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Purpose  
 The purpose of this presentation is to brief SAIMAS members on – 

 the evolution of the OD function in the public service. 

 Organisational Functionality Assessment as an important tool in the arsenal of OD practitioners, as part 
of our evolution. 

 the requirements of the Directive on Organisational Functionality Assessment, effective 1 April 2022. 
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4 

• Traditionally the Management Advisory Services (MAS) function in the Public Service included 2 main functions: OD and IT.  

• From the early to middle 1990’s the growing importance of IT slowly led to divorce between OD and IT, with IT rapidly 
growing in importance and the typical OD function downscaled because of the perception that it is Taylorian in nature (man 
reduced to machine).  

• During the typical MAS period the OD function revolved around organizational design, minor process improvement functions, 
bonus incentive schemes (based on the short term control system) and some job evaluation functions.  

• Later, almost as a fad, performance enhancement schemes such as functional accountability, function centric investigations, 
outsourcing investigations were added, but these were quickly dispensed with as the role of organised Labour in the tripartite 
government strengthened – ever heard of those tools?. 

• After the MAS period, (since around 1997) the OD function revolved around organizational design, job evaluation (grading) 
and minor Batho Pele type functions – this was just after the White Paper on Service delivery Improvement (Batho Pele).  

• As most of these tools/functions tried to address the size of the institution in terms of staff capacity, there was a growing 
perception that these functions should be regarded as a subset of HR (a form of HR planning). This view was confirmed by  

location of OD as an HR Planning type function in terms of the HR repositioning model in the Public Service 
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The evolution of the OD/MAS function (2) 
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• The general perception is that the OD function has not changed significantly, but new developments in the OD space have 
taken place in the last decade. Some of these “new developments” are probably old tools that have been “dusted off” to give 
it a new life.  

• These developments were embarked upon, amongst other, as part of a gradual process to professionalise the OD function 
and activities in the Public Service. The most significant forms part of Operations Management and include: 

– Development of Service delivery models as a precursor for rational organizational structures 

– Business process mapping and improvement (modernisation) 

– Productivity measurement (institutional) 

– Organizational functionality assessment 

– Functional analysis to ensure the establishment, de-establishment and merger of public sector institutions (Public entities, 
government components) in line with their intended mandates.  

– Development of delegations framework (decision rights). 

• All of these were introduced to improve the functionality of departments by way of the OD function.   
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• Different perspectives: 

• The function of a vehicle is to drive, to transport passengers from point A to B, or carry loads of goods from A to B 

• It is effective if it reaches point B safely and on time 

• It is efficient if it carries the maximum load of passengers at the lowest cost (the indicators of this may be driver skill, 
route followed, type of vehicle, fuel used, cost of wear and tear, maintenance, comfort and safety). 

• From the above there is a clear link between functionality and efficiency and effectiveness 

• The converse is also true: 

• If the vehicle does not reach its destination it is not effective – a wheel may have fallen off, the driver caused an 
accident, etc. 

• If it reaches its destination, but half of the passengers or load was offloaded at the wrong destination, or had to pay 
extra because its fuel use was exorbitant, or the wrong route was taken, or a truck was used to transport passengers, or 
a car to transport goods, it is inefficient.   

• There is therefore a direct relationship between the concepts of ineffectiveness, inefficiency and dysfunctionality. 
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Functionality in perspective (2) 
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• From a organizational or institutional perspective  the following conclusions can be drawn: 

• The function of a public service organization is to deliver services to needy citizens, or cause services to be 
delivered 

• It is effective if the right services reach the needy citizen and on time, in accordance with the mandate of the 
organization 

• It is efficient if the services are delivered where it is needed, to the needy service recipient, economically, 
within budget, with the available resources, using optimum technology and tools when required. 

• So, at a high level, if the right services are not delivered to the right service recipient by an organization in 
accordance with its mandate in an optimum manner, it can be considered to be dysfunctional, ineffective and 
inefficient, not fit for purpose… 

• The National Planning Commission came to similar conclusions in the National Development Plan. 
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• The Constitution envisages a Public Service that is 
professional, accountable and development-oriented.  

• The National Development Plan identifies specific steps that 
need to be taken to promote principles contained in the 
Constitution to build an efficient, effective and development 
oriented public service. 

• The NDP highlights the need for well-run and effectively 
coordinated state institutions with skilled public servants who 
are committed to the public good and capable of delivering 
consistently high-quality services. 

• The NDP found there is unevenness in capacity that leads to 
uneven performance in the Public Service.  

• OFA diagnoses departmental functionality and capacity 
constraints that negatively impact on the ability of 
departments to deliver on their mandates 
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Public Service Mandates to address 
dysfunctionality (1): 
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Public Service Act ,1994, as amended 
 
Section 3: Functions of Minister and executive authorities 
(1) The Minister is responsible for establishing norms and standards relating  
to- 
……. 
  (i) transformation, reform, innovation and any other matter to improve  
the effectiveness and efficiency of the public service and its service  
delivery to the public. 
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Public Service Mandates to address 
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Public Service Regulations, 2016 
 
CHAPTER 3  
PLANNING, ORGANISATIONAL ARRANGEMENTS AND SERVICE DELIVERY  
Part 2  
Organizational and functional arrangements 
 
Organisational functionality assessment  
35. An executive authority shall conduct an organisational functionality assessment, as 
directed by the Minister, to assess the effectiveness of a  department’s internal systems and 
processes and submit the report to the Minister  on such date and format as directed by the 
Minister.  
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OFA Theory of Change 

 

 
IMPACT  

OUTCOMES 

OUTPUTS   

Capable institutions that increase 
State capacity to deliver quality 
services 

Organisational Functionality 
(capability) Assessment and 
improvement plan 

ASSUMPTIONS 

• Accountability will be improved through improved compliance 
• Performance and access to services will be enhanced through improved service delivery readiness by capable and 

functional institutions. 
• Service delivery operations will be improved through appropriate efficiency and effectiveness measures 
• State capacity and citizen trust will be strengthened through good governance initiatives that also builds social cohesion 

Citizen-centered service delivery by 
functional and capable public 

institutions 
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It is the Systemic Analysis of Organisational 
Functionality measured against : 

 

• Institutionalised Systems, Policies and Processes 

• Resource Utilization and Deployment  

• Capacity to Deliver 
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• Serves as input into Operations Management processes 

• Address historical organisational development related challenges 

• Looks deeper into the total service delivery system of the 
Organisation 

• Assess and diagnose whether all the necessary service delivery 
enablers are in place  

• Assessing organizational functionality or service delivery readiness 
of government institutions  

• Identifying the systemic good practices and challenges 

• Support delivery processes in an optimum and accountable manner 

• Correct organisational focus on real challenges 
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Benefits of conducting OFA  
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• Avail detailed information on functionality or dysfunctionality of the public service, sectors, provincial 
administrations and departments to assist decision makers to identify those parts of a department or a 
sector, or the public service that may be dysfunctional and therefore inhibits achieving results. 

• Enhance functionality in support of the improvement of performance in the Public Service and provides 
valuable institutional, program, or policy insights and knowledge. 

• By focusing on functionality of systems, processes and procedures and not mere compliance of policies 
OFA can identify challenges relating to readiness to deal with issues for example, emanating from 
managing COVID and departmental readiness to implement 4th IR solutions. 

• Support departmental planning, through prioritisation and programme management by adoption of 
structured implementation plan 

• Supports budget process by identifying projects with financial implications 

• Serve as input to OD interventions. 
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• The OFA tool has been in operation since 2012 and was initially applied on a voluntary basis. 

• In the application of the OFA tool in departments and sectors, it was found that the original versions of the OFA 
tool exhibited gaps and challenges.  

• The most important were: 

– Information on which assessments were based, was often based on subjective personal views of 
assessment teams and not on objective validated information from approved data sources.  

– Departmental functionality self-assessments were voluntary and not a compulsory regulatory requirement. 

– Some managers were concerned that the (negative) outcomes of functionality assessments would 
adversely affect their performance assessment, ignoring their role in improving the functionality of the 
organization. 

• The refinement of the OFA Tool also placed emphasis on organizational functionality as an important enabler of 
departmental operations, to enhance service delivery readiness, and ultimately performance. 
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Refined OFA Overview 
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• Comprehensive focus for whole department assessment 

• 5 Factors, 42 elements and approximately 300 primary and secondary indicators.   

• Factor 1: Departmental overview, that provides the background and context for the assessment, incorporating a mandate 
analysis, a reflection on the nature of the functions and the service sector it operates in, political oversight, decision making 
powers by decision-makers, budget management, operating structure and external relations. 

• Factor 2: Planning, governance and oversight arrangements, reflecting on high level planning arrangements,  audit and risk, 
managing delegated decision rights, ethics and anti-corruption, monitoring and evaluation, performance information and 
entity oversight.  

• Factor 3: Human Resource management, reflecting on HR Planning, provisioning and establishment control, HR 
development and performance management, Skills development, Equity and transformation, Overtime and leave 
management, Occupational Health and safety, as well as Employee relations 

• Factor 4: Operations Management, reflecting on Operations Strategy, Design, Planning and control, as well as Analysis and 
improvement 

• Factor 5: Organizational Performance, reflecting on Organizational efficiency and effectiveness, sustainability/relevance 
(which includes matters regarding ICT and innovation), as well financial performance, which includes matters relating to 
supply chain management, asset management  facilities and infrastructure. 
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OFA Example of Tool  
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Refined OFA in focus  
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Measurement Instrument 
 

Organisational Functionality Assessment Tool Productivity Measurement Tool 

Mandate PSR 35 PS 29 
 

Refined Instrument Focus Areas Organisational Functionality Institutional Productivity 

Purpose Doing the right things “what” Doing the right thing right "the how"  
 

Instrument Objective Optimal Capacity, Processes and systems 
assessed based on the active present state  

Measuring’ The Past’ Performance Data 
 

Measurement Focus Effectiveness: Quantitative and (mostly) 
Qualitative Data 

Efficiency: Qualitative and (mostly)   
Quantitative Data 
 

Nature of Instrument Diagnostic: Formative/ Developmental and 
Normative 

Summative/Judgemental 
 

Implementation Strategy 
 

OD Intervention based on Organisational 
Health (OFA) Report and Improvement (OD 
Plan 

Capability improvement strategy 
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OFA Implementation  
• The OFA Directive gives effect to the enforcement of Public Service Regulation 35, making 

organizational functionality assessments compulsory for all departments and government 
components. 

• Because of the fairly low saturation of conducting OFA on a voluntary basis in the past, this 
is regarded as a new activity for the Public Service and will require development of capacity 
and skills. This is being achieved by: 
• Conducting Public Service advocacy and capacity building sessions over the short term. 

• Providing technical assistance to departments to support implementation – on request. 

• The development of a compulsory OFA course to be presented by NSG, over the medium term. 

• Fostering partnership arrangements with the OTPs at provincial sphere of government to broaden 
capacity for support and monitoring purposes. 

• Automation of the OFA Tool over the medium term to simplify implementation and monitoring thereof. 

20 
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Factors: 
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Critical 
success 
factors  

Project Plan  

Project 
Governance 

Workstreams 

Information 
Gathering/ 
Document 

Study 

Data Analysis  

Quality 
Assurance  & 

Reporting  

Implement  

Monitoring 
and 

Evaluation  
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Project Management (1): 
• Conducting organizational functionality assessments within departments can be a substantial undertaking, to 

be managed as a project so that work can be divided and assigned as achievable portions: 

• Project Plan: The nature of the OFA requires the development of a project plan to ensure that project is 
implemented and rolled-out within its pre-determined timeframe, cost and quality. 

• Project Governance: The successful application of the OFA Toolset requires a multi-disciplinary project 
management approach as all skill sets are normally not found in one location within a Department. 
Cooperation and collaboration to ensure a win-win situation for all participants require a structured approach 
to steer and manage such a substantial undertaking. (Remove blockages to project roll-out). 

• Work Streams/ Sub Work Streams: The project can be managed through the creation of multiple work 
streams to ensure that the work load is evenly distributed to ensure timeous completion as required by the 
project plan. 

• Gathering Information/Data Collection:  The data/information required, on which the Organisational 
Functionality Assessment relies, but not limited to the indicators contained in the OFA Toolset.  (Document 
study, Interviews/E-mail / Focus groups, Site visits). 

22 



“Growing South Africa together for a  
capable and ethical Public Service” 

Project Management (2): 
• Data Analysis:  Analysis techniques used should include averages, statistical frequencies and graphs that will reflect the 

relationships between the department’s operations and the factors influencing Organizational Functionality.   

• Reporting: Departments will report on an approved DPSA reporting template (provided as part of the OFA Implementation 
guide).  Departments will have to submit periodic reports to the Minister for Public Service and Administration and 
Provincial Premiers.  These reports must contain a reflection on the status conducting OFA in the departments, (including 
findings and recommendations to improve departmental functionality).  Departments should also submit a Projectised 
organizational functionality improvement plan, detailing the steps that would be taken to improve organisational 
functionality, which will be monitored. 

• Monitoring and Evaluation: It is important to continually monitor Organisational functionality to ensure that: 

• Ensure that the OFA goals, results and implementation strategy remain appropriate; 

• Assess progress towards optimum Organizational Functionality; 

• Review OFA implementation per annum and analyse reasons for any deviations; 

• Review the operational and management effectiveness and efficiency of implementation; and 

• Identify lessons and actions to improve the following year’s implementation and performance. 
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Project Governance: 
• Governance Structure: The project steering committee has the final responsibility for quality 

assurance and validation of information (findings and recommendations) before the final 
report can be presented to the departmental management committee.  

• Project Coordinator: Responsible for the coordination of the work stream activities and 
integration of the different work stream reports, as well as managing the project time lines 
based on the approved project plan. First level quality assurance. 

• Work streams: Conduct the assessment for assigned work stream activities, based on a work 
stream work plan, aligned to the OFA Project plan. Work stream reports with findings and 
recommendations. 

• Reporting: Upon completion of the organizational functionality assessment, Departments 
must submit to the Minister an OFA report that contains clear, unambiguous findings with 
recommendations that are supported by an implementation plan for ease of implementation  
and monitoring. The DPSA will provide quality assurance to ensure that the Report conforms 
to the required standards. 

24 
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The Directive on Organizational Functionality 
Assessment (1) 

• To comply with Regulation 35, the refined Organizational Functionality Assessment Tool, together with a 
Directive on the implementation of the Organizational Functionality Assessment has been approved by the  
Minister. The Directive requires departments to, with effect from 1 April 2022 - 
• Use the prescribed assessment tool (Provided together with an OFA implementation Guide and reporting template) to 

conduct functionality assessments; 

• Submit an OFA report with findings and recommendations, and an improvement plan, approved by the EA, to 
improve the functionality of the department, to the MPSA. Provincial departments must also submit these reports to 
the relevant Premier; 

• Ensure that implementation of the improvement plan is monitored by the Executive Management of the 
Department. (Evidenced by regular agenda points at management meetings for purposes of reporting/monitoring); 

• Submit six-monthly reports under the signature of/approved by the DG/HoD on the status of conducting OFA to the 
MPSA. This requirement will fall away as soon as compliance to Regulation 35 by departments has proved to be 
satisfactory; and 

• The implementation of the improvement plans will be monitored to ensure that all of the planned outcomes of the 
improvement plan has been fully achieved – DPSA, DPME and Auditor-General. 

25 
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The Directive on Organizational Functionality 
Assessment (2) 

• The Directive also provides that the DPSA, may from time to time, in such cases where 
monitoring has shown that departments have not conducted own assessments despite 
requests to do so, or to validate departmental assessments where self-assessments have 
proven to be of suboptimal quality, conduct an external assessment of a department’s 
functionality. 

• The Directive requires that departments conduct assessments once very three years (aligned 
to SDIPs, other Operations Management practices such as SDM, organizational structure 
reviews as well as strategic planning).  

• Public Service departments have been scheduled to submit assessment reports and 
improvement plans, into three  groups, with the first group scheduled to submit reports in 
year 1 of the medium term cycle and the second group to submit in year 2, and the last group 
in year 3.  

26 
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• DPSA:  

• Institutionalise the Directive and toolset through advocacy and training. 
• Conduct self-assessments. 
• Coordinate the implementation of the Directive and toolset for sectoral, provincial and whole of Public Service Assessments. 
• Conduct external assessments from time to time to validate departmental self-assessments 
• Regular reporting to the Minister of findings and recommendations, based on the implementation of the Directive and 

Toolset 
• Monitor the implementation of recommendations emanating from the application of the Toolset. 
• Lead and participate in section 100 interventions based on recommendations emanating from the application of the Toolset.  

• National Departments:  

• Conduct self-assessments. 
• Participate in external assessments. 
• Departmental OD, HRM or M&E Units to act as nodal points and be accountable for the provision of OFA data, statistics, 

information and reports. 
• Implement recommendations emanating from the application of the Directive and Toolset in the Department. 
• Report on the implementation of recommendations emanating from the application of the Directive and Toolset in the 

Department. 
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Institutional Roles and Responsibilities (2) 
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• Offices of the Premier:  

– Coordinator for the application of the Directive and Tool at the provincial sphere of government. 
– Conduct self-assessments. 
–  Participate in external provincial assessments with DPSA and National Partners. 
– Validate and quality assure provincial departmental self-assessments. 
– Regular reporting of findings and recommendations based on the implementation of the Toolset. 
– Monitor the implementation of recommendations emanating from the application of the Toolset in the 

province.  

• Provincial Departments:  

– Conduct self-assessments. 
– Departmental OD, HRM or M&E Units to act as nodal points and be accountable for the provision of OFA data, 

statistics, information and reports. 
– Implement recommendations emanating from the application of the Toolset in the Department. 
– Report on the implementation of recommendations emanating from the application of the Toolset in the 

Department. 
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Thank You 
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     Contact Details 

JD Nel  

Director: Institutional Assessments 

johann@dpsa.gov.za 

0832927411 

 

Anton Fourie  

Deputy Director: Institutional Assessments 

antonf@dpsa.gov.za 

0794978427 
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