakeholders to be able to see how the content is related to the learning
outcomes and goals of the workshop programme and broader capacity support
interventions?
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Conceptual engagement

Conceptual engagement

Simple Complex

A workshop programme may engage stakeholders with concepts in a way that is too simple
for the required level, or it may recognise the complexity of certain concepts and lead
stakeholders through this complexity, starting with what stakeholders know.

Appropriate content is scaffolded in such a way that facilitates the stakeholders appropriating
it into their own knowledge systems.

Self-reflection questions on conceptual engagement

Do you aim (or have you aimed) to:

x Facilitate activities that show a range of difficulty?

x Present knowledge as changing and as something that can be debatable rather than as
fixed and not to be questioned?

x Challenge stakeholders and expect a degree of struggle or discomfort with new
approaches and new ways or thinking?

X Present content that is contemporary and reflects current thinking and recent
references?

x Ensure that there is appropriate variety in the selection of content?

x Introduce new concepts by linking to stakeholders’ existing knowledge?

x Develop concepts and processes logically?

x Explain concepts and processes clearly using sufficient and relevant examples?

X Present ideas in manageable chunks?

X Use a variety of methods to present the content and succeed in keeping the
stakeholders’ interest alive?

X Model the processes and skills that the stakeholders are required to master — i.e. does
your facilitation style practise what you preach?

x Provide sufficient and appropriate ways for stakeholders to process new concepts, rather
than merely expecting them to memorise them?

Activity feedback and reflection

Activity feedback and reflection

Abstract Authentic

Contemporary educational practices emphasise the importance of context and therefore
authentic activities. By “authentic” is meant activities that require stakeholders to do
something with their acquired knowledge. There need to be opportunities to provide
meaningful feedback on how activities were completed and to allow stakeholders to reflect
on their successes and failures in engaging with the activity.

Self-reflection questions on activity feedback and reflection

Do you aim (or have you aimed) to:

x Design and adapt activities to be context-specific and work related?
x Provide feedback that allows stakeholders to improve?

x Ensure that stakeholders are able to identify their errors?

x Build reflection into the process of engaging with an activity?
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x Provide opportunities for self and peer feedback or assessment?
Offer feedback in the form of suggestions and only be prescriptive where necessary?

x Provide clear instructions/explanations and accompanying diagrams and ensure that
stakeholders know what they are expected to do?

x

Source of motivation

o Source of motivation L
Extrinsic Intrinsic

Often learning environments rely on extrinsic motivation (e.g. your boss has said you must
participate; you may lose your job if you don't participate; there is some reward for
participating etc.) to keep stakeholders motivated. Facilitators need to create the space for or
encourage intrinsic motivation as an important part of every learning environment. Intrinsic
motivation means that stakeholders want to learn because it is interesting, exciting and
useful. This is the goal but is often elusive.

Self-reflection questions on source of motivation

Do you aim (or have you aimed) to:

X Keep stakeholders’ interest alive?

x Provide alternatives views, or access to alternative information?
X Highlight relevance to real work contexts?

X Maintain a creative tension between consistency and variety?

X

Introduce variety through the use of visual material and presentation styles (i.e. avoid
death by powerpoint!)?

Plan an appropriate mix of types of presentations and activity types?

x

Facilitator’s role

Didactic el s el Facilitative

A facilitator may choose to be a didactic instructor who is the only expert imparting

knowledge to the learners, or play a facilitative role of supporting and scaffolding the learning
experience.

Self-reflection questions on your role

Do you aim (or have you aimed) to:

x Help stakeholders to contextualise and apply new knowledge?

X Attimes act as a co-learner or coach?

x Collaborate in the knowledge construction process?

x Choose the appropriate facilitation role to suit specific purposes, ensuring that the
approach adopted supports stakeholders in achieving the learning outcomes?
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Metacognitive support

Not included Metacognitive support

Integrated support

Metacognitive support refers to the extent to which the workshop experience facilitates the
stakeholders developing a plan and evaluating learning strategies, monitoring progress, and
adjusting activities to active known objectives (i.e. learning to learn). In other words, does the
workshop develop stakeholders’ abilities to reflect on their own learning processes, and
improve these?

Self-reflection questions on meta-cognitive support

Do you aim (or have you aimed) to:

x Provide an orientation to this workshop and related workshops and other support for
implementation processes?

x Ensure that timeframes and workloads during the workshops and expectations beyond
the workshop are appropriate?

Collaborative learning

Collaborative learning

Individual Collaborative

Workshop processes may encourage collaborative learning, or may allow stakeholders to
work alone as individuals. Social constructivists believe that social interactions are important.
In a collaborative environment, stakeholders work together in small groups to accomplish
shared goals.

Self-reflection questions on collaborative learning

Do you aim (or have you aimed) to:

X Avoid presenting theories as static or absolute?
X Encourage debate and contestation?

X Encourage stakeholders to collaborate?

Cultural sensitivity

Cultural sensitivity

Ignored Respectful

Facilitators (and sometimes stakeholders) may be insensitive, or disrespectful towards the
different cultures in the group. In this culturally diverse society recognition of differing
cultures and their embedded value systems cannot be ignored.

Self-reflection questions on collaborative learning

Do you aim (or have you aimed) to:

X Avoid patronising or “talking down to” stakeholders?

X Use language and resources that are gender and culture sensitive?
X Recognise and be sensitive to differing values?

X Respect cultural diversity?
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Language

. Language .
Inaccessible guag Accessible

Language used by facilitators may be exclusive or may be accessible. The language level

must be appropriate to the level of the stakeholders and must take cognisance of the
multilingual reality of Africa.

Self-reflection questions on language

Do you aim (or have you aimed) to:

X Choose the appropriate language level for explaining new concepts and terms?
X Use a friendly, collegial and welcoming style?

x Adopt the appropriate discourse for the stakeholder group and context?

UNDP-SACI, November 2006 Page 29



SACI Methodology: Capacity Transformation for Effec

tive Service Delivery

L= ™
z| &

UNDP-SACI, November 2006

Page 30




SACI Methodology: Capacity Transformation for Effec  tive Service Delivery

Workshop Programme

WORKSHOP OPENING
Introduction
Overall workshop objective
Specific objectives
The SACI methodology
The CODESURE process
Activity 1: Introduction
Case study

INTRODUCTION: New Ways of Thinking
Introduction
Activity 2: Key concepts
Reflection
A: Summary: Systems thinking
B: Summary: Capacity transformation for effective service delivery
C: Summary: The human capability dimensions
D: Summary: New mindset for effective service delivery

MODULE 1: Building Consensus around Development Cha  llenges
Introduction
Activity 3: Identifying development challenges
Reflection
Case study
Toolkit (TOOL A: SACI Development Challenges Framework)

MODULE 2: Building Consensus around Drivers of Perf ~ ormance
Introduction
Activity 4: Assessing the enabling environment and entity
Reflection
Case study
Toolkit (TOOL B: SACI Response Framework)

MODULE 3: Diagnosing Current Performance
Introduction
Activity 5: Service delivery coverage
Reflection
Case study
Toolkit
TOOL C: Service Delivery Coverage
TOOL D: Overall Service Delivery Coverage)

MODULE 4: Identifying Priority Areas for Interventi  on
Introduction
Activity 6: lIdentifying priority areas
Reflection
Case study
Toolkit
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TOOL E: Cross Impact Analysis
TOOL F: Process Mapping
TOOL G: SWOT Analysis
TOOL H: Force Field Analysis
TOOL I: SACI Dashboard

MODULE 5: Designing the Intervention
Introduction
Activity 7: Developing action plans for priority interventions
Reflection
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WORKSHOP OPENING

Introduction

It is good practice to outline the workshop process and
objectives to give stakeholders a clear sense from the
outset of what to expect.

You may choose to follow the process outlined below:

1. Allow a friendly and welcoming environment for
introductions. Use the ice-breaker activity below to
facilitate this process.

2. Outline the objectives of the workshop. You can refer
to the presentation outlining the Workshop
Objectives and Workshop Programme. This
presentation will need to be adapted to cater for
country objectives and goals, and specific country
requirements.

3. Ouitline the processes to be followed in the
workshop. This can include a short description of the
activities and outcomes.

4. Introduce the presentation: Building Consensus for
Change, and facilitate stakeholders in defining their
focus area and associated goals for the workshop.
Stakeholders can refer to the relevant plans and
policies in defining the “focus area” and goals.

In preparation for working with the workshop
stakeholders, you will need to have access to relevant
country policies and plans. You can either attempt to get
copies before the workshop, or request that
stakeholders bring these to the workshop. These plans
and policies will be relevant to the workshop as it
unfolds.

Country policies and plans could include:

Millennium Development Goals;
National Development Plans;
Poverty reduction plans;
National strategic plans;

Sector development plans;
Visions;

Budgets;

Resource strategies;

Policy strategies etc.

X X X X X X X X X

FACILITATOR NOTES

Every group of stakeholders comes to
: the workshop with very different

i expectations and goals. As a facilitator
you will need to be clear on what the

: goals are to be achieved. Do this by

i assessing the various policies, plans

i and objectives of the specific country to
develop a clear understanding of that

i country context. Adapt your workshop
i objectives to meet the country

i expectations and goals.
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Overall workshop objective

The overall objective of the workshop is to use the SACI
methodology, methods and tools to facilitate a mindset
shift in bringing about transformation of capacity for
effective service delivery to achieve National Visions and
higher level goals.

What do we mean by capacity transformation for
effective service delivery ?

Developing the ability to challenge norms and standards is
central to this process and will help to facilitate a paradigm
shift.

» Understand the public sector as a social system
impacted by variation, dependency, feedback and
choice requiring an adaptive, dynamic planning and
implementation process that continuously improves.

» Think about sectors as interdependent — requiring a
move towards integrated planning within and between
sectors and institutions.

» Thinkin terms of underlying causes — rather than the
symptoms — to address the root problem in a system.

» Think about goals and visions differently — achieving
them within a shorter timeframe, utilising current
capacity and existing financial resources.

» Recognise that effective performance is defined by
service to citizens.

DEFINITION

What is meant by vision ? :
¢ Avision is an image of the future that we i
i seek to create, and represents the !
i fulfillment of our highest purpose.

i+ Astatement of our vision shows

where we want to go, and what it will
be like when we get there. :

» Avision gives shape and direction to

a country or entity’s future. It also
helps us set goals that can take us
closer to our desired reality.

i What is meant by goals ?

i Goals are high level guidelines that

i explain what we want to achieve in a

i country or community. They are usually
¢ long term and represent the outcomes of
i global visions such as “provide public i
i health and safety”.

i What is meant by objectives ?

i Objectives define the strategies or

! implementation steps to be taken in

! attaining the identified goals. Unlike

i goals, objectives are specific,

{ measurable, and have a defined

i completion date. They outline the “who, i
i what, when, where, and how” of reaching i
i the goals. The achieved objectives are
often referred to as outputs.

Specific objectives

The specific objectives of the workshop are outlined as
follows:

1. Diagnose challenges, design interventions, and
implement and review appropriate interventions to
produce desired results.

2. Examine the relationship of forces and actions as
part of a common system, learn to recognise the
actions that can be taken to produce desired results,
and foresee consequences.

3. Constantly question the deep-seated, underlying
assumptions, worldviews, mindsets, and belief
systems as they relate to goal setting, capacity
diagnosis, design of intervention, implementation
and review.
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The SACI methodology

The SACI methodology combines the CODESURE
process of engagement and a comprehensive set
of methods and tools to support public sector
transformation. These tools rely on consensus
building and dialogue to encourage innovative
ways of thinking about goals in the context of
capacity development and effective service
delivery.

The approach underpinning the SACI methodology
is to encourage new ways of thinking about
capacity development goals. This requires that we
challenge deep-seated, underlying assumptions,
worldviews, paradigms, mindsets, mental models
and belief systems, and continuously observe and
address how current thinking facilitates or
constrains the way we define and operationalise
capacity development.

This can be achieved through:

« Diagnosing capacity challenges;

e Using a systematic process of assessment to
define current performance; and

e Defining priority service delivery areas, and
designing appropriate interventions.
(These interventions involve not only looking at
what additional inputs may be required, but
also at how existing systems, procedures and
work processes can be reorganised and
enhanced for effective service delivery.)

DEFINITION

: Paradigm shift is the term first used by

: Thomas Kuhn in his 1962 book The Structure
: of Scientific Revolutions to describe a change :
: in basic assumptions within the ruling theory of :
: science. It has since become widely applied to :
: many other realms of human experience as :
: well. The term "paradigm shift" has found uses :
3 in other contexts, representing the notion of a  :
> major change in a certain thought pattern — a
: radical change in personal beliefs, complex :
: systems or organisations, replacing the former :
: way of thinking or organising with a radically  :
: different way of thinking or organising.

: http://en.wikipedia.org/wiki/Paradigm_shift

DEFINITION

: Worldview is a term calqued from the German :
: word Weltanschauung meaning a "look onto =
: the world". It implies a concept fundamental to :
I German philosophy and epistemology and :
: refers to a wide world perception. It refers to
: the framework through which an individual

: interprets the world and interacts in it. The :
German word is also in wide use in English, as
: well as the "translated" form world outlook.
: http://en.wikipedia.org/wiki/world_view
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The CODESURE process

SACI have developed what is called the CODESURE
process of engagement. This is made up of four
elements:

1. Consensus building on capacity challenges;

2. Design intervention (to meet capacity needs);

3. Support to implementation; and

4. Review of intervention.

SACI Southern Africa Capacity Initiative )

ML
(H13

v CODESURE

7~ N

Consensus Design of
Building Intervention
Challenging:
Assumptions

Paradigms
Worldview
Mindsets

Support to
Imple-
mentation

Review of
Intervention

: In 1991, UNDP defined capacity
: development as the creation of an

: enabling environment with appropriate

: policy and legal frameworks, institutional

: development, including community

: participation (of women in particular),

: human resources development and

: strengthening of managerial systems.

: Added to that, UNDP recognises that

: capacity development is a long-term,

i continuing process, in which all

: stakeholders participate (ministries, local
: authorities, non-governmental

: organisations and water user groups,

! professional associations, academics and
: others (1991: UNDP).

DEFINITION

: The WCO (World Customs Organisation)
: defines capacity development as

i "activities which strengthen the

: knowledge, abilities, skills and behaviour
: of individuals and improve institutional

i structures and processes such that the

: organisation can efficiently meet its

: mission and goals in a sustainable way".
i http://en.wikipedia.org/wiki/Capacity

: building

The purpose of CODESURE is to guide a systematic
process of engagement that will facilitate
transformation of capacity for service delivery in order
to achieve country National Visions, National
Development Plans or Millennium Development Goals.

To do this, we are required to constantly question
deep-seated, underlying assumptions, worldviews,
mindsets, and belief systems as they relate to goal
setting, capacity diagnosis, design, implementation and
review.

REMEMBER! The SACI methodology and CODESURE
process of engagement are embedded in the programme
and will unfold in the course of the workshop. It i S
important that you — as a facilitator — internalise the SACI
transformation methodology in working with the

processes and tools.

FACILITATOR NOTES

: The key to facilitating the CODESURE

: process of engagement is in facilitating

: mindset shift. It is a dynamic process that

: requires continuous consensus building at

: every stage, encouraging stakeholders to

: challenge the way they think about

: themselves, to commit to dialogue, and to

: engage with new ways of thinking. As a

: facilitator you will be required to empower

: stakeholders to become agents of :
: transformation by challenging deep-seated, :
: underlying assumptions, worldviews and ~ :
I belief systems.

: Working with the CODESURE process of

: engagement and the SACI tools is a

I dynamic facilitation process. You will grow

: and learn from your experiences as a

: facilitator and, as you do so, you will learn :
: to work with and adapt these tools in many :
: contexts. We hope you too will benefit from :
: the journey. :
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Activity 1: Introduction

Stakeholders work in groups to complete this
introductory activity. It is made up of three steps:

* Anice-breaker, the purpose of which is to meet the
stakeholders and allow them to meet one another;

» Defining the focus area; and

« Defining goall/s.

The activity steps are outlined below.

ACTIVITY TYPE

Stakeholders can work in groups on the
: ice-breaker activity and in defining their
: focus area and goals.

TIMEFRAMES

: Facilitator presentation

: Your opening presentation outlining the

: objectives and workshop process should
: take about 10-15 minutes. Use some of

: this time to introduce the ice-breaker and
: other activities.

: Activity 1 duration

i Ice-breaker — 15 minutes

: Focus area/goals — 45 minutes
: Group feedback — 1 hour

RESOURCES

1. Presentation outlining the Workshop

Objectives and Workshop
Programme.

2. Presentation on the diagram: Building

Consensus for Change.

FACILITATOR NOTES

: Workshops very rarely run on schedule.

i Various administrative processes and

: protocols may affect the flow and

: timeframes of the workshop. As a
 facilitator you will need to adapt your

: workshop to cater for these protocols, as  :
: these can often play a vital and necessary :
i role in consensus building. :
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STEP 1: Ice-breaker activity

Use the country National Vision, National Development
Plans or Millennium Development Goals as a starting
point and define “country aspirations for the future”.

Start a process of consensus building by asking
stakeholders to think about the future of their country.
Ask the question; “What will your country look like, how
will it function 20 years from now?” to engage
stakeholders in the activity.

Give each group five cards and ask them to write down
five ideas or keywords that describe their country 20
years from now. Stakeholders present back to the
group, giving them an opportunity to engage in
dialogue about their aspirations. These cards can be
pasted on a board and referred to throughout the
programme.

: Consensus building
: “consensus decision making”. It is a g
: process that not only seeks the agreement :
> of most participants, but also to resolve or :
 mitigate the objections of the minority to

! achieve the most agreeable decision.

i Consensus is usually defined as meaning

: both: a) general agreement, and b) the

: process of getting to such agreement.

_DEFINITION

is also referred to as :

: Some have said that true consensus

: involves "meeting everyone’s needs".

: Consensus decision making is intended to

: de-emphasise the role of factions or

: parties and promote the expression of
 individual voices. The method also

: increases the likelihood of unforeseen or  :
I creative solutions by juxtaposing dissimilar :
: ideas. ;
: http://en.wikipedia.org/wiki/Consensus_de

: cision-making

Introduce the diagram: Building Consensus for
Change, in preparation for selecting the focus area and
for defining goals.

Southern Africa Capacity Initiative

v Building Consensus for Change

In order to get anywhere we need to know:

What do we want to address (area of focus) The

desired
reality

Where do we want to go (Goals & Vision)
Where are we now, and how did we

get here (Challenges & Drivers)

What do we want to achieve (Outcome)
How do we get there (Strategy)

Enhanced
Capacity

The here
and now
reality

NOW

Continuously Identify and Challenge:

Current
Capacity

Assumptions, Worldviews, Mindsets

Time

T P S

FACILITATOR NOTES

: Use the diagram: Building Consensus for
: Change to open stakeholders’ minds in

: thinking about defining goals “differently”.
: Encourage them to think about:

where they are now;

: X Where they would like to be; and

: x How they can bring about

transformation to achieve goals.

Facilitate a creative tension between the
: current reality and the desired reality.

: At this stage in the programme the Guide

: has been structured to focus on goal

. definition. As a facilitator you will need to

: assess the circumstances and context of

: the workshop. You may find that this

: process of goal definition is better

- performed after the section: New Ways of

: Thinking and Working. Based on the group :
: of stakeholders and their requirements, you :
: will need to be intuitive and adaptive in :
: using the workshop programme.
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STEP 2: Define the focus area

Define the focus area for the workshop.

The focus area could be: a country, sector, department,
entity or theme. Build consensus around the focus area.

FACILITATOR NOTES

Defining the focus area for the workshop is
i crucial at this stage, as it will be central to

the process of engagement, and the focal

i point of the activities and tools used in the

: workshop.

Depending on the nature of the workshop,
i the focus area and goals may have already
i been defined. i

STEP 3: Define goals

Define the overall goals for this focus area from both
the supply and demand side. Some guiding questions
could include:

1. Within the framework of the National Vision,
National Development Plans or Millennium
Development Goals, what are the priority national
goals for your focus area?

2. Are the goals achievable? Why or why not?

3. Is the achievement of the goal/s within your control?
Why or why not?

4. Are the goals ambitious enough? Do they lead
us to where we want to be?

5. What change do you wish to see taking place in
your focus area in the next --- years?

FACILITATOR NOTES

i As a facilitator you will need to ensure that
stakeholders are not focused on current i
: performance, but rather on how the system :
i can be transformed to achieve an :
i ambitious “desired reality”.

: The key to this is in empowering
stakeholders to recognise that despite the
: ambitiousness of the goalls, these are

i within their control and can be achieved.
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Case study

Based on Activity 1, the focus area and goals for the
hypothetical “Republic of Casi” are defined below:

FACILITATOR NOTES

: The case study represented in this Guide :
: is not based on a “real-life” case study, but :
: has been defined only for the purpose of :
: understanding the context in which the :
: SACI tools are used. This example may be :
: helpful to you in communicating some key :
: ideas to stakeholders. You may choose to

: use it in a workshop, or only draw on it to

: gain a better understanding of the SACI

: tools and methods. As you build on your 2
: experience as a facilitator, you will be able :
: to draw on real-life case studies. You may :
: already have a store of case studies from

: which you can draw ideas and

: experiences. Use these to liven up your

: presentations and to give stakeholders

: concrete examples of how the tools and

: methods can be used in capacity

: development.
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Focus area definition

The focus area for the Republic of Casi is Millennium Development Goal 4: Reduce under-five
mortality by two thirds by the year 2015. Here is a short synopsis of the current state of affairs
in Casi:

It is the year 2006. The Republic of Casi has just published its latest health
figures. The life expectancy at birth is 42 years, and under-five mortality is 152
for every 1000 live births with a crude birth rate figure of 48 births per 1000.

Only 25% of households have clean piped water and electricity. In the last
immunisation survey only 60% of the health facilities could provide full
immunisation coverage. Seventy percent of households are within walking
distance of the clinic. Recently, five children who had received vaccinations from
the Kalobwe Clinic in the capital city of Uzafanjala died from anaphylactic
reactions within two hours of receiving the vaccination. This incidence has been
highly publicised by the Casi People’s Daily newspaper. This has resulted in a
40% drop in attendance to clinics for under-five vaccinations (usual attendance
is 600,000).

The hydro-electric power plant, which was built 30 years ago through funding
from the World Bank, is producing power at 50% capacity. A MASKOM
(electricity supply) spokesperson claimed that this has resulted in the
breakdown of two of the six generators, resulting in load-shedding in all the
towns. This has resulted in an erratic supply of electricity to clinics, especially
those outside the capital city.

Due to drastic drops in the price of primary commodities exported by the
Republic of Casi in the last 20 years and increasing oil prices, poverty levels
have risen to 60% in the country. Over the last five years the country has
experienced poor rainfall resulting in severe drought over 75% of the country. In
2005 a census survey showed the total number of households to be 1,000,000.
On average each household has a total population of six people; and 20% of
these are below the age of five.
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Goal definition

As a signatory to international conventions, the government has decided to use the Millennium
Development Goal 4 as the basis for its planning in reducing under-five mortality by two thirds.

Current under-five mortality is: 152
Desired reduction is: 2x152=101
3

New under-five mortality goal by 2015: Old under-five mortality-Desired reduction
152-101= 51 per 1000 live births

The new goal for the Republic is to reduce under-five mortality from 152 per 1000 live births, to
51 per 1000 live births by the year 2015.

Reviewing studies conducted in 2005 by the Ministry of Health in the Republic of Casi has

shown that the causes of death to children under five, in order of frequency are: waterborne
diseases 30%, malnutrition 25%, measles 20%, severe malaria 25%.
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Introduction:

Governments face rising expectations from citizens to
deliver effective services through enacting policies,
delivering a vast range of services, and managing
internal operations in a manner that allows scarce
resources to be utilised with efficiency and effectiveness.
Over the last decade we have seen governments around
the world making unprecedented efforts to respond to
challenges, and these challenges are growing even
more complex. Managing this complexity requires that
governments use “new ways of thinking and working” to
transform themselves.

In this section stakeholders will be introduced to the key
concepts threaded through the workshop activities. Start
this section by introducing key concepts using the
presentation: New Ways of Thinking and Working. Then
introduce stakeholders to the activity.

The activity explores the various concepts on which the
SACI methodology is based. These are:

Systems thinking including:

x Events, patterns of behaviour and structure to
identify underlying causes;

X Mental models;

x Feedback loops.

Capacity transformation for effective service delivery
and the resulting paradigm shifts;

Human capability and how this impacts on the design
of capacity initiatives.

The new — transformational — mindset  and its impact
on effective service delivery.

Systems thinking is a rich and dynamic field of research. The
information in this Guide provides some background, but it would
be well worth your time to explore the field of systems thinking in
more detail. The books listed below may be useful in your
research. Encourage stakeholders to also source and read these
and other literature on the topic.

The Fifth Discipline Fieldbook — Strategies and Tools for
Building a Learning organisation, Peter Senge, Richard Ross,
Bryan Smith, Charlotte Roberts, Nicholas Bealey Publishing,
London, 1994,

FACILITATOR NOTES

i As a facilitator you too need to transform
i your way of thinking to be able to i
i support stakeholders and encourage

i them to think differently about their

i country and goals.

: The key concepts represented in this

i Guide are central to the flow of the

i workshop. Internalise these concepts so
i that you are able to consistently refer

i stakeholders to them.

Your familiarity with these ideas will help
i you to ensure that consensus building
: and engagement with the tools and

i activities are transformative rather than

i normative .

Normative: establishing, relating to or

i deriving from a standard or norm,

i especially of behaviour;

i Transformative: [bringing about] a

i thorough or dramatic change in form or
i appearance

: (New Oxford Dictionary of English,

i 1998).

eeeeeeeeees e eeeees e DEFINITION
A mindset , in Decision Theory and

i General Systems Theory, refers to a set
of assumptions, methods or notations

i held by one or more people or groups of
i people, which is so established that it

i creates a powerful incentive within these
i people or groups to continue to adopt or
i accept prior behaviours, choices or tools.
i Most theorists consider that the key

i responsibility of an embedded power

i group is to challenge the assumptions
that comprise the group's own mindset.

: According to such commentators, power
i groups that fail to review or revise their
mindsets with sufficient regularity cannot
i hold power indefinitely, as a single

: mindset is unlikely to possess the
flexibility and adaptability needed to

i address all future events.

i http://en.wikipedia.org/mindset
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Brain Power, Shannon Bradford, 2002.

Systems: Concepts, Methodologies and Applications
Wilson, John Wiley and Sons, 1992.

, Brian

Managing from Clarity , James L. Ritchie-Dunham and Hal T.
Rabbino, 2001.

Business Dynamics-Systems Thinking and Modeling in A
Complex World , John D. Sterman, Irwin McGraw-Hill, Boston,
2000.

Systems Approaches to Management , Michael C. Jackson,
Kluwer Academie/Plenum Publishers, New York, 2000.

Activity 2: Key concepts

Explore the key concepts presented in the short
readings below and draw on unique country experiences
and contexts to complete the activities. Four activities
are provided. Stakeholders can work in groups to
complete activities A, B and C below. Each group can
focus on ONE of the summary readings and provide
feedback. All the groups can then complete the overview
activity D and provide feedback.

Encourage a process where stakeholders engage with
these concepts, understanding that they are at the heart
of the SACI methodology and SACI tools used in
subsequent activities.

You may choose to ignore the activities and simply use
the summaries provided as a background reference.
They may usefully inform both your and stakeholders’
style of questioning and approach to the activities in this
Guide.

OUTCOMES

Stakeholders will be able to:
: x Describe what is meant by at least

one of the key transformational
concepts;

: x  Apply theoretical frameworks to their :

context to challenge traditional
approaches to thinking;

X Recognise the value of drawing on

leadership, management and related
literature to apply to their work
contexts.

ACTIVITY TYPE

This activity can be worked through in
Z groups.

TIMEFRAMES

: Facilitator presentation

The presentation: New Ways of Thinking
: and Working should take about 10

: minutes. Use some of this time to give

: stakeholders a breakdown of how the

: activities are structured.

i Activity 2 duration

: Activities A, B and C — 1 hour
: Group feedback — 30 minutes
i Activity D — 1 hour

: Group feedback — 30 minutes
! Reflection — 15 minutes

RESOURCES

i Use the presentation: New Ways of
Thinking and Working. This presentation
: will need to be adapted to fit country-

i specific contexts.
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Activity 2 A-D

A. Refer to A: Summary: Systems thinking and design a

poster explaining the key elements of systems
thinking. Provide an example of either a reinforcing
or a balancing feedback loop in a country context.

B. Refer to B: Summary: Capacity transformation for
effective service delivery. Give an example of a
country context where a normative or traditional
mindset has been adopted. Then explain how this
could be changed to reflect a paradigm shift.

C. Using C: Summary: The human capability
dimension, describe each of the four dimensions of
human capability in the context of your
sector/ministry/region that constrain or facilitate
effective service delivery.

D. Examine the diagram in D: Summary: New mindset
for effective service delivery. Based on the key
concepts explored in activities A-C, complete the
diagram, by identifying from the list provided what
constitutes a “Traditional” mindset and a
“Transformational” mindset.

REMEMBER! You may have the right skills and
knowledge, but if your values and attitudes are
out of sync no mindset shift can take place and
you are unlikely to make change that is
transformative.

FACILITATOR NOTES

2 In working with this activity, stakeholders

: will need to have the basic knowledge,

: skills, values AND attitudes to engage

: with the concepts and ultimately make

: the mindset shift required to bring about
: transformation.

! KNOWLEDGE

: Basic understanding of systems

! SKILLS

! Analytical and synthesising skills

: VALUES

: Honesty and openness to accept a new
: dialogue

: ATTITUDE

> Humility

FACILITATOR NOTES

: The readings for each of these activities

: are presented as summaries in this Guide :

: for easy reference.

: Note that Activity D is intended as a

: summary activity for participation by all
: stakeholders. It helps stakeholders

: understand the mindset shifts that need

: to occur in order for active transformation  :

ito take place.

Reflection

Building up a theoretical framework is a dynamic and

interactive process, where new ideas, concepts, papers

and readings can be shared and discussed. Use this
time to help stakeholders reflect on the goals defined in
the previous activity, and to answer some probing
guestions to guide the discussion:

1. How relevant do you think the concepts of systems

thinking, paradigm shifts and human capability are to

your context and the defined goals?

2. What other concepts do you think should be included

and would be relevant?

3. Who has read any new theory or literature about
management and development issues that you
would like to share?

4. How do you think we could encourage a culture of
reading and sharing of theoretical ideas among
ourselves in future?

FACILITATOR NOTES

As you prepare for the workshop, it
= would be worthwhile to keep a personal
= record of books, papers, websites and

: other content that you have found useful.
: Stakeholders may approach you for extra :

: reading material, and your personal
: knowledge and recommendations would
: be a great starting point.
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A. Summary: Systems thinking

Systems thinking is an approach for studying and managing complex feedback systems , such as those
found in business, public services and other social systems. It has been used to address practically any sort of
feedback system.

The term system means an interdependent group of items forming a unified pattern. Feedback refers to the
situation of X affecting Y and Y in turn affecting X perhaps through a chain of causes and effects. One cannot
study the link between X and Y and, independently, the link between Y and X and predict how the system will
behave. Rather, only the study of the whole system as a feedback system will lead to correct results.

Why systems thinking?
In the Fifth Discipline Fieldbook Peter Senge et al capture the essence and rationale of systems thinking as:

x Encompassing a large and fairly amorphous body of methods, tools and principles, all oriented to looking at
interrelatedness of forces and seeing them as part of a common process — ranging from Chaos Theory to
System’s Dynamics.

x All these diverse approaches have one guiding idea in common: the behaviour of all systems follow certain
common principles, the nature of which are being discovered and articulated.

x  Systems dynamics has become particularly valuable as a language for describing how to achieve fruitful
change in organisations. More than 40 years of development has resulted in a set of tools and methods —
links and loops, archetypes, and stock and flow modelling all have their roots in a system dynamics
understanding of how complex feedback processes can generate problematic patterns of behaviour within
organisations and large scale human systems.

What are the building blocks of systems thinking?

Feedback loops and associated delays:  Systems thinking is reasoning in loops rather than straight lines. All
parts of a system are connected directly or indirectly. Once a change in one part of the system occurs it will go
through other parts of the system and return to the original in a modified way; this is called a feedback loop . It
takes time to move from one part of the system to another and back to the starting point; this is called feedback
delays and is usually responsible for unintended consequences in any policy action. There are two basic types
of feedback loops:

What you, or
someone else, do
to generate growth
or decline

This might be a
Reinforcing feedback : When the change in a whole pertormancs [—\
system returns to amplify the original change. Change
goes through the system producing more change in the
same direction: e.g. bank Account interest, loan, debt, .
snowball rolling down a hill, population growth and Actual Sl
epidemics of disease. perfogmance "

The diagram to the right is an example of a reinforcing

feedback loop. Intermediate
That you measure or

observe, which you element
can see growing or

declining

Might be a driver of
performance and/or a
consequence of
action

Balancing feedback: When the change in the whole

system returns to oppose the original change — with a Actual Target

potential of maintaining a certain position: e.g. in the erformance orGoal

case of an ecosystem with predators and prey, human

body temperature, demand and supply, and the

relationship between hunger and blood sugar. Intermediate %\\\ Gapgn
Performance

eleme
The diagram to the right is an example of a balancing j
feedback loop. \)2
Corrective Delay

Might be a action

driver of Itis helpful to

performance identify the most
significant delays

Source for the models: Peter Senge et al: The Fifth
Discipline Fieldbook.
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What happens when we are not thinking in systems?
When we are not thinking in systems, we will:

X

X

See the part without the whole — this is called spatial blindness as reflected in the story of the five blind men
and their description of the elephant.

See the present without seeing the past — this is called temporal blindness — failing to see that the current
reality is a consequence of decisions and actions taken in the past.

See ourselves and not the others — this is called relational blindness. The consequence is our inability to
create partnerships for positive change.

Not see entities in their environment — this is called process blindness, and it will cause us to create
solutions that will produce severe negative consequences.

Fail to appreciate how our thinking is inseparable from the problems we encounter.

Fail to realise that problems are not simply "out there"; they are a co-creation of events and how we think
about those events.

Fail to challenge, probe and clarify our habitual way of thinking.

Systems thinking provides space for a new way of thinking and innovation. This is consistent with what the great
physicist Einstein said, "We cannot solve a problem with the same mindset that created it. We need new ways of
thinking, looking and seeing to solve new problems".

System dynamics in its broadest sense sees systems as “feedback processes” demonstrating a specific and
orderly structure. It is this causal structure that gives rise to the system’s dynamic behaviour. In complex
systems, problems arise because of the number of variables and their interrelationship through interacting
feedback loops...cause and effect are often not closely related in either time or space (Michael C. Jackson, 2000,
page 139).
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B. Summary: Capacity transformation for effective s ervice delivery

The evolving UNDP paradigm on capacity development19 proposes that we change the way we perceive, think,
value and act with regard to capacity development. We need to set new boundaries, which will in turn influence the
way we behave when it comes to capacity development. The approach proposed by SACI is designed to develop
the capacity for societies (countries) to identify those choices and means that will enable them to achieve real
progress.20 Behind these choices are patterns of thinking that are either going to facilitate or inhibit the improvement
of service delivery. Others have defined these patterns of thinking as “mindset” or “mental model” or “paradigm” or
“worldviews”. In reality these patterns of thinking are also reflected as deep-seated, underlying assumptions that are
rarely questioned, but are extremely important in determining how we think and therefore act. Questioning of these
deep-seated, underlying assumptions does not come easily to us as they are embedded in our culture and are
continuously reproduced in both formal and informal educational institutions. And yet it is this questioning of deep-
seated assumptions that presents the greatest opportunity for transformation at an individual and collective level.

Changing the way we perceive, think, value and act with regard to capacity development involves developing the
ability to challenge deep-seated, underlying assumptions, and shift paradigms, worldviews, mental models and belief
systems to facilitate:

X Understanding the public sector as a social system impacted by variation, dependency, feedback and choice
requiring an adaptive, dynamic planning and implementation process that continuously improves.

x  Thinking about sectors as interdependent — requiring a move towards integrated planning within and between
sectors and institutions.

X  Thinking in terms of underlying causes to address the root problem — rather than the symptoms — in a system.

X Thinking about goals differently — achieving goals within a shorter time, utilising current capacity and existing
financial resources.

X  Recognising that effective performance is defined by service to citizens (rather than being inward focused within
the public sector).

1 Capacity Development Practice Note, April 2006.
% Ownership, Leadership & Transformation: Can We Do Better for Capacity Development? UNDP, 2003.
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C. Summary: The human capability dimensions

As systems and organisations are made up of people, any capacity initiative needs to take into account the
impact of the individual, whether that be a leader or a front line service provider.

To address the capacity and impact of people at various levels of the organisation we use the concept human
capability . Human capability is made up of four dimensions:

x Knowledge and skills, describing what a person is capable of doing.
x Values and attitudes, expressed through how a person is functioning, and the effect his/her being has
on the environment and the performance of the organisation.

Diagnosing human capability at the individual level addresses the individual's capacity to function efficiently and
effectively within the framework of the institution and within the broader system.

We can use the capability dimensions to SACH Southern Afica Capaciy Iniative =
describe what a person is capable of doing; v . . -~ it
as in, for example, the “capability for The 4 dimensions of Human Capability

evidence based policy making”, “the

capability to motivate staff’, “the capability to Values v

. . sy Embodied principles for moral and ethical
provide effective customer service”, and so conduct — our personal and collective beliefs
on (mindset and worldview) of what we think is

L important in life, or right or wrong. The
decisions we make reflects our personal and
organizational values and principles.

By first describing the required capability to

perform a certain function we will then be K ' ok :
° . nowledge \,_(---:GJL—:-)_/ Skills
able to_determlne What klnd Of kanledge The awareness and ‘A-F\”r Practical or technical abilities
and Sk|"s a person needs to dO th|s’ and understanding of facts, truths or \4| needed.to put the capability
then what values and attitudes would be of expariones o leaming, and i peobie st
needed to secure the desired outcome. the ability to comprehend the / side.ete-)
interconnectedness of details
within a context.
By using the four dimensions of human Attitudes
capability (see the diagram) we can develop Patterns of behaviour, based on emotional

predispositions and mental models. How our values
are reflected into action and interaction.

indicators for the various functions within an
entity. This tool is also useful when
developing terms of reference for positions.

When we are assessing the performance within an entity, and we find an area of poor performance or low service
delivery coverage, we can use the capability dimensions to determine the human impact. Once the “gap” in the
level of service is identified we can use probing questions to determine the inhibiting factors, for example:

x Is the gap due to lack of adequate knowledge or skills?
x Is the gap due to poor values or attitudes?

What about the impact of mindsets, worldviews ands assumptions?

When addressing human capability issues we also need to be aware of the impact of assumptions and
mindsets , to assess whether the gap in performance is due to personal assumptions and mindset perceptions.

All human actions reflect and express deep-seated, underlying assumptions, beliefs, and values that we hold. In
other words, there is always a why to our actions — we do things because they reflect the assumptions, mindsets
and values that we have.

The key assumptions that determine what we do are fundamental ones that go to the core of what it means to be
human — assumptions about the nature of reality, human nature, the purpose of life, and the character of human
relationships. These assumptions form our mindset or worldview. Whether we call it worldview, mindset,
assumptions, mental models, beliefs, cognitive filters, perception, perspectives... it all refers to how we look at the
world and the people around us, and what motivates our decisions and actions.
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D. Summary: New mindset for effective service deliv  ery

Complete the diagram, by identifying (from the list of characteristics provided below) what constitutes a
“Traditional” mindset and a “Transformational” mindset.

Examples of Characteristics from Old and New Paradigm

Mindset The Traditional Mindset The Transformational
Dimension Mindset

Belief about
people

Owverall focus

Governance
principle

Dominating
Structure

Mode of control

Accountability
level

Definition of
quality

Management
focus

Rale of public
senice

People cheat — Control them

Decentralisation & empowerment

Choice and competition

Quality defined as adherence to professional standards
Team/network oriented

People perform — Empower them

Manage costs

Exclusive service mandate

Focus on what's best for the organisation

Hierarchical

Statute and rule directed

Centralisation of control

Vision & mission directed

Focus on what'’s best for the customer

Manage value produced

Quality defined as meeting or exceeding customer expectations
Accountability for conformance to rules

Accountability for outcomes

X X X X X X X X X X X X X X X X X X

Model adapted from: David Osborne, The Public 8gis Grouhttp://www.psgrp.com/
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MODULE 1

Building Consensus around Development Challenges

Introduction

X How can public services utilise a new framework for | FACILITATOR NOTES

service delivery in driving resource allocation and in g , ) :
designing new operating models? : Reinforce the mindset shift that needs to :
. . ’ .. : take place if goals are going to be

X qu can publlc_ services break th_e traditional models | : achieved. Continue to challenge the
of internal service delivery to achieve breakthrough - assumptions stakeholders are making
improvements? : around goals.

X How can service delivery be designed in the context | -
of the needs of the recipients of these services?

In building consensus we need to find new ways of
looking at how public services can transform their
operations, and address the key issues central to
transformation of capacity for service delivery.

The tool: SACI Development Challenges Framework
creates a holistic view of key capacity challenges
constraining or facilitating the ability of a country to
progress towards its priority goals. It is a useful way of
identifying broader challenges but, more importantly, of
understanding how such challenges are linked to one
another, how they interrelate, and how they impact on
human capacity and the ability of a country to deliver
services.

Example

4= [ncreasing Demand for Services mmp
- Complexity - Quantity

i
¥ LJ
o Brain-drain Dedhsdusto
&Tralnl ng Re{ rernent CHher causaj

Palicy

In the Southern African region, the SACI Development Challenges Framework demonstrates how challenges are
interconnected. Understanding the cause and effect relationships between challenges is critical in making the correct
diagnosis of the root problem. Through dialogue with governments at various levels, it is clear that often what have
been identified as the inhibitors of capacity are actually symptoms — rather than root causes — of the problems. We
have seen that, despite numerous well meaning interventions, the problems recur with increased magnitude.
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The SACI Development Challenges Framework uses the example of the triple threat (i.e. the challenges of
increasing HIV and AIDS, food insecurity and deepening poverty) in Southern Africa to demonstrate the factors
impacting on capacity and the current limited nature of the responses.

X

X

As AIDS related illnesses and deaths increase — the supply side of human resources is altered by the dropping
number of professionals across all sectors.

As AIDS related illnesses and deaths increase — the size and patterns of the demand for services across all
sectors is changing.

Brain drain further reduces the number of professionals providing services in an environment where demands
for services are increasing.

Education and training institutions are slow to respond to these changes and continue to produce human
resources at the same rate as previously. The number of professionals graduating from institutions do not
equate to the demand for human resources in society

The curricula in these institutions have not changed.— the professionals graduating do not have a transformative
approach or skills associated with the new paradigm for effective service delivery.

Despite the fact that workers are declining in vast numbers, there has been little change in personnel
management, and in the use of information and communication technology (ICT) applications.

Reforms introduced to resolve problems have instead further exacerbated them.

Severe droughts resulting in serious food insecurity have thrown many households into poverty, resulting in the
inability to cope with the associated cost of AIDS related illnesses and deaths.

Activity 3: Identifying development challenges

This activity gives stakeholders the opportunity to identify | _ __ OUTCOMES
the key broad development challenges they face in :
bringing about transformation.

Stakeholders will be able to:
: «  Use new ways of thinking to identify :
: challenges impacting on capacity

Encourage stakeholders to think about their and how these challenges
development goals in relation to these broad challenges. | : interconnect and interrelate..

Start by presenting the tool: SACI Development T e e RS,
Challenges Framework and the activity to the B - —

: o Interrogate existing frameworks
: and models to probe challenges

stakeholder group. You can make use of the video to ACTIVITY TYPE

support your presentation. Stakeholders can work in

groups to identify the broader development challenges  This activity can be worked through in
affecting their focus area, and then present their maps in | i 9roups

a plenary session.

The activity is outlined in the steps below.

TIMEFRAMES

Facilitator presentation

i This presentation could take about 20
i minutes if you allocate time for
interaction and questions.

i Activity 3 duration

i Group work — 1 hour

i Group feedback — 1 hour
i Reflection — 15 minutes

RESOURCES
Presentation:
: X SACI Development Challenges :
: Framework.
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STEP 1: Identify broad development challenges

Refer to the focus area and priority goals defined at the
start of the workshop to identify:

1. The broad developmental challenges that impact on
capacity for service delivery;

2. The impact of these broad developmental challenges
on the quality and quantity of services.

Use the tool: SACI Development Challenges Framework
as a guide. This approach does not analyse, but rather
synthesises the development challenges that are
preventing the achievement of national goals and
visions. It does this by demonstrating that there are
interconnected and interrelated factors affecting capacity
at all levels across a region.

SACI Southern Africa Capacity Initiative ®
oy

v SACI Challenges Framework

HIGHER DEMAND
more complex

Increasing Demand for Services

LOWER DEMAND
less complex

<-—-I

P
R
E
Vv
A
L
E
N
Cc
E

Deaths dueto  Retirement  Brain-drain
other causes

Training

FACILITATOR NOTES

Ask stakeholders to brainstorm using :
! the tool: SACI Development Challenges £
: Framework as a starting point. g

: Encourage stakeholders to assess the

: elements of the framework that are g
i relevant or irrelevant to their focus area, :
{ and then add elements to the g
: framework that are NOT represented in

i the diagram.

i The use of the tool: SACI Development

! Challenges Framework can facilitate g
¢ consensus building and encourage new :
¢ ways of thinking, giving stakeholders H
i the opportunity to understand more :
i clearly the broader factors impacting on £
i capacity challenges and their i
! relationships.

STEP 2: Identify relationships/causes

Work out how these development challenges are
interconnected and interrelated:

X What are the causes? (positive and negative)
X What are the effects? (positive and negative)
x What is the root cause?

Look at the diagram below. How we define the cause
and effect relationships is very much a result of what we
see. How we view the “real world” relies on the filters or
mental models that we use to interpret what we see. The
way we think has an impact on how we define
challenges and their relationships.

FACILITATOR NOTES

: Guide stakeholders in thinking about

: these challenges in relation to causes,
: and more specifically to the root cause.
: In many cases the mindset is the root :
: cause. Guide stakeholders to shift narrow :
: thinking in defining challenges to show  :
: how these challenges are in fact

: interrelated and impact on capacity and
: service delivery.
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v Real World vs. Perceived World

M What you
E see
<i N
T How you
A interpret
data
Patterns @ -
f Influence M How you
0 o reactto a
D situation
<i E How you
Underlying Structures L solve
S problems

REAL WORLD FILTERS

DEFINITION

: The principle of cause and effect
: explains that there is a cause for every
: effect, and an effect for every cause.

http://en.wikipedia.org/cause_effect

: This is not to suggest that there is a
: simple, one-to-one relationship between
: cause and effect; an effect can have
: multiple, interrelated causes.

DEFINITION

: The philosophical concept of causality ,
: the principles of causes, or causation ,
: the working of causes, refers to the set of :
: all particular "causal" or "cause-and- -
¢ effect” relations. A neutral definition is

: notoriously hard to provide, since every

: aspect of causation has been subject to
i much debate. More generally, causation
: is a relationship that holds between

: events, properties, variables, or states of
: affairs. Causality always implies at least
: some relationship of dependency

! between the cause and the effect.

. http://en.wikipedia.org/causality

DEFINITION

: Aroot cause is a cause that is at a root
i of an effect. An effect can have more

i than one root. Effects are caused to

i happen. The causes may be natural or

i human-made, active or passive, initiating
i or permitting, obvious or hidden. When a i
i chain of cause and effect is followed from :
i a known end-state, back to an origin or i
starting point, root causes are found.

: Thus, a root cause is an underlying

i condition that acts as a source from :
i which effects originate. The process used i
: to find root causes is called root cause :
i analysis. The usual purpose of
attempting to find root causes is to solve
i a problem that has actually occurred, or
i to prevent a less serious problem from
escalating to an unacceptable level.

i http://en.wikipedia.org/rootcause

STEP 3: Map challenges

Use the tool: SACI Development Challenges Framework
to map out the broad challenges and their relationships
in your focus area.

Sothern Afrca Capacily Iniiaiv

SACI Challenges Framework

4= |ncreasing Demand for Services — mmmp
- Complexity - Quantity

Deaths dueto  Retirement  Brain-drain  Training
other causes
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Reflection
Help stakeholders to reflect on the activity by FACILITATOR NOTES
encouraging them to engage in discussion about the :
following: : Use the time for reflection constructively.
. This is a valuable time for stakeholders to

1. How do these broad challenges impact across an : re-group and discuss their current :

entire system? : situation and how it relates to the activity. :
2. How do these broad challenges impact on different | : Allow stakeholders to engage freely with  :

: these questions. Only intervene where it

ithi ? :
sectors within the system?  is absolutely necessary.

3. How do these challenges relate to human capacity

and to the state of country/region/sector service . Building consensus is a dynamic process :
delivery levels? : that provides space for questioning :
: assumptions and worldviews. Very often

: stakeholders come together from

different sectors, regions, departments

: and even countries. They do not often

: have the space to engage with each

: other. Use the reflection space to open

: the floor for dialogue.

Case study

Identifying development challenges

Based on the work already done for Activity 2, the underlying causes of the challenges for the
Republic of Casi are mapped out using the tool: SACI Development Challenges Framework.

4mm Increasing Demand for Services mmp
- Complexity - Quantity
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Waterborne Malaria Measles anemia
Diseases

SACI Development Challenges Framework for MDG 4:  Reduce under-five mortality by two
thirds by the year 2015
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Waterborne diseases are caused by drinking infected water and eating poorly cooked and
stored food. This is usually the case in poor households, which may not be able to take
even basic precautions such as boiling water before drinking.

Malnutrition is a complex socio-economic condition, which can be caused by poor dietary
intake. This could also be secondary to severe illnesses such as measles and chronic
waterborne diseases. In the majority of poor households there is a high intake of
carbohydrates but low intake of protein, minerals and vitamins.

Measles is a preventable disease when children are immunised and well nourished. In this
case, given the increasing electricity outages, measles could also be the result of cold chain
failure impacting on the efficacy of the stored vaccine.

Malaria is both a treatable and preventable condition. The use of impregnated bed-nets
reduces infections. Malaria is likely to be worse in children who are malnourished and

probably anaemic.

Toolkit

TOOL A
SACI Development Challenges Framework

This framework has been developed to simplify the
complexity of challenges preventing the achievement of
national goals and visions. The framework does this by
demonstrating that there are interconnected factors that
affect capacity at all levels across the region.

Use of the tool: SACI Development Challenges
Framework facilitates consensus building and new ways
of thinking, giving participants the opportunity to
understand more clearly the factors impacting on
capacity challenges and their relationships.

8Refer to the CD-ROM for Tool A. Participants can use
this digital tool to engage with the SACI Development
Challenges Framework. Instructions on how to use the
tool are included on the CD-ROM.

SACI Challenges Framework

4= |ncreasing Demand for Services — mmmp
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MODULE 2

Building Consensus around Drivers of Performance

Introduction

Identifying the challenges influencing effective capacity
development is an important step, as it provides the
foundation for appropriate responses to be formulated.

The tool: SACI Response Framework helps us
understand the drivers (enabling and inhibiting factors) of
public sector performance from a systems perspective. It
maps out the various elements of a system that act as
drivers of performance. These elements require efficient
functioning if we are to achieve national goals and plans.

The tool: SACI Response Framework explores both the
enabling environment and the entity level, and the
alignment of these in the context of effective service
delivery. Identifying responses to challenges requires us
to understand how a country/sector can function as a
system or entity, and interrogate how these systems
need to behave in order to achieve goals.

Southern Africa Capacity Initiative

REGULATOR

THE ENABLING ENVIRONMENT
\ (Enabling and Inhibiting factors) I

INPUT CONVERSION OUTPUT

POLICY
FRAMEWORK;

OUTCOME

HUMAN .
CAPABILITY ACHIEVING:
Millennium
Development

Goals

STRATEGY
and MISSION
EFFECTIVE
SERVICE
DELIVERY

CULTURE National

Development

FINANCIAL Plans

RESOURCE!

National
Visions

I NFRA-
STRUCTURE]

1)

THE ENTITY LEVEL

ICT
= ENAB"ER

FEEDBACK LOOP

”

ACCOUNTA-
BILITY

According to the tool: SACI Response Framework
(above) these systems are made up of the following:

* The enabling environment: This enabling
environment is made up of the policy,
legal/regulatory, and accountability frameworks,
leadership and ownership, and ICT integration.
These enabling and inhibiting elements need to be
examined to assess their impact on achieving
national goals and visions.

FACILITATOR NOTES

: You may need to reiterate the concepts
behind systems thinking. Refer to the

: Introduction on New Ways of Thinking

: and Working. You can also use the video
provided to reinforce the concept of

: systems thinking.

DEFINITION

{ What is meant by drivers ? :
i Drivers refer to the elements in a system
: that can either help us to achieve goals
¢ or inhibit the achievement of goals.
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« The entity: This includes the processes, structures
and culture, human capability and infrastructure.
These must be aligned to achieve goals and targets
for service delivery across all sectors.

To achieve outcomes, we look at both the enabling
environment and the entity and how these together
impact on service delivery.

1. Understanding the enabling environment

The enabling environment is the larger social system of
government. This is where the overall policy, legal,
regulatory and accountability frameworks for achieving
effective delivery of services and attaining national
development goals and Millennium Development Goals
are located. It is at this level that we need to examine our
leadership, ownership and commitment.

2. Understanding the entity

The entity focuses on the human resources, processes,
structure and culture of the organisation. Are these
aligned with the strategy, mission and vision of the
organisation? Are the infrastructure and resources
aligned for effective delivery of mandates and services?
Performance at this level affects and determines the rate
and effectiveness of delivery of services and attainment
of national goals.

Activity 4: Assessing the enabling environment and entity

This activity helps stakeholders to assess goals in
relation to the services they are providing to the public.
Systems thinking can provide a good starting point. Use
it as the basis for understanding the factors impacting on
the enabling environment and entity.

Use the video to summarise “systems thinking”.
Introduce the tool: SACI Response Framework and
associated activity using the presentation provided.

Stakeholders can work in groups with the focus area to
identify drivers of performance using the tool: SACI
Response Framework.

OUTCOMES

Stakeholders will be able to:

Apply systems thinking approaches

to identifying the drivers of
performance and how these impact

on the achievement of goals;

Using the tool: SACI Response :
Framework, describe the core inputs i
and processes that will enable i
effective service delivery to take

place;

Challenge existing systems and
beliefs to gain a better

understanding of key enablers and
inputs.
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ACTIVITY TYPE

This activity can be worked through in
i groups.

TIMEFRAMES

Facilitator presentation
i The video and presentation should take
i about 15 minutes.

i Activity 4 duration

: Group work — 1 hour

i Group feedback — 1 hour
i Reflection — 15 minutes

RESOURCES

1. Refer to the video provided — What is

a System? — Thinking and Doing as
a System.

2. Use the presentation to introduce the

tool: SACI Response Framework,
and some basic systems theory.

STEP 1: Define the mandate

Working within the focus area and goals that have been
defined, describe the mandate and mission.

STEP 2: Examine the environment

Examine and define the enabling and inhibiting factors at
the enabling environment and entity levels using the
SACI Response Framework diagram.

FACILITATOR NOTES

i Stakeholders can start with the existing
diagram: SACI Response Framework,

: assess what they need, and what they
: don’t need, and add the extra elements
not presented in the diagram.

Refer to the case study below as a
: reference.

STEP 3: Identify services

Define the services that will help to achieve goals in the
defined focus area.
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Reflection

Help stakeholders reflect on the activity by engaging with FACILITATOR NOTES
some of the central points: : :
: These questions will guide you in

: empowering stakeholders to engage in 2
: dialogue. Allow stakeholders to engage in

1. How do the various elements at the enabling : open discussion, giving them the
environment and entity levels impact on capacity for | : opportunity to assess their existing :
service delivery? : systems in relation to their desired reality. :

2. In what ways can systemic transformation be brought
about to achieve outcomes (high level goals)?

3. How does systems thinking help us to define and
understand effective service delivery?

REMEMBER! In a social system such as the
public sector, feedback from citizens is not
always integrated into the system and as a
result opportunities for continuous
improvement are not used. It is through such
feedback mechanisms that citizens can
influence service provision, engage in the
choices that impact on their lives and hold
service providers accountable.

4. Discuss and identify the opportunities in your context
for feedback based on outputs and outcomes
produced.

Case study

This part of the case study focuses on Activity 4 and using the tool: SACI Response Framework.

To define the mandate for the Republic of Casi, we need to examine the environment in three different ministries that
would be responsible for responding to the challenges identified. The core services to be provided by each of these
ministries are also identified.

Demand side: Household level behaviour

Drink boiled water.

Proper cooking and storing of food.

Proper feeding.

Children should sleep under bed-nets.
Taking under-five children for immunisation.

X X X X X

Below are the SACI Response Frameworks and mandates for the Ministry of Water, Sanitation and Housing;
Ministry of Agriculture; and Ministry of Health. The core services are also identified.

Supply side

The mandate for the Ministry of Water, Sanitation and Housing  is to provide safe water and good housing for
citizens of Casi.
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The services that need to be provided include:

X
X

Safe water to households.
Good housing to all citizens of the country.

SACI Response Framework for Ministry of Water, Sani  tation and Housing

SACI

L
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The mandate for the Ministry of Agriculture is to ensure food security and nutrition to all citizens.

The services that need to be provided include:

X

Extension advisory services to farmers;
X

Irrigation systems (including boreholes) for farmers.

SACI Response Framework for Ministry of Agriculture

Southern Africa Capacity Initiative
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The mandate for the Ministry of Health is to ensure health for all.
The services that need to be provided include:

Prevent, diagnose and treat malaria

Prevent, diagnose and treat measles.

Prevent, diagnose and treat waterborne diseases.

Diagnose and treat malnutrition.

Provide education on water, sanitation, hygiene, food and immunisation.

X X X X X

SACI Response Framework for Ministry of Health

SACI Southern Africa Capacity Initiative
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Toolkit

TOOL B
SACI Response Framework

The tool: SACI Response Framework serves as a map
for understanding the elements of a system that need to
function to achieve National Development Plans and
Millennium Development Goals. This framework
facilitates better goal definition by bringing together all
the elements and processes that help to facilitate
effective service delivery. For countries to achieve their
goals, they will need to align the relevant elements of the
system.

In analysing the tool: SACI Response Framework, start
with the outcomes and work backwards. To achieve
visions and goals, specific services need to be delivered
within a specific context. To deliver these services,
inputs need to be converted. These combined inputs
include the people who have capabilities and the
processes or activities. These inputs and processes are
influenced by the larger enabling environment.

§ Refer to the CD-ROM for Tool B. Participants can use
this digital tool to engage with the SACI Response
Framework. Instructions on how to use the tool are
included on the CD-ROM.

PoLicY
FRAMEWO!

1 =
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HHHHH

CONVERSION

ouTPUT

THE OUTCOME
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Development
Goals
National

Development
Plans

National
Visions

FEEDBACK LOOP
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MODULE 3
Diagnosing Current Performance Status

Introduction

Traditionally, the capacity for delivery of public services
is assessed primarily from the supply side. This is
according to available resources and based on
established norms and standards. Diagnosing supply-
side delivery focuses mainly on factors such as number
of facilities, number of skilled human resources,
available financial resources, etc.

To develop a more holistic assessment of current
performance, the available resources must be
complemented by an understanding of demand-side
factors influencing service delivery.

Southern Africa Capacity Initiative

Service Delivery Coverage
<= Current service delivery :3

Desired Operation Curve

® 4. Quality of Contact i Current Operation Curve ",
People who actually receive quality service © “x“‘ "~.\
- Avea for |
rea for Improvement A
3. AcceptabllltySoverage 2\ Human Capability

People who are willing to use the service = Entity
Enabling environment
2. Accessibility coverage
People who can access the service g
1. Availability Coverage

People for whom the service is available

Number of People in the Community or Country who need this service

0% 100%

Adapted from : Tanashi T (WHO 1978) Health Service Coverage  and Its evaluation

Service delivery coverage identifies four distinct
elements:

X Availability — The availability of required resources for
providing the service/facilities to the target population
(i.e. the intended users) — adequate human
resources, facilities, financial and material resources.

X Accessibility — The accessibility of the
service/facilities to the intended users — adequate
location, transport facilities and travel time.

X Acceptability — The acceptability of the
service/facilities to the intended users — in terms of
cost, gender, religion, cultural norms, stigma, etc.

I — FACILITATOR NOTES
i By this stage stakeholders will have:
e  Selected a focus area.
Do Identified goals for that focus area;
i« Assessed the environment in which
that focus area operates;
i+ Defined the services for the
i achievement of goals in that focus
area.
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X Quality of contact/delivery — The quality of
transaction between the service provider and the
user — verifying to what extent the needs of the user
are met.?

Examine the diagram: Service Delivery Coverage
(above). The relationship between these four factors is
important. If one of them is not functioning efficiently,
problems can occur. If any one of the factors reflects a
low value, the service output will also be low. If any one
of these factors is zero, no effective service has been
provided.

Activity 5: Service delivery coverage

This activity focuses on using service delivery coverage
to determine the current performance of service delivery
in a sector/focus area, based on available data and in
percentage terms.

Start by introducing service delivery coverage to
stakeholders. Reinforce the concepts of supply and
demand in relation to the four elements:

Availability coverage — supply side;

Accessibility coverage — supply and demand sides;
Acceptability coverage — demand side;

Quality of contact/delivery — supply and demand
sides.

PP

Southern Africa Capacity Initiative

Service Delivery Coverage
<= Current service delivery :3

Desired Operation Curve

® 4. Quality of Contact o Current Operation Curve
Area for Improvement .”x

People who actually receive quality service © -
'
3. Acceptability Coverage
‘ D y_ g > Human Capability
People who are willing to use the service v Entity
Enabling environment
'\

v

2. Accessibility coverage
People who can access the service

1. Availability Coverage
People for whom the service is available

Number of People in the Community or Country who need this service

0% 100%

Adapted from : Tanashi T (WHO 1978) Health Service Coverage  and lts evaluation

OUTCOMES

i Stakeholders will be able to:
i« Use new ways of thinking and doing to

reflect on how service delivery coverage
is defined;

e Recognise the value of supply and

demand in defining current performance.

ACTIVITY TYPE

This activity can be worked through in groups.
: Each group can diagnose one of a group of
: services.

TIMEFRAMES

Facilitator presentation
The presentation will take about 10 minutes.
: Also use this time to introduce the activity.

¢ Activity 5 duration

¢ Group work — 1 hour

i Presentation — 30 minutes
i Reflection — 10 minutes

RESOURCES

i Refer to the presentation on: Service Delivery i
i Coverage. ]

% SACI has adapted and modified the Tanahashi model (used by WHO) to gain a better understanding of the factors impacting

on service delivery.
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STEP 1: Choose a service for assessment

Revisit the services defined for the focus area in the FACILITATOR NOTES
previous activity and select one service for assessment. | :
: The tool: Service Delivery Coverage is a very :
: practical one that can be used and adapted to :
: diagnose any focus area and at any level.

: This could be a country, region, sector, :
department etc. Depending on the focus area
: the assessment of services can be tackled in

: different ways. If the focus area is a sector,

: such as the health sector, then a specific

i service or set of services will be assessed. J
: Groups of stakeholders can assess individual :
. services, and the information from each :
: group can be collated to assess the overall

: service delivery coverage.

STEP 2: Define the goals

Agree on the specific service goals.

STEP 3: Agree on the data source/s

Agree on the type and source/s of data required.

STEP 4: Collect the data

Collect the data. (This can be estimated in the absence FACILITATOR NOTES

of real data.) :
: See the case study below for examples of

: calculations.

STEP 5: Plot the data

Plot the data on the Service Delivery Coverage Curve to
diagnose or determine the current quantitative service
delivery coverage level.

STEP 6: Determine current performance

Determine current performance.

STEP 7: Determine gaps

Determine the service delivery gaps or opportunities for
improvement of that service.
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STEP 8: Determine overall performance

Using the tool: Overall Service Delivery Coverage, fill in
the service delivery coverage ratio for each service to
determine the overall performance ratio.

Southern Africa Capacity Initiative

Overall Service Delivery Coverage

SERVICE Sector/Area 1 Sector/Area 2 ...
DELIVERY
COVERAGE | seryice | service | Service | Service Service Service
A B C D A B
Availabilit
Y XX % XX % XX % XX % XX % XX %
Accessibili
vy XX % XX % XX % XX % XX % XX %

Acceptabilit
P Y xx % XX % xx % xx % XX % XX %

Quality of

XX % XX % XX % XX % XX % XX %
Contact

The tool: Overall Service Delivery Coverage
can only be used to assess several services
within a sector. Use of this table or map will
be determined by the structure and nature of :
the workshop. If each group assesses a i
service within a sector, then in the plenary
session the results from each group can be
plotted onto the tool: Overall Service

Delivery Coverage.

STEP 9: Choose the scenario

Use the interpretation map below — the tool: Current
Performance Status — to determine which scenario to
use as the basis for further diagnosis.

SACI Southern Africa Capacity Initiative @
¥ Current Performance Status
Scenario 1 :
All sectors

perform below
50%

Overall Service Scenario 2:

Delivery At least one
Coverage ratio "< /_' sector above
50%

Scenario 3:
All sectors
above 50%,
but below
100%

Scenario 1

If all sectors/areas are performing below 50%, it
suggests that the performance constraint may be at the
enabling environment level and possibly also at the
entity level.
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Scenario 2

If all sectors/areas are performing above 50% and all
other sectors are below, it suggests that the performance
constraint may be at the entity level

Scenario 3

If all sectors/areas are performing above 50% but below
100%, it suggests the need to raise the performance
standards at both enabling environment and entity
levels.

Reflection

Help stakeholders to reflect on the session. The following
probing questions can guide a general discussion:

1. How can the service delivery coverage assessment
help to identify opportunities for improvement?

2. What change in mindset needs to be made for
innovation and reorganisation of service delivery to
take place?

Case study

Now look at the case study for service delivery coverage in the Republic of Casi. The three ministries are assessed in

detail below:

Service delivery coverage: Ministry of Water, Sanit  ation and Housing (1.2%)

* Households needing clean piped water (75% of 1,000,000 households = 750,000, given that only 25% have the

: service). In a recent survey it was found that the Ministry can only provide clean piped water to 10,000 households
: per annum. About 90% of households have applied for clean piped water. The most recent beneficiary assessment :

: survey, which was conducted by an NGO called Water for Life, showed a 90% satisfaction by clients.

s,
“

4. Quality of %
Contact 9,000

3. Acceptabilit
Coverage, 10,000

2. Accessibility ;
Coverage, 10, 000 e

1. Availability o
Coverage, 10,000 households

750,000 Households requiring Clean piped water

g — Opportunity for Improvement

Desired Operation Curve

Current Operation Curve

Area for Improvement

Human Capability

Entity
Enabling environment

0%

Service delivery coverage
: Total number of households needing clean water: 750,000
: Current capacity: 10,000 households per annum

100%
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Calculating the percentages step by step:

Step 1: Availability Coverage = Current capacity to provide service x 100 =
: Total households needing clean water
= 10,000 x 100 = 1.3%
750,000

Step 2: Accessibility coverage. Households to which the service would be made available x 100/Total households
: needing the service (given the fact that 90% of 750,000 households have applied for the service, which is

I equivalent to 675,000, the only constraint will be the capacity of the Ministry) 10,000 x 100/750,000

i Accessibility coverage = 1.3%

Step 3: Acceptability coverage = Households that are willing to have the service x 100/Total households needing :
: the service (given the fact that 90% of 750,000 households have applied for the service, which is equal to 675,000, :
: at any given time you will have 10,000 households accepting the service) 10,000 x 100/750,000 = 1.3% :

Step 4: Quality of service coverage = Percentage quality of service provided x Households that are willing to use
! the service x 100/Total number of households needing water. E

Therefore 90% x 10,000 x 100/750,000
:=12%

Service delivery coverage: Ministry of Agriculture (72%)

: Every five years the Ministry of Agriculture has conducted a study: impact of extension services on food production :
: in Casi. The most recent survey was conducted in 2005; it showed that 60% of national food production is 3
: produced by 100,000 small scale farmers. The remaining 40% is produced by the 5,000 commercial farmers along :
: the railway line. As the country has been undergoing severe economic restructuring programmes, the Ministry of ~ :
: Agriculture’s capacity to provide advisory services to the farmers has been reduced and is currently at 85% of

: optimal performance. Both the commercial farmers and small scale farmers in the Republic of Casi have always

: depended on the Ministry of Agriculture’s advisory services, especially in the area of maintaining production. A

: controlled study, which was conducted ten years ago, showed that farmers who depended on the Ministry of

3 Agriculture for advisory services had 90% better yields compared to those who had not used the services. For this
: reason the willingness to use these services had increased to 95% in recent years. A Food and Agriculture

: Organisation Multi-country Survey showed that both the small scale and commercial farmers rated the service as
: 90% in terms of quality of service. A World Bank loan to the government has made it possible for extension

: advisory service providers to have adequate transport to meet with farmers; this has made it possible for 80% of

: the farmers who need the service to access it.

K == Opportunity for Improvement -

4. Quality of ’\ Desired Operation Curve
Contact, 75600 )

Current Operation Curve
0"‘

3. Acceptability

Coverage, 84,000 farmers .,
Area for Improvement 'S

Human Capability
Entity

2. Accessibility Enabling environment

o
»

Coverage 84,000 farmers

1. Availability Coverage

89,250 farmers who have service available to them

105,000 Farmers needing extension services

0% 100%

: Total number of farmers needing extension advisory services: 105,000 (commercial farmers and small scale
: farmers).

Current capacity of the Ministry of Agriculture to provide extension advisory services is 85%; therefore the Ministry
: can only provide services to 89,250 farmers.
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¢ Availability coverage = 85% (89,250 farmers)

i Accessibility coverage = 80% (84,000 farmers)

* Acceptability coverage = 90% (94,500 farmers, given the fact that only 84,000 can access the service, we cannot
: go beyond the accessibility coverage)

Quality of contact = 90% of those who came for the service receive quality service. In this case it will be: 90% x
: 84,000 = 75,600

: Quality of contact coverage = Quality of contact percentage x Number of farmers who can access service x

: 100/Total number of farmers needing the service.
75,600 x 100/105,000 = 72%

Service delivery coverage: Ministry of Health (18.0 %)

: Due to the recent electricity failures the Ministry of Health Logistical Unit conducted a cold chain survey and

: discovered that the automatic generators at 50% of the pharmacies had not been switching on. The result has

: been that the vaccines have been exposed to room temperature for more than 12 hours. Studies conducted

: elsewhere have shown that such exposures could reduce the efficacy of the vaccine by 25%. The survey was

: motivated by the increasing number of measles cases in the town of Londa. Except for this one incidence, nurses
: in the Republic of Casi are known for excellent services.

o Kl Opportunity for Improvement -

4. Quality of o, Desired Operation Curve
-,

Contact, 216,000 \\ Current Operation Curve
3. Acceptability ~
C

Coverage, 360,400 v
Area for Improvement s
Human Capability
Entity

2. Accessibility Enabling environment

Coverage, 720,000 children

1. Availability Coverage
Service available to 720,000 children

v

1,200,000 children needing immunization

0% 100%

: 1. To calculate the number of children under five, we will begin by calculating the total population (according to

: the case study there are 1,000,000 households in Casi and each house on average has 6 persons therefore

total population is 6 x 1,000,000 = 6,000,000).

Total under-five children needing full immunisation: 20% of 6,000,000 = 1,200,000.

Availability coverage = Current capacity of the Ministry to provide services is 60% of those needing the

: service, which is 60% of 1,200,000 = 720,000.

1 4. Accessibility coverage = 70% (although families could access 70% of health services, not all could access

3 facilities for immunisation, so it is not possible to go beyond 60%) = 720,000.

: 5. Acceptability coverage = Normal attendance — Drop (40% of normal attendance) 600,000 — 240,000 =

: 360,000.

6. Quality of contact: we will use the vaccine efficacy, as the proxy studies elsewhere have indicated a 25%

: reduction; normal vaccine efficacy is about 85%. The current vaccine efficacy under the current storage

3 conditions is 60%.

: 7. Quality of contact coverage: of those who attended, what percentage received quality service = Quality

3 contact percentage x Acceptability coverage/Total under-five needing immunisation = 60% x 360,000 x
100/1200000 = 18%.

wn

: All these calculations are based on the information generated from the case study.
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: Overall service delivery coverage for the three sec  tors

SERVICE Water, Agriculture Health
DELIVERY it ot
COVERAGE Sanitation
Provision of Clean Extensioh AdViSOI‘Y Immunization

water
Availability 13% 85% 60%
Accessibility 1.3% 80% 60%
Acceptability 1.3% 90% 60%
Quality of 1.2% T2% 18%
Contact

Toolkit

TOOL C
Service Delivery Coverage

The tool: Service Delivery Coverage helps us to develop
a common understanding of the importance of effective
service delivery in reaching national goals. It helps
determine the current service delivery performance of a
service within a system or sector, to gain a better
understanding of where there may be opportunities for
improvement.

§ Refer to the CD-ROM for Tool C. Participants can use
this digital tool to assess delivery of a service.
Instructions on how to use the tool are included on the
CD-ROM.

oz»zmo

<roUVCOn

Service Delivery Coverage

[T CHIEELIVE S IER=E «— Opportunity for Improvement —

4_Quality of Contact £ Curent Operation Curve
TPEOpIE WO ACTUally 1ECEE qUalty Servce

3. Acceptabillty Coverage
PEOPIE Wh ale WIING 10 Use the service

2. Accessibility coverage
oess the semvice

1. Availabilty Coverage
_—
Teope

eop 3

0% 100%

TOOL D
Overall Service Delivery Coverage

The tool: Overall Service Delivery Coverage allows us to
collate the service delivery assessments of a number of
services to assess overall coverage within a sector.
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To use the tool:

v . .
Overall Service Delivery Coverage

1. Fillin the service delivery coverage ratio for each Pr—— P ———
. . - DELIVERY

service line in each sector or chosen area.

2. Use the interpretation key to determine which wawony | | L T

scenario (1, 2 or 3) to use as basis for further
diagnosis in the next activity.

Accessibili
& XX % XX % XX % XX % XX % XX %

Acceptabilit
g Y XX % XX % XX % XX % XX % XX %

8§ Refer to the CD-ROM for Tool D. As the facilitator, you vyl
can use this digital tool to add the group data to the tool: Contee
Overall Service Delivery Coverage, and retrieve results
for a set of services. Instructions on how to use the tool e ~
are included on the CD-ROM. - INTERPRETATON OF RESULTS: :

: x If all sectors/areas are performing

: below 50%, it suggests that the
performance constraint may be at the
enabling environment level and
possibly also at the entity level. Then

: go to scenario 1.

: x Ifall sectors/areas are performing

: above 50% and all other sectors are
below, it suggests that the
performance constraint may be at the

: entity level. Then go to scenario 2.

: x Ifall sectors/areas are performing

: above 50% but below 100%, it
suggests the need to raise the
performance standards at both
enabling environment and entity
levels. Then go to scenario 3.

XX % XX % XX % XX % xx % xx %
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MODULE 4

Identifying Priority Areas for Intervention

{f

Introduction

The scenario selected in the previous activity will
determine the path for further diagnosis.

A selection of SACI tools will be used to further assess
the focus area, with a view to determining the key
elements of a system that drive performance and to
identify priority areas for intervention.

Southern Africa Capacity Initiative

¥  Current Performance Status

Scenario 1 :
All sectors
perform below
50%

Overall Service Scenario 2:

At least one

Delivery
Coverage ratio /—' sector above
50%

Scenario 3:
All sectors
above 50%,
but below
100%

The tools used to assess the drivers of performance
include:

CORE TOOLS:

Tool E: Cross Impact Analysis
Tool F: Process Mapping
Tool I: SACI Dashboard

OPTIONAL TOOLS:
Tool G: SWOT Analysis
Tool H: Force Field Analysis

FACILITATOR NOTES

: The scenarios need to be understood in

: the context of an evolutionary process.

: One workshop will not determine the :
: priority areas for intervention in a country. :
: Hence, follow-up workshops may be :
: required. The SACI tools used in this

> activity can be repeated in different

: workshop settings under different

: circumstances with the same country

: depending on where they are in the

: process. (See the section, Review of
Intervention, for more information.)

¢ Not all of these tools will or can be used

3 in a session. The choice of tool will be

: influenced by the situation and the time

: available to complete the activities. Use  :
: your discretion based on your experience :
: of the group involved in the workshop. :

: The choice of tool will be determined by :
: the type of information we need to gather. :
: In this instance we need to identify :
: priority areas for intervention. Which tools :
> will help us to do this? Use your :
: knowledge and experience to select the

: tools best suited to the country context.

Activity 6: Identifying priority areas

In this activity stakeholders are required to refer back to
the following activities in order to proceed:

X Module 2, Activity 4 — Identifying drivers;

X Module 3, Activity 5 — Choice of scenario.
The steps to follow and tools to use for each scenario
are summarised below.

OUTCOMES

The stakeholders will be able to:
i« Assess constraints in the enabling

environment and the entity to
identify priority areas for
intervention;

i+ Use arange of SACI tools to suit

different scenarios;
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* Reflect on how tools can be used in
different contexts. =

ACTIVITY TYPE

This activity can be worked through in
: groups. Each group can diagnose one
: of a group of services.

TIMEFRAMES

: Facilitator presentation

: 15 minutes. Use this time to introduce
: the three scenarios and the diagnostic
: tools.

¢ Activity 6 duration

: Activity — 1 hour

: Presentation — 45 minutes
: Reflection — 20 minutes

Activity type
: Group work

RESOURCES

Refer to the presentation on the tools:
: Cross Impact Analysis and Process
Mapping.

SCENARIO 1
The comparative assessment shows that the service delivery constraints are occurring at both the enabling
and entity level; it would be beneficial to do a detailed diagnosis and think about corrective actions that can
be taken at the enabling environment and entity levels.
What do you do when all focus areas (i.e. sectors/a  reas) are performing below 50%7?
1. Identify the key elements that initially facilitate or constrain service delivery at the enabling

environment and entity levels.
2. Prioritise the major service delivery drivers.

SCENARIO 2

The comparative assessment shows that the service delivery constraints are occurring at the entity level;
for faster results, it would be beneficial to do a detailed diagnosis and think about corrective actions that
can be taken at the entity level.

What do you do when at least one focus area (i.e. s  ector/area) is performing above 50%?

1. Identify the key elements that facilitate or constrain service delivery at the entity level.
2. Prioritise the major service delivery drivers.
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SCENARIO 3
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The comparative assessment shows that all focus areas are performing above 50% but below 100%; it
suggests the need to raise the performance standards at both the enabling environment and entity levels.

What do you do when all focus areas (i.e. sectors/a

reas) are performing above 50% but below 100%?

1. Raise performance standards for service delivery to 100% as a means of accelerating progress
towards the achievement of the National Visions, National Development Plans or MDGs.

2. Change the performance standards for service delivery.

3. ldentify the key elements at both the enabling environment and entity levels that can facilitate

achievement of higher standards.

STEP 1:

SCENARIOS 1 and 2

If this scenario is selected, categorise the elements of
the system that drive performance at the enabling
environment and entity levels.

SCENARIO 3

If this scenario is selected, start by discussing the
concept “Moving from good performance to excellence”.
Look at the guiding questions below:

X  What does this mean to stakeholders?

X  What experiences can they share (personal and work related) in
which good performance has hindered transition to excellence?

x  What factors have influenced this?

Discuss how this concept would apply to the level of
service delivery performance in a country or entity. Is the
great or greater level of performance desirable? If yes,
answer the questions below:

X What would it imply for your country or entity/organisation?

x  What changes would you begin to experience in your
country/organisation as you move to the higher levels of
performance?

X  How would you benefit from it personally?

X  What are you likely to lose in the short term; gain in the long term?

Based on this discussion, redefine the service delivery
performance goal and target. Discuss the paradigm shift
and demonstrate to stakeholders how this is already
taking place.

Identify the elements of the system that would facilitate
or hinder 100% delivery (drivers of breakthrough
performance) and categorise these high performance
drivers according to the enabling environment and entity
levels.

UNDP-SACI, November 2006

FACILITATOR NOTES

: Stakeholders are required to refer back to the

: tool: SACI Response Framework, where the

: elements of the system that drive performance :
: in their focus area were identified. :

sc aive
PoLicY REGULATOR
FRI\MEWORJ lf“’““‘ﬂ mwzwoag
THE ENABLING ENVIRONMENT
(Enabling and Inhibiting factors)

CONVERSION OuTPUT THE OUTCOME

Millennium
Development
Goals
National
Development
Plans
National
Visions

THE ENTITY LEVEL

. ict
OWNERSHIF| | as EnaBLER

FEEDBACK LOOP

ACCOUNTA.
BILITY
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STEP 2:

SCENARIO 1
Identify the point of leverage at the enabling environment
and entity levels.

OR:

SCENARIO 2
Identify the point of leverage at the entity level.

OR:

SCENARIO 3
Identify the points of leverage in the enabling
environment.

{f

CORE TOOLS:
Tool E: Cross Impact Analysis
Tool F: Process Mapping

OPTIONAL TOOLS:
Tool G: SWOT Analysis
Tool H: Force Field Analysis

DEFINITION

: The leverage points to intervene in a
system were proposed by Donella

: Meadows, a scientist concerned with the
: environment. Meadows, who worked in
: the field of systems analysis, proposed a
: scale of places to intervene in a system.
: She started with the observation that

i there are levers, or places within a
complex system (such as a firm, a city,

: an economy, a living being, an 2
i ecosystem, an ecoregion) where a "small :
: shift in one thing can produce big i
i changes in everything". She claimed we
i need to know about these shifts, where
i they are and how to use them. She said
: most people know where these points

i are instinctively, but tend to adjust them
: in the wrong direction. This

: understanding would help solve global

: problems such as unemployment,
hunger, economic stagnation, pollution,
: resources depletion, and conservation

I issues. g
i http:/en.wikipedia.org/wiki/Twelve levera :
: ge_points :

STEP 3:

SCENARIOS 1, 2 and 3

Analyse the elements of the system that drive
performance by entering the data into the tool: SACI
Dashboard.

CORE TOOLS:
Tool I: SACI Dashboard

STEP 4:

SCENARIOS 1 AND 2

Choose a maximum of three priority areas for
intervention.

OR:

SCENARIO 3
Prioritise the elements of the system that drive
breakthrough performance and intervention.

L4 Prioritizing of Performance
Drivers for Intervention

Prioritized
Performance
Drivers

INTERVENTIONS

Criteria 2

Criteria 1 Criteria 3

1.

2.

3.

UNDP-SACI, November 2006
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Reflection

Ask stakeholders to think about the priority areas for
intervention and think about cross-sector implications.
Some guiding questions:

X Were we able to identify priority drivers that would
influence performance and bring about
transformation? If not, why not?

X What are the implications of this in our current

situation?

Case study

Based on the use of the tool: Overall Service Delivery Coverage, it is clear that one sector is performing above 50%
in the Republic of Casi. This fits with Scenario 2. This scenario suggests that the service delivery constraints are

occurring at the entity level.

SERVICE Water, Agriculture Health
DELIVERY it
e T Sanitation
Provision of Clean Extension Advisory Immunization

water
Availability 1.3% 85% 60%
Accessibility 1.3% 80% 60%
Acceptability 1.3% 90% 60%
Quality of 1.2% T2% 18%
Contact

Process map for Ministry of Water, Sanitationand H  ousing

As part of the preparation for budget discussions with the Ministry of Finance, the Ministry of Water, Sanitation

and Housing decided to review the monthly performance of the teams.

UNDP-SACI, November 2006
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Table 1 below indicates average results for the last ten years:

Month Average number of houses

Team A Team B
January 500 250
February 100 50
March 700 300
April 500 100
May 250 100
June 250 50
July 100 500
August 100 600
September 1000 2000
October 250 50
November 250 750
December 1000 250

‘EE'.H ‘
ek 4

After reviewing this information it was clear to the Permanent Secretary that variation in performance over the
months needed to be dealt with, if they were to meet their targets. For example, in their calculations they
discovered that if they could provide 2,000 households per team per month, this would increase the rate of
implementing this programme to 48,000 households per annum. But in order to do this they would have to reduce
the variation in performance of the teams. This would only be possible if they could understand the cause of this
variation. The engineers proposed conducting process mapping for the entire process to identify areas that would
require improvement.

Steps for process mapping

Step 1: Set the objectives for implementing clean p  iped water
The objective is to move from 10,000 households per annum to 48,000 households per annum.

Step 2: Assemble a problem solving team

These should be individuals currently working on the key processes identified and with sufficient authority to
make the necessary changes. In this case study the supervisors, plumbers and plumber helpers were
identified.

Step 3: Identify the key processes

X

To register a household takes between two hours and eight hours. This also depends on availability of
staff.

Transport Inspectorate team to the household for inspection: this will depend on the availability of
transport. This can take from one hour to two weeks.

Inspecting a household takes one to two hours.

Send inspection report to the works approval committee of the Ministry: depending on availability of
committee members this can take from one hour to two weeks.

Works approval committee sends information to Chief Engineer of the Ministry to assign either to team
A or Team B, as s/he is the only assigning authority: depending on his/her availability, the assigning to
teams can take anywhere from one hour to three weeks. The Chief Engineer likes to approve in
batches.

The supervisors of team A and Team B receive instructions from the Chief Engineer, and then
determine the requirements for the particular assignments. This can take anything from one hour to four
weeks. The team prefers having a minimum of ten households before doing the calculations. The
request is sent to the Central Government Store.

The Central Government Store will process the requests depending on the availability of what has been
requested. This can take anything from one hour to four weeks.

As soon as the requests are received the two supervisors request transport for the Government
Mechanised Service Unit. Depending on the availability of vehicles this can take from one hour to three
days.

Connecting the pipes from the household to the main pipe takes about one to two hours depending on
the size of the household.
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Step 4: Map out only the key processes

Process Map for Implementing Clean Piped Water

: Transport Works
Register . Inspect : ;
—>| Inspectorate Approval Chief Engineer
Household Team Household o e
2te B hrs
1hrto 2 wks 1to 2 hrs 1 hrto 2 weeks 1hrto 3 wks
Government :
; B ~ Determine .
Mechaplzed < Central Stores OQuantities
Unit
1hrte 3 days 1hrto 4 wks 1hrto 4 wks
L 4
Piped water
Connected to
Household
1to 2 hrs
Re-enaineered Ke v Processes for Clean Pi ped Water

The Process

Transport Inspectorate team

Works Approval Committee

Chief Engineer Assigning

Determining quantities

Central stores

Step 5: Identify key obvious constraints
X  Shortage of staff;

Transport;

X X X X

Step 6: Facilitate prioritisation

Use a cross impact analysis matrix to identify priority areas.

Transport
Inspectorate

Works approval
Chief Engineer

Determining
quantities

Central Stores
Total

Transport
Inspectorate

o
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Works Chief
approval Engineer
1 1

0 1

5 0

4 5

3 4

13 11

Original time
1 hr to 2 wks
1 hr to 2 wks
1 hr to 3 wks
1 hr to 4 wks
1 hr to 4 wks

Availability of approval committee members;
Only Chief Engineer can assign households to teams;
Wrong work practices (insisting on number of households before calculating).

Determining
guantities

1

1

[EEN

co O o

Re-engineered Time

1 day
1 day
1 day
1 day
1 day
Sl o
4 7
1 8
1 11
1 13
15
0
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Chief Engineer;

agrLODE

Central Stores.

Determining quantities;

Transport Inspectorate team;
Works approval committee;

Step 7: Systematic analysis and decisions

Stage

Transport Inspectorate team

Works approval committee

Chief Engineer assigning to
teams

Key constraint

Availability of transport

Availability of committee members
to meet the quorum

Only the Chief Engineer can
assign tasks

Team wait until they have a

€

Solutions

Increase transport fleet;

Require households to provide
transport to team.

Have two alternates for each
committee member;

Reduce quorum from two thirds to
half.

Deputy Chief Engineer to be
given authority to assign tasks.

Computerise the calculations of

Determining quantities

minimum of ten households requirements.

Availability of pipes and external Have buffer stocks for all the

Central Stores taps items.

Step 8: Design new processes
In this case the process will remain the same; it is the time that has changed.

Step 9: Review SACI Dashboard

Process map for Ministry of Agriculture

A number of farmers have complained to members of parliament that after registering for the services they
have found the response from the Ministry of Agriculture to be slow. The Minister of Agriculture has been
asked to give a statement in parliament regarding the situation. Following the discussions with the
Permanent Secretary, the Ministry of Agriculture has agreed to bring an external consultant to assist in
conducting a work flow analysis.

Step 1: Set the objectives

Following the discussions with the Farmers’ Union it was agreed that from now on it will take seven days for
new farmers to start receiving extension service.

Step 2: Assemble a problem solving team

The consultant has requested two participants from each department and representative from the Farmers’
Union.

Step 3: Identify the key processes

X Register farmer (two to eight hours).

x Directorate of Extension (one to four weeks) to place the farm in the appropriate zone. This includes
developing a map for the farm and digitising the same. Currently there is only one officer who has
experience with working with the software. To finish the exercise the individual has to travel to the farm;
this requires transport, which is usually not readily available.

X The Extension Supervisor (three to 48 hours) receives information and decides which extension
technician will carry out this task. This will include the extension worker going to visit the farmer with the
supervisor. This is highly dependant on the availability of transport.

X The Extension Technician (one to five hours) will provide services on a farm-by-farm basis. This is also
dependant on the availability of transport.

x Every quarter, the Monitoring and Evaluation team (one to eight weeks) conducts a review, which
involves administering extensive questionnaires to farmers.
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Step 4: Map out only the key processes

€

Process Map for Implementing Extension Services

al MandE team

Register Directorate of .| Extension .|  Extension
Household ! Extension Supervisor Services
Services
2to8 hrs
Twkto 4 wks 3tod8 hrs 1hrto 5 hrs

Review

Twkto 8 wks

Step 5: Identify obvious constraints
x  Shortage of staff in Directorate of Extension;
x  Shortage of transport;
x  Filling in long forms.

Step 6: Facilitate prioritisation
As there are only two major constraints identified, an elaborate prioritisation approach is not necessary.

Step 7: Systematic analysis and decisions

Stage

Directorate Extension

Extension Service

Monitoring and Evaluation

Step 8: Design new processes

Re-engineered Process for Implementing Extension Se

) Directorate of
Register i
Fagr"mer =—>» Extension
Services
{2to 8 hrs) Extension
Supervisor
1to 2 days

Key constraint

x Only one staff member
knows how to use the
digitising software;

X  Transport.

Transport

Filling in long forms

Solution

X

X

Train more staff in the use of
software;

Farmers’ Union has agreed
to provide additional vehicles
and pay maintenance costs.

Use the same transport with the
Directorate of Extension for initial
visits.

Farmers’ Union has agreed to
conduct beneficiary assessment
using electronic forms.

rvices

Extension

T

e

L

Services

M and E team

Review

1hrto5 hrs

Twk

“+*
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Step 9: Review SACI Dashboard

Re-engineered Processes for Extension Services

The Process Original time Re-engineered Time
Register farmer 2 hrsto 8 hrs 1 hour
Directorate of Extension Services 1 wk to 4 wks

. . 1to 2 days
Extension Supervisor 1 hrto 24 hrs
Extension Services at farm 1hrto5 hrs 1to 5 hrs
M and E team review 1 wk to 8 wks 1 wk

Process map for Ministry of Health

Due to the recent electricity failures the Ministry of Health Logistical Unit conducted a cold chain survey and
discovered that the automatic generators at 50% of the pharmacies had not been switching on. The result
has been that the vaccines have been exposed to room temperature for more than 12 hours. Studies
conducted elsewhere have shown that such exposures could reduce the efficacy of the vaccine by 25%. The
survey was motivated by the increasing number of measles cases in the town of Londa. Except for this one
incidence, nurses in the Republic of Casi are known for excellent services.

An investigation team, sent to examine why 50% of the automatic generators in pharmacies have not been
switching on, found the following anomalies:

1. There is no record of quarterly checks as prescribed by the manufacturers.

2. Materials that are meant to be replaced on a regular basis have not been replaced.

3. The automatic switch has been set to start only after 12 hours of no electricity. On further investigation,
the team discovered that the last time the maintenance team had come to check they had changed the
settings for test purposes but had forgotten to return the switch to the one-minute position.

The conclusion of the investigation team is a comprehensive review of the current maintenance practices.
The engineer in the team proposed a work flow analysis for generator maintenance.

Steps for process mapping
Step 1: Set the objectives for ensuring that genera  tors are maintained on a quarterly basis.

Step 2: Assemble a problem solving team
This should include individuals that currently work on the key processes identified and with sufficient
authority to make the necessary changes. In this case study, it is the plant engineer and the 10 technicians
who are meant to maintain the generators.

Step 3: Identify the key processes

X Access to the generator room; sometimes it is difficult to access the generator room because, for
example, the keys are kept by the nurse on duty or by security. To find the duty nurse or security when
the generator fails to start can take between one and four hours.

x  Check oil and diesel level and fuses; this normally should take about ten minutes, but when there is a
need to replace any of the missing items it would entail filling requisition forms to be sent to the hospital
central store — another five minutes.

X At the hospital central store, which only functions between 08:00 and 16:00, the requisition is first
reviewed by the Chief Stores Officer and verified by the Internal Auditor before the supplies can be
given to the Plant Engineer. The average time it takes for a requisition to move through the hospital
central store is six hours (i.e. one day).

x If the problem is identified at night, the staff will have to go to the transport officer for provision of
transport, in order to fetch both the Chief Stores Officer and the Internal Auditor; this can take anything
from six to 16 hours.
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Step 4: Map out only the key processes

Process Map for Repairing Generators

if not okay
Do not start engine
Fill in requisition form

Access
Check Oil, o If Okay Start
Generator »
S Diesel and fuses Engine
1hriod hrs 10 minutes 30 minutes

Re-engineered Generator Maintenance

The Process

Access to Generator Room
Check oll, diesel and fuses

If okay start engine

Hospital Centeral Stores (Day)
Hospital Centeral Stores (night)

Step 5: Identify obvious constraints

Original time
1-4 hours
10 minutes
30 minutes
6 hours
8-16 hours

Hospital Central
Store (Day time)

& hours

Hospital
Central Stores
Might time

8 hr o 16 hours

Re-engineered Time
30 minutes

10 minutes

30 minutes

1 hour

3 hours

x Keys are either kept by security or the sister in charge, who are not easy to find;

X X X X

Step 6: Facilitate prioritisation

As this is a flow, the order of priority remains as is.

UNDP-SACI, November 2006

No emergency stock of oil, diesel and fuses in the engine room;
Shortage of staff in Hospital Central Store;
Products are not arranged according to the frequency of use;
Transport is not readily available to bring the Chief Stores Officer and the Internal Auditor.
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Step 7: Systematic analysis and decisions

Stage

Access to generator room

Generator room

Hospital central store (day)

Hospital central store (night)

Step 8: Design new processes

In this case the process will remain the same; it is the time that has changed.

Step 9: Review SACI Dashboard

SWOT analysis

What are the strengths in the public sector, private sector and at household level that would facilitate the
What are the weaknesses in the public sector, private sector and at household level that would inhibit the
What are the opportunities in the public sector, private sector and at household level that would need to be

What are the threats in the public sector, private sector and at household level that would minimise the chances

Key constraint

Keys are either kept by the sister
in charge or by security, who are
not easy to locate.

No emergency stock of ail, diesel
and fuses in the engine room.

x Shortage of staff in Hospital
Central Store;

x Products are not arranged
according to the frequency of
use;

x Shortage of staff in Hospital
Central Store;

x Products are not arranged
according to the frequency of
use;

X Transport is not readily
available to bring the Chief
Stores Officer and the
Internal Auditor.

1.
reduction of under-five mortality before 2015?
2.
reduction of under-five mortality before 2015?
3.
exploited to reduce under-five mortality before 20157
4.
of reducing under-five mortality by 2015?
Toolkit

The SACI tools required for this module include:

» Tool E: Cross Impact Analysis

» Tool F: Process Mapping

, Tool G: SWOT Analysis

, Tool H: Force Field Analysis

., Tool I: SACI Dashboard

The tools are described in detail on pages 88-94.
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Solutions

Provide extra keys to the plant
engineer.

Provide emergency stocks of oil,
diesel and fuses in the generator
room.

Arrange products according to
frequency of use (most used in
front, least used at the back).

X Arrange products according
to frequency of use (most
used in front, least used at
the back).

X Provide accommodation to
Chief Stores Officer and
Internal Auditor in the
hospital compound (which is
five minutes from the
hospital).
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Tool E: Cross Impact Analysis

The tool: Cross Impact Analysis is used to assess the
different constraints in the enabling environment and
entity and how they interact and impact on one another
and the entire system’s ability to deliver services. Using
this tool we can scale the impact of each of the elements
on one another. This tool will facilitate the process of
identifying the priority areas where service delivery
improvements can be made at the enabling environment
and entity levels.

Tool F: Process Mapping

The tool: Process Mapping is one of the fastest ways to
identify capacity inefficiencies, increase productivity and
improve organisational performance. Process mapping
unlocks the potential of existing resources at the entity
level.

Tool G: SWOT Analysis

The tool: SWOT Analysis is a useful way of recognising
the strengths and weaknesses that affect current
performance. It also helps us identify opportunities for
improvement and potential threats that need to be
addressed.

Tool H: Force Field Analysis
The tool: Force Field Analysis is used to analyse the

opposing forces and set the stage for making
transformation possible.

UNDP-SACI, November 2006

Process Mapping

Set the objectives

Assemble a team

Identify the key processes

Map out only the key processes
Identify obvious constraints
Facilitate prioritization

Systematic analysis and decisions
Design new processes

Revise SACI Dashboard

© O N DO WN e

SWOT Analysis
Strengths Opportunities
Weaknesses Threats

Force Field Analysis

DRIVING
FORCES A B

\ PROPOSED CHANGE |

I

RESTRAINING F G H |
FORCES
- Against Change

In the context of process improvement, driving forc s could be seen as
pushing for change while restraining forces stand i n the way of change.
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SACI Dashboard

INT ENTITY / ORGANIZATION

Tool I: SACI Dashboard s

SERVICE DELL!
COVERAGE
s

The tool: SACI Dashboard is designed to:

HUMAN
CAPABILITY,

* |dentify and categorise the drivers that facilitate or
hinder performance in service delivery at each of the
service delivery coverage levels, i.e. availability,
accessibility, acceptability, and quality of contact. -

Contact

* Inform decisions on the most effective strategies for
capacity development.

TOOL E: Cross Impact Analysis Matrix

STEP 1:
Use the elements identified in the enabling environment to draw a cross impact analysis matrix as suggested below:
Element 1 |Element 2 | Element 2 | Element 4|Elament 5| Element & | Total
Elemeant 1
Scale Element 2
0 = No impact Element 3
1 = Minimal
2 = Weak Element 4
3 = Average
4 = Considerable Element 5
5 = Strong
Element &
Tatal
STEP 2:

Using the scale provided, determine the impact of each element on one another. Follow the direction of the arrow in
the cross impact analysis matrix below and sum up the impacts vertically to identify areas of leverage or focus.

Policy Leadership | Regulatory | Accountablity] Ownership| ICT as| Total
framework framework enabler
Policy 4 4 1 4 1
Framework
Leadership |1 1 2 3 1
Regulatory (3 1
framework
Accountablity| 2 1
Ownership (3 1
ICT as 5
enabler
Total 14 5
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Using the scores suggested in the example above, the areas that would need focus to improve service delivery are
as follows (scores in brackets):

(a) Leadership (23);
(b) Regulatory framework (16);
(c) Ownership (16).

STEP 3:
Sum up impacts horizontally to identify areas that are most vulnerable in the system following the arrow.

Using the scores suggested in the example above, in order of priority the areas that are most vulnerable are as
follows (scores in brackets):

Leadership | Regulatory | Accountablity| Ownership| ICT as| Total
framework enabler

4 4 1 4 1 14

Policy
Framework

Leadership

Regulatory |3
framework

Accountablity] 2

Ownership |3
ICT as 5
enabler

Total 14

(a) Accountability (15);

(b) ICT as enabler (15);

(c) Ownership (14);

(d) Regulatory framework (14);
(e) Policy framework (14).

STEP 4:
Sum up the impacts horizontally to define vulnerable elements.

STEP 5:
Sum up the impacts vertically to define potential strategic elements of focus.
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Example

Here is an example of a completed cross impact analysis matrix. In the example the most
strategic sector is Agriculture (score of 13 when summed vertically), and the most vulnerable
sector is Transport (score of 15 when summed horizontally).

Economic Political Social TOTAL
Agricult. Industry Transport Gowvt Legal (S:(t)rT:; Health
Agriculture 2 1 0 1 3 1 1 9
: Industry 1 0 3 1 2 0 1 8
Economic
Transport 1 3 0 1 3 4 3 15
» Govt 2 1 1 0 2 1 0 7
Political
Legal 3 2 1 2 0 1 1 10
Comm.
Social Structure 3 2 1 2 3 0 ° 16
Health 1 3 5 2 1 5 0 17
TOTAL 13 12 11 9 14 12 11
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TOOL F
Process Mapping

Process Responsibility Time taken etc.
Step 1
Step 2
Step 3
Step 4

STEP 1: Set the objectives
Select a focus area and define the service delivery objectives.

STEP 2: Assemble a problem solving team
Identify the areas of responsibility for each of the steps in the process.

STEP 3: Identify the key processes

Identify the key processes that are:

* Relevant to the service delivery coverage;

» Areas where there are known major constraints to service delivery;
» Likely to have high impact on service delivery.

STEP 4: Map out only the key processes
Map out the key processes.

STEP 5: Identify obvious constraints
Identify the obvious constraints that are brought to the surface in the process mapping exercise.

STEP 6: Facilitate prioritisation

Analyse and take decisions on immediate corrective actions that do not require additional resources to accomplish
and yet can unlock capacity by removing repetitive or irrelevant steps, rearranging basic work processes and time
scheduling.

STEP 7: Desigh new processes
Design new processes informed by the service delivery objective and process mapping exercise completed (above)
and announce new service standards.

STEP 8: Review SACI Dashboard
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TOOL G
SWOT Analysis
SWOT Analysis
Strengths Opportunities
Weaknesses Threats

What is a SWOT analysis?

Many organisations, including corporations, universities, businesses and governments, use a SWOT analysis as a
tool for planning and development. It tends to be used to focus on an organisation and the factors internally and
externally that affect this organisation.

Strengths
Weaknesses
Opportunities
Threats

—osw

Strengths and Weaknesses refer to things inside your organisation or department. You should seek to build on
your Strengths and address your Weaknesses.

Opportunities and Threats refer to things outside your organisation or department, that is, in its context or
environment. While you do not have direct control over these things, your plans need to take them into account.

Examples of a Strength:

x  Staff are very advanced in their knowledge of HIV/AIDS.
X Management is organised and efficient.

X The organisation has a good infrastructure.

Examples of a Weakness:
X  The staff is not motivated.
X The divisions in the organisation do not communicate.

Examples of an Opportunity:
X  The donor community is willing to increase the budget for HIV/AIDS treatment and/or prevention programmes.

Example of a Threat:

X In the community in which the planned HIV/AIDS programme is situated, there are high levels of violence and
crime due to poor socio-economic circumstances and a general lack of employment in the area.
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TOOLH
Force Field Analysis

Force Field Analysis

DRIVING FORCES

For change to be
possible, the driving
forces must
overcome the

A B c
restraining forces.
Usually, the most
effective way to do
this it to diminish or
F

o
m

remaove restraining
forces.

DESIRED CHANGE

It can be tempting
to try strengthening
the driving forces
instead, but this
tends to intensify
the opposition at

the same time. RESTRAINING FORCES

G H |

In the context of process improvement, driving forces could be seen as
pushing for change while restraining forces stand in the way of change.

Typically the following steps are taken:

NogopwdhpE

© x

10.

11.

Describe the current situation.

Describe the desired situation.

Identify where the current situation will go if no action is taken.

List all the forces driving change towards the desired situation.

List all the forces resisting change towards the desired situation.

Discuss and interrogate all of the forces: Are they valid? Can they be changed? Which are the critical ones?
Allocate a score to each of the forces using a numerical scale; e.g. 1 = extremely weak and 10 = extremely
strong.

Chart the forces by listing (to strength scale) the driving forces on the left and restraining forces on the right.
Determine whether change is viable and progress can occur.

Discuss how the change can be effected by decreasing the strength of the restraining forces or by increasing
the strength of the driving forces.

Keep in mind that increasing the driving forces or decreasing the restraining forces may increase or decrease
other forces or even create new ones.

Driving forces Score Proposed change Score Restraining forces

TOTAL TOTAL

In the context of process improvement, driving forces could be seen as pushing for change while restraining forces
stand in the way of change. A force field diagram is used to analyse these opposing forces and set the stage for
making change possible. Change will not occur when the driving forces and restraining forces are equal, or the
restraining forces are stronger than the driving forces.

For change to be possible, the driving forces must overcome the restraining forces. Usually, the most effective way
to do this it to diminish or remove restraining forces. It can be tempting to try strengthening the driving forces instead,
but this tends to intensify the opposition at the same time.
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TOOL |
SACI Dashboard

Southern Africa Capacity Initiative
SERVICE DELIVE
COVERAGE NT ENTITY / ORGANIZATION
S o N & HUMAN
9 RS S o I3[ e CAPABILITY
A NN N N - :
pashboard e85 18], /51855150 513/518/5)e /8. [o/&
scale: S0 [58)s/8/5/5/8)8f8/5]5/%)8/5)5/</E)S
G O S S/ ~f S O/ E)T S/3/5 a
868 [88]L/o/E)2/5/S)</5[/S[S)E]/S[E[5)S]E
0 =No impact Availability
1 = Minimal '
2 = Weak Accessibility
3 = Average
4 = Considerable
5 = Strong Acceptability _
Quality of
Contact
TOTALS

The tool: SACI dashboard is designed to:

x ldentify and categorise the drivers that facilitate or hinder performance in service delivery at each of the service
delivery coverage levels, i.e. availability, accessibility, acceptability, and quality of contact;

x Inform decisions on the most effective strategies for capacity development

How is it used?

1. You input data on coverage that is obtained from the service delivery coverage curve:

» Rate the extent to which each driver influences service delivery coverage at each level
(0 = no impact; 5 = strongest impact).

2. If you are making the assessment to address challenges, the drivers with the strongest
influence will be the weakest link and will need to be targeted first.

3. Use the grading to identify the actual reasons for such influence (this is qualitative
information that will support design of interventions). This information will back up the
guantitative grading given in the dashboard.

4. You can also use the tool: SACI Dashboard qualitatively, as a tool for dialogue on the
various drivers of service delivery.

How do you interpret the data?

X  The drivers with the highest score indicate the weakest link and the priority for intervention.
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MODULE 5
Designing the Intervention

€

Introduction

Based on the prioritised areas for intervention identified
in the Module 4 activity, identify and build consensus
around the appropriate response mechanisms.

These response mechanisms will involve developing
sets of actions and activities to facilitate change in the
identified priority areas.

Example of possible SACI response mechanisms for
intervention include:

Creating an enabling policy environment:

Change management;

Transformational leadership and paradigm shift;
Systems dynamics and scenario planning;
Vision based strategy planning;

e-Governance;

Policy dialogues.

X X X X X X

Reorganising and innovating for service delivery:

X Service delivery optimisation through business
process mapping and re-engineering;

X Improving performance through relationships of
accountability;

X Service quality monitoring and centres;

x ICT as an enabler for service delivery.

Capacity enhancement, retention and utilisation:

X Latent capacity mapping;

x National schemes to utilise local latent capacity;
X Assessment centres and succession planning.

Meeting new demands for skills:

x National and regional dialogue on reinventing
training;

x Building institutional capacity for
Development Institutes;

X Global benchmark to establish new performance
standards for MDls.

Management

The tool: SACI Transformational Framework (below)
summarises how capacity transformation for effective
service delivery can be brought about by changing
mindsets, worldviews, values and attitudes.

FACILITATORNOTES .
: The process of consensus building must :
: be consistently threaded through all the :
: activities. It is at this stage in the :
= workshop that the power of dialogue can :
: be seen. The stakeholders will have been :
= together for a period of time and be in a :
: space where they have got to know one :
: another and engage with one another on :
= many different levels. :

: As a facilitator it is important that you :
- encourage stakeholders to work through :
= this final activity where they develop sets :
: of actions. You will have taken them on a :
: challenging journey of discovery, of :
= mindset change and paradigm shift — and :
: now you need to nurture the space where :
= hidden treasures can be discovered.

S — -
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%

Innovation and
Reorganization of
Service Delivery

Creating enabling policy
environments

- Leadership, Vision based
Strategy, Systems
Dynamics, ICT Integration

Transformation
of Mindset &
Worldview,
Values &
Attitudes

Innovative development
of training programs and
institutions for meeting
new demands for Skills

Capacity stabilisation,
maintenance and
utilisation

Private sector & Civil
Society involvement
in service delivery

Achievement of MDGs
National Development
Plans, National Vision

Effective and Efficient
delivery of Public
Service in all key sectors

SACI| TRANSFORMATIONAL FRAMEWORK

Activity 7: Developing action plans for priority in

terventions

The following activity is used to identify actions to be
achieved in three priority areas.

Refer to the diagram below. In the previous activity the
prioritised performance drivers were identified. The
following activity requires that we describe the types of
interventions that will address these prioritised areas.
Refer to the three criteria in the chart below as a guide
for describing the interventions.

Southern Africa Capacity Initiative

v  Prioritizing of Performance
Drivers for Intervention

Prioritized INTERVENTIONS

Performance

Drivers Criteria 1 Criteria 2 Criteria 3
Actions that does not Actions that will Actions that will
involve change of require change of rules | require change of
rules, procedures, and procedures but rules, procedures,
structures and budget. not structures and structures and budget.

budget.

1.

2.

3.

OUTCOMES

i Stakeholders will be able to: :
i« Create action plans for implementing :
change in priority areas, that reflect :
their new ways of thinking. i

ACTIVITY TYPE

: This activity can be worked through in :
: groups. Each group can diagnose one of :
: a group of services. :

TIMEFRAMES

: Facilitator presentation
: 10 minutes

: Activity 7 duration

: Group work — 1 hour

: Group feedback — 1 hour
: Reflection — 15 minutes

Activity type
¢ Group work

RESOURCES

Refer to the presentation on: Developing
: Actions to Respond to Priority Areas.
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Categorise and prioritise the areas for intervention
based on agreed criteria.

Criterion 1:

Those actions that can be taken to improve the situation
without changing the rules, procedures, process,
structures and budget.

Criterion 2:

Those actions that will require change of rules,
procedures and process, but not the structures and
budget.

Criterion 3:
Those actions that will require change of rules,
procedures, process, structures and budget.

The activity steps are outlined below.

STEP 1: Identify priority areas

Refer to the priority areas identified in the Module 4
activity.

STEP 2: Identify key actions

Identify the type of intervention required to address the
prioritised areas in the table. Use the three criteria as a
guide.

STEP 3: Create a master plan

Create a master plan for the short term. Summarise who
has responsibility for what actions and set deadlines.

Reflection

Help stakeholders to reflect on the session, by posing
the following probing questions:

1. Are your new mindset and ways of thinking reflected
in your plans?

2. How is this plan different from previous plans?

3. How will this plan ensure that you achieve your
ambitious goals?

Before closing the workshop give the stakeholders time
to reflect on the process and complete a workshop
evaluation.

FACILITATOR NOTES

: It is important in this planning stage to :
i make sure that all the creative and new :
: ways of thinking developed in the :
: previous modules is not lost. Planning :
i can be a very technical process. Make :
i sure that you encourage :
: stakeholders to develop creative and :
: innovative plans rather than falling back :
: on the familiar. :
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Support to Implementation

Agree on milestones in terms of the action plans that stakeholders have agreed to carry out
and discuss further support required from UNDP SACI in achieving these outcomes. The
facilitating team may need to support implementation of corrective measures through
coaching, mentoring and training as required. This is an ongoing consultative process that
aims to ensure that agreed results are achieved.

Define concrete follow-up actions.
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Review of Intervention

Introduction

The modules laid out in the SACI Workshop Programme can be used to guide the initial
interaction with stakeholders. However, there are follow-up workshops and interventions
required to complete the CODESURE process. The descriptions that follow provide some
ideas as to how this can be done. The follow-up process is dependent on the nature of the
early intervention and the specific country context and area.

Review of progress is in two parts:

X Review level of service delivery improvement from government side;
X Review input of UNDP SACI support.

Review of interventions may occur in the short, medium and longer term. The type and
nature of the review depend on the various scenarios examined in the modules.

Through follow-up interventions it may be appropriate to once again reflect on progress by
identifying which scenario is now appropriate to the focus area. Stakeholders may find that
they remain in the same scenario, and reasons for this will need to be examined.
Stakeholders may also find that they have progressed to a new scenario — or even
regressed.

It may be useful to use the tools: Service Delivery Coverage and SACI Dashboard, to assess
where service delivery levels are and the level of change in the scenario. It may then be
appropriate to establish country team support to take the process forward.

Through previous workshop interventions, stakeholders are likely to have identified their
appropriate scenario for their focus area.
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Overall Service
Delivery
Coverage ratio

Southern Africa Capacity Initiative

Current Performance Status

Scenario 1 :
All sectors

perform below
50%

Scenario 2:
At least one

/—> sector above
50%

Scenario 3:
All sectors

above 50%,
but below
100%

:

In follow-up interventions this first service delivery coverage process can be used as a
benchmark to reflect on the new situation. There is now a feedback process of reflection and

refinement.

SACI

Southern Africa Capacity Initiative

Review of Performance

SDC 1
Initial Service
Delivery Coverage

it

y

A

L

Scenario 1 :

Scenario 2:

All sectors
perform
below 50%

At least
one sector
above 50%

Scenario 3:

All sectors
above 50%,
but below
100%

» Analysis
., Dashboard

. Intervention

No Improvement / Decline?

SDC 2
Service
Delivery

» Process Mapping

4

Coverage

Review

Improved performance?

@)

Here are descriptions of possible processes that could be followed to support appropriate

scenarios.

Use the tool: SACI Dashboard to assess where service delivery levels are and assess the
level of change in the scenario.
The follow-up intervention will depend on the results of the dashboard as there may be
different outcomes.

Scenario 1

If stakeholders selected scenario 1 (at least one sector above 50%) in the first intervention
and have not progressed then the agreed actions have not been implemented; the process
should be repeated.
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If the results indicate that a progression to scenario 2 or 3 has occurred, determine the next
steps.

Scenario 2

If stakeholders selected scenario 2 (all focus areas perform below 50%) in the first
intervention there may be two possible outcomes:

x If the review suggests improvement in performance (above 50%), then the entity may
move to scenario 3 — to increase its performance to 100%.

x If, on the other hand, performance remains below 50%, it suggests measures identified
were irrelevant or the entity has not implemented the agreed measures.

If the former is the case, the process for diagnosis would have to be repeated, taking into
account adjustments that need to be made based on lessons learned.

Scenario 3

If stakeholders selected scenario 3 (all focus areas above 50% but below 100%) in the first
intervention, there may be two possible outcomes:

X The situation has deteriorated, indicating that the suggested activities were not carried
out; the process should be repeated.

X The results are the same and no improvement has taken place; the process should be
repeated.

If there have been improvements, repeat the process, but altering the benchmarks by setting
new performance standards.
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¢ CODESURE

Consensus Design of |
Building Intervention
R i)

Challenging:
Assumptions
Paradigms
Worldview

Mindsets

Suppeart to
Review of PP
; Imple-
Intervention |
mentation

Southem Africa Capacity Initiakive

The CODESURE Process

m CODESURE is a 4-stage iterative process designed
to facilitate Capacity Transformation for Effective
Service Delivery through:

o Consensus Building

#® Design of Intervention

o Support to Implementation
e Review of Intervention

B The Purpose of CODESURE is to guide a systematic
process of engagement that will facilitate the

transformation of the capacity for service delivery, in
order to achieve:

® National Visions.
e National Development Plans.
o Millennium Development Goals.
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v Transforming Capacity for Service Delivery

Teo lead the process of transformation we need to:

% Understand the Public Sector as a Social System Thﬂ_
¥ Think about sectors as Inter-dependent rd:;;Ed
® Think in terms of underlying causes 4

% Think about goals differently

% Recognize that effective performance
is defined by service to citizens Enhanced

Capacity

The here
and now
reality

‘-..________' Continuously ldentify and Challenge:
Current

Assumptions, Worldviews, Mindsets
Capacity bnsalic o
Time
------------------------------r--------r--------r--------------t---’-
u{“ Southern Africa Capacity Initiative )
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g Building Consensus for Change

In erder to get anywhere we need to know:

= What do we want to address (area of focus) The
= Where do we want to go (Goals & Vision) desired
® Where are we now, and how did we reality

get here (Challenges & Drivers)
=" What do we want ta achieve (Outcome)

# How do we get there |Strategy) aﬁgﬂ Enhanced
o :
< aﬂgi Capacity
\
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NOW
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Time
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SACI Challenges Framework
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Southern Africa Capacity Initiative

Effective Service Delivery is a function

of the following elements:

Availability coverage

&« The praportion of people who need the service for whom sufficient resources and

technologies have been made available
The proportion of facilities and infrastructures that offer this service

The ratio of the avallable resources (o the total population who need this service

Accessibility coverage

& The proportion of people for whom this service is accessible in terms of their

distance or travel time, and waiting time

Acceptability coverage

s The proporticn of people who need this service Tor whom the transfer of service
(the way the service is delivered) are accepiable according to culture, beliers,

religion and gender [ssues efc.
o The proportion of people who need this service for whom it is affordable

Quality Contact coverage

& The proporticn of population who need this service who has contacted with a
service provider and have recelved effective service (have their needs met)
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Service Delivery Coverage
2 Current service delivery e R el T AL L

Dezired Operation Curve

4. Quality of Contact
People who actually receive quality servi

Area for Improvement
Human Capabiliby
Entity
Enabling environment

People who are willing to use the service

2. A{:cesshiﬁ: cmremge

People who can access the service

1. Availabllity Coverage

People for whom the service is available

Number of People in the Commumnity or Country who need this service

0% 100%
Adapted lom - Tanashi T (VHO 1978} Heallh Service Coverage and bs evaluation

s_lﬂl Southem Africa Capacity Initiative
Sector/Area 1 Sector/Area 2 ...
Service | Service | Service Service Service
B c D A B
A oy XX % Xx % Xx % XX % Xx % Xx %
ﬁnuu_ihllity xx % xx % xx % x% % xx Y% x% %
facept ) ¥ % XX % ¥x % % ¥ % xx %
Quality of
Contact X% | XX % | xx% | XX % X% % xx %
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Real World vs. Perceived World

What you
see

How you
interpret
data

—r>—4zZzm<Z

Patterns
of Influence

How you
react to a
situation

How you
solve
problems

Underlying Structures

nrmoo

REAL WORLD FILTERS
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