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ABSTRACT

The Government of Swaziland (GoS) civil service wage bill has continued to rise in recent years.
out-pacing the growth of government revenue. The personnel budget is still the largest single
recurrent expenditure item in the budget. The underlying problem of high public sector personnel
costs continues to be felt in the economy. The wage bill has been increased by 22% since the
advent of the economic crisis of 2010, and is at 47% of the national budget and is the fourth
highest in Africa at 14% of Gross Domestic Product (GDP) by the year 2015. This study will
enable Cabinet to make the appropriate decision on the mandate and future of the Management
Services Division (MSD), as there have been growing calls to disband the division due to the
failure to reduce and/or control the wage bills as that is the core mandate of the division. This
study will generate information on the wage bill push-factors and the shortcomings of the Lean
Service Principle and Just-In-Time (JIT) Technique in the management and reduction of the GoS
civil service wage bill and further indicate the relevance of these principles in the context of the
GoS civil Service. The study found that the techniques used were not designed for the specific
control of the wage bill, but is methods and system improvement techniques. They are designed
for value creation in the delivery of goods or services to the end-user. They are customer centric
techniques. To this end, the MSD has been applying the wrong methodologies in wage bill
control, which has been evident by the continued yearly increase of the wage bill. In essence the
division should consider the utilisation of Human Resources Forecasting and Planning (HRFP)

Techniques.
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CHAPTER 1-INTRODUCTION

1.1 Introduction

The Management Services Division (MSD) was created by Establishment Circular No. 8 of 1971
following a recommendation to establish such a section by Chief Udoji who was commissioned
to review the training and localisation of the Swaziland Civil Service. The division was
established as a unit under the then Department of Establishment and Training, which was part

of the Prime Minister's Office [Government of Swaziland (GoS), 2017].

The Management Services Unit (MSU) (as it was called at establishment) was established for
the purpose of obtaining data regarding the deployment and the utilisation of common cadre
personnel with the objective of rationalising the arrangements for the recruitment, selection.
training, deployment as well as encouragement of career development. F urthermore, the Unit
Was responsible for reviewing the organisation, and the procedures and programmes for

Ministries/Departments and the personnel management activities in all Ministries/Departments.

The MSU changed to be MSD through a recommendation that was made by the Wamalwa
Commission in 1976. The main objective for the change of the status from being a unit to a

division was to widen the scope of work for the unit to cover the control of the size of the civi|

Service which was rapidly growing.

In 1986, again the size and responsibilities of the MSD increased with the creation of the
Research ang Development section within the division. The main purpose for creating this
section wag to monitor through research and surveys, the relative position of the Government's
terms ang conditions of service in the economy by observing salary trends, pay rates and schemes

of service in the private, and keeping various government allowances under review.

In recent years the mandate of the division has been focused on the ever increasing wage bill.
This has been an item that has been a concern not only for government but also international
Partners and money lenders. To this end, the MSD has been requested to apply the requisite tools
and techniques to monitor, control and as far as possible reduce the wage bill. This is on the
backdrop of the fact that the MSD is an internal government consultancy service, staffed by

officers with the appropriate skills and qualifications in management science.
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1.2 Background of the Problem

There has been marginal success observed as per the mandate of the MSD. There has been a
steady increase of the civil service wage bill over the years and this has resulted in about 47 %
of the annual budget being channelled towards the personnel component of the budget. This has

been at the expense of the capital obligations of the Government and socio-economic investment

within the citizenry.

The personnel cost to GoS has increased exponentially over the years, there are currently 40 746
established posts (without factoring in the Army) an increase of 8 789 posts from 2010. The year
2010 was the beginning of the global financial crises and established posts stood at 31 957
(without factoring in the Army) Ministry of Public Service (MoPS) (2017). The MSD as an
internal government consultancy on management and productivity issues, its main objective has
been to implement the Lean Service Principle and utilise Just-In-Time (JIT) techniques to reduce
the size of the civil service in terms of head count. This was envisaged to enable

Ministries/ departments to achieve more with fewer personnel, which is highly trained, motivated.

multitasking and multi-skilled.

The Principle of Lean Service and JIT as applied by the MSD in pursuit of its mandate, are o be
'eviewed as to how applicable and successful they are in the reduction of the number of positions
within the ¢jvi] service, whilst enabling MSD to maintain high levels of productivity of the civil
Service and customer satisfaction. It has been noted that high personnel costs which are a large
Portion of the recurrent budget tend to limit resources available for the core services that
governments seek to provide. Thus, the application of production methodologies that seeks o

achieve maximum utilization of staff in the service delivery process.

The civi] service wage bill is constituted by a wide array of pay packages that are payable to civil
S€rvants as per their contract of employment with GoS. These packages may vary between the
different remuneration categories and levels tenable within the civil service. However, Madubula
& Dawood (2011) highlight that there are a number of items that contribute to the wage bill
annual increment. These constitute annual cost of living adjustments coupled with promotion
and job regrading, the increase in employee head-count (e.g. creation of posts) and the

Introduction of the occupation-specific dispensation (e.g. categorised recruitment and retention
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benefits). Also included are other contributory factors such as poor internal controls (e.g. poor
management of the antiquated personnel salary system) and a lack of critical skills resulting in
head-hunting, which is often expensive (e.g. doctors, engineers, pilots). There are also notable
appointments made without proper planning and budgeting (e.g. politically influenced
recruitment), and also poor organisational design (e.g. strategic plans not aligned with

organograms).

The policies initiated at the national level that have insufficient regard to the enormous financial
implications for line ministries (e.g. free primary education, compulsory cross-cutting subjects),
have also had an impact on the affordability of the civil service. The equalisation of service
conditions (e.g. salary increases for low-income earners) and the influence of trade unions on the
outcome of wage-bargaining agreements, coupled with weak management, have also

enormously contibuted to the challenge of wage bill balooning.

Most notably in Swaziland, the huge wage bill is a result of the continued annual creation of
positions (either for current departments) or the establishment of new departments/sections. Yet
the country has over the years not been able to create any new sources of government revenue to
fund not only capital projects but the wage bill itself. The country is reliant on the Southern
African Customs Union (SACU) receipts to fund 70% of it national budget. However, these
receipts have been on a steady decline since the early part of the millennium. The remainder of
the national budget is financed through national taxes and government loans. As noted the wage

bill occupies 47% of the national budget [International Monetary Fund (IMF), 2015].

A number of studies on the impacts of the wage bill have been conducted by authors such as
Okech & Lelegwe (2015), Poverty Reduction and Economic Management Unit (2010), Okundi
(2014) and Madubula & Dawood (2011) for countries such as Kenya, Zimbabwe, and the
Republic of South Africa respectively. However, none have been specific to Swaziland and most
notably in review of the institution setup as a gateway to the prevention of the exceptional

increase in the wage bill. This study seeks to close that gap.

1.3. Research problem

The GoS civil service wage bill has continued to rise in recent years, out-pacing the growth of

government revenue. The personnel budget is still the largest single recurrent expenditure item
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in the national budget. The underlying problem of high public sector personnel costs continues
to be felt in the economy. The wage bill has been increased by 22% since the advent of the
economic crisis of 2010, and is at 47% of the national budget. This is the fourth highest in A frica
at 14% of GDP by the year 2015 (IMF, 2015). The bulk of the annual budget is being channelled
towards the payment of salaries at the expense of the pursuit of capital projects to improve of the
socio-economic welfare of the citizenry. GoS civil service wage bill continues to rise despite the
implementation of Lean Service Principle by MSD to contain the wage bill to manageable levels.
So far, there are no tangible outcomes that indicate that the principles as applied have been
effective in the reduction of the wage bill. Thus, this research aims to examine the question why
the Lean Service Principle failed to effectively slow the rampant growth of the civil service wage
bill in Swaziland? The desired outcome for effective implementation of the Lean Service
Principle is adequate performance of tasks with the utilisation of a minimal number of employees

that can multitask and are multi-skilled and decelerated growth in government wage bill.

1.4. Significance of the Study

This study will enable the Cabinet of Swaziland to make the appropriate decision on the mandate
and future of the MSD, as there have been growing calls to disband the division. This opinion
has been fuelled by the failure of the MSD to reduce and/or control the wage bill. This in recent
years has been viewed as the core mandate of the division. This study will generate information
on the causes of the continued increase of the wage bill. The shortcomings of the Lean Service
Principle and JIT technique in the management and reduction of the GoS civil service wage bill.
Furthermore, the study will indicate the relevance of these principles in the context of the GoS
¢ivil service, This will enable the development of effective strategic pursuit by management of

the MoPS iy, realigning the most relevant aspects of the principles, tools and techniques as

Pursued to the mandate of the MSD.

The applicability and relevance of the tools and techniques at the disposal of the MSD in the
control of the wage bill have to date not been reviewed as to their success in implementation, It
is only recently through the GoS commissioned Swaziland Pay Roll and Skills Audit (SPRSA)
review process that a skills data collection exercise has been engaged into (and the relevance of
those skills to the duties assigned). Not with standing that, the skills tenable to the officers of the
division have not been reviewed, linked and/or synchronised to the mandate of the division. This

study therefore, aims to cover the gap between the wage bill, the tools and techniques used 1o
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manage the aforementioned and the prerequisite skills required for the application of the latter.
An understanding of the causal effect of the techniques as applied on the wage bill will be
elaborated on. To a much larger extent. the wage bill push factors that should have been curtajled.
mitigated and/or eliminated by the adoption and application of the Lean Service Principle by

MSD will be discussed. Furthermore, defects and gaps in the implementation of the Lean Service

Principles and JIT technique will be identified.

This study will assist the MSD to identify if required, the relevant techniques for the
determination and forecasting of required staff compliment, progression planning and effective
human resources planning. This will be done in cognisance of the prevailing government fiscal

conditions and levels of customer satisfaction, essential to create customer value and value for

taxes as paid by the citizenry.
1.5. Research Objectives

The objectives of the study are:

® To assess the effectiveness of the Lean Service Principle on the control and maintenance

of the wage bill.
To identify wage bill push-factors that should have been curtailed and mitigated by the

adoption and application of the Service Principle at the MSD in Swaziland.
* To assess the main wage bill push-factors that are causing the continued increase in the

public sector wage bill.
* To identify defects and sever gaps in the implementation of the Lean Service Principle

and JIT techniques by MSD.

1.6. Scope of the Study

The study ‘was limited to only one of the three Central Agencies namely the MoPS excluding the
Ministry of Finance (MoF) and Ministry of Economic Planning and Development (MoEPD).
The study investigated the wage bill push-factors but did not investigated the major components
of the wage bill costs i.e. salaries or allowances. The research did not investigate the MSD’s
other objectives such as, process reengineering. systems improvements and motivation for
service delivery. The study did not have accesses to Cabinet documents to gain documented

information on its perception of MSD’s performance, which informed their view that it should
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be disband. There was also no access granted to the study on the cost of the army’s wage bill, as

this information was not readily published.

1.7. Definition of Terms

Wage Bill: Constitute, annual cost of living adjustments coupled with the additional costs of
promotion and job regrading; the increase in employee head-count (creation of posts); the
introduction of the occupation-specific dispensation (categorised recruitment and retention

benefits) (Madubula & Dawood, 2011).

Lean Service Principle: A standardisable system of service operations made up only by
activities that generate value for customers, focusing on explicit tangibles and aiming to meet

the customers’ expectations for quality and price (Kanakana, 2013).

Just-In-Time technique (JIT): JIT as a philosophy is designed to eliminate waste from the
production/value system so as to create customer satisfaction. This is a tool that is designed to
address reduced lead time in customer satisfaction that results from any equipment, parts,

production processes. inventory and employee’s time that does not add value to the service

rendered to the customer (Camel. Rosen, & Anderson, 2000).

Human Resources Forecasting and Planning techniques: these are techniques used by
organisations to pre-plan personnel requirements for the achievement of organisational goals,

sales forecast and natural attrition (Bulmash, 2015).

1.8.Chapter outline

Chapter one contains the introduction. background to the study, research problem, significance

of the study, research objectives, scope of the study and definition of terms.

Chapter two contains literature on New Public Management, Structural Adjustment Programmes,
Lean Service Principle, JIT techniques, general impact of the wage bill on Sub-Saharan A frica

and the impact of the wage bill on the GoS.




Chapter three contains the research methodology which has subtopics such as research design

population of the study, sampling design, data collection procedure, data analysis procedure and

research ethics.

Chapter four contains the results and findings of the study and has subtopics such as
Establishment Register data analysis. annual revenue and expenditure data analysis, Swaziland

Pay Roll and Skills Audit data analysis, MSD questionnaire data analysis and Lean Service and

JIT technique and PSMP data analysis.

Chapter five presents the conclusions and recommendations.

1.9.Chapter Summary

This research will investigate and add knowledge to the wage bill push-factors and why the tools
and techniques that have been utilized by MSD have not curtailed the increase of the wage bill.
However, the research will not investigate which components of the wage bill are the highest but
will mereiy concentrate on the success of MSD on this wage bill mandate without specifying the
other objectives of the division. A knowledge gap has been that there has never been a specific

study into the impact of the division in wage bill control and management.



CHAPTER 2 - LITERATURE REVIEW

2.1. Introduction

This chapter provides documented information on the New Public Management (NPM) theory

Lean Service Principle and JIT technique. Selected data from Sub-Saharan Africa and the impact

of the wage on Swaziland is also presented.
2.2, New Public Management Paradigm and Structural Adjustment Programmes

The core paradigm which can be distinguished as influential in the development of Public Sector
Reforms or Structural Adjustment Programmes (SAP) in the 1980s and 1990s (as initiated by
the World Bank) emanated from the notion that the public sector was inefficient and often
ineffective. This then led neither to cost containment nor to quality improvement of the
citizenry’s lives. With the problems so defined, the paradigm extended to a belief that the public

and private sectors did not have to be organised and managed in fundamentally different ways

(Economic Commission of Africa. 2015).

The SAP is defined by Corbo & Fisher (1995, as cited by Zawzlinska, 2004, p.5) as “a process
of market-oriented reform in policies and institutions, with the goals of restoring a sustainable
balance of payments, reducing inflation, and creating the conditions for sustainable growth in
per capital income”. Zawalinska (2004) also hypothesises that economies going through the
stages of development were forced to adopt the SAP under the rationale that the programme
would remove government failures. These failures manifested themselves over the socialistic

period through various economic imbalances and deficiencies. This paradigm shift gave birth to

the concept of NPM.

“The dominant theme of NPM is the use of market techniques to improve the performance of the
public sector. The main features of NPM include performance management, e-governance,
contracting out and outsourcing, decentralisation and accountability among others” as defined
by Mervis (2014, p.1). Furthermore, the author observes that NPM is commonly associated with
the SAP which were initiated in the mid-1980s with the support of the Bretton Woods

[nstitutions.
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These reforms introduced a new public administration paradigm and micro economic policy
framework. Their main aim was reducing the role of the state in both production and the delivery
of services, as well as the deregulation of public enterprises Mervis (2014). This has been
commonly coined by Osborne and Gebler as rolling back the frontiers of government in their

ground break publication “The Machine that changed the World™.

In line with NPM, SAP were similar in that they too started with conventional stabilisation
programmes, restoring the current account and fiscal balances. This usually required a reduction
in public sector deficit (usually by cutting public expenditures on salaries and the head-count. as
these were seen as an unnecessary recurrent expenditure at the cost of development) and

reduction of monetary financing of the government spending which used to cause inflation.

The main doctrines of NPM are argued by Hope (2001, p.120) to have been categorised as

follows:
e The adoption of private sector management practices in the public sector;
® An emphasis on efficiency;
A movement away from input controls, rules, and procedures toward output measurement

and performance targets;
® A preference for private ownership, contestable provision, and contracting out of public

services; and
®* The devolution of management control with improved reporting and monitoring

mechanisms.

The focus of the NPM as a principle that witnessed major successes for New-Zealand. Australian
and British Governments, as a philosophy therefore, was based on creating efficient public sector
institutiong and organisations. This was believed would transpose what is seen as critical aspects
of private sector modes of organising and managing on to the public sector. This would create

productivity and service delivery vis-a-via the value for money (taxes) principle.

However, there are a number of political and socio-economic policies that were adopted by many
African countries (including Swaziland) that resulted in the need for the rapid expansion of the
civil service as a government machinery for the delivery of services. The expansion of the civil
service was also viewed by many governments as a reaffirmation of their drive and devotion to

service delivery and in many cases as a means for job creation, as much of those countries private
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sectors had not been well developed. These political and soci-economic policies were not in the

spirit of the NPM.
2.3. Lean Service Principle and JIT technique

The application of the philosophy of Lean Service and JIT is transposed from the manufacturing
sector and perfected by Toyota through its Toyota Production System (TPS) in the early 1950’s.
These philosophies have been pursued in an attempt to curbe the ever increasing civil sector, as
Madubula & Dawood (2011, p.15) rightly observe that “the public sector wage bill has
consistently constituted as the largest component of the government’s recurrent expenditure.
Reasons for this are varied: annual cost of living adjustments coupled with promotion and job
regrading, poor internal controls in wage bill monitoring. appointments made without proper

planning and budgeting and poor organisational design (¢.g. strategic plans not aligned with

organogram)”.

Camel, Rosen, & Anderson (2000) and Duclos, Siha, & Lummus (1994) all agree that the JIT
technique is designed to eliminate waste from the production/value system so as to create
customer satisfaction. This is a tool that is designed to address reduced lead time in customer
satisfaction that results from any equipment, parts, production processes, inventory and
employee’s time that does not add value to the service rendered to the customer., However,
organisations should be careful not to associate this technique only with cost reduction in the

production/service processes but must appreciate that the customer’s satisfaction is the ultimate

goal of JIT.

The JIT concept is summarised by Benson (1986 as cited by Duclos et al, 1994, p.4), as:
* Total visibility — of equipment, people, material and processes:
® Synchronisation and balance — of production to sales and supply to production;
® Respect for people — frontline employees are responsible for production/services,
® Problem solving and improvement;
¢ Flexibility — adapt service/production to customer needs;
* Continuous improvement (Kaizen principle)— never satisfied with the process;
® Responsibility for the operation’s environment — those who desi gn;

® Manage and operate the processes are responsible for the outcome:

~ Page
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e Holistic approach (Total Quality Management (TQM)) — company-wide philosophy of

elimination of waste.

As much as these themes are customised for the manufacturing floor, it has been argued and
observed that with the required adjustments they can be transferred on to the service sector
therefore resulting in “Lean Service”. The Lean manufacturing philosophy, strongly
disseminated by Taiichi Ohno, is based on principles that guide “Lean thinking”. According to
Womack & Jones (2003, as cited by Leite & Viena, 2013, p.15), “the principles of Lean
manufacturing are five, namely: value specification, value stream mapping, flow optimisation.,

pull production system and perfection or continuous improvement”.

The most notable measures of the success of Lean Service Principle that have also been seen as
a proper benchmark, is improved lead time in the delivery of services to customers.
standardisation of the performance of a particular task, adequate performance of tasks and multi
skilled personnel. Clear estimation of the requirements of equipment and machinery required to
perform a task and estimation of cost per units, for the provision of a service or product are also

notable measures.

Lauoie (2014, p.2) in her clarification of the similarities of Lean Service as a paradigm and its
usefulness to the service sector particularly the public service. discerns that the most critical
aspects of a successful Lean implementation are “organisational readiness, leadership.
management commitment. workforce engagement and open communication”. The author also
states that public organisations' rigid structure and top-down finance and policy driven culture

make them “more inclined to use Lean to gain internal efficiency, rather than to increase end-

user value” (2014, p.4).

Applications of Lean Service in public settings only use specific tools of the methodology (which
may translate to partial adoption of the Lean Service Principle), as a short-term targeted
approach, rather than seeing it as a continuous improvement philosophy that focuses on long-

term perfection of operational excellence.

Nascimento & Francischini (2004, as cited by Leite & Viena, 2013. p.3). defined Lean Service
as “a standardisable system of service operations made up only by activities that generate value
for customers, focusing on explicit tangibles and aiming to meet the customers’ expectations for

. Page
11




quality and price”. In addition to this view Kanakana (2013, p.9) is of the opinion that
“government cannot only rely on the number of civil servants in their payroll, but must also strive
for excellence”. In doing so, the author also advances the use of Lean as a tool kit for service
sector effectiveness and efficiency. This is mainly because most governments are the single
biggest employer, especially so in the African context and Sub-Saharan Africa in particular,

where it has been noted that of the largest contributions to the GDP is from the public sector.

Business Process Reengineering (BPR) has been considered as another productivity
methodology, which is hoped would also address the wage bill equation. Zigiaris (2000, p.1)
argues that “Business Process Reengineering involves changes in structures and in processes
within the business environment. The entire technological. human, and organisational
dimensions may be changed in BPR”. Clearly BPR is another systems improvement tool kit that

only requires a change in the human mindset in the implementation of changed organisational

processes, procedures and systems.

To demonstrate that BPR is relatively new phenomenon and is not a staff compliment reduction
tool Kassahun (2012, p.18) positions that “the adoption of BPR in the public sector in general,
and in the public sectors of developing economies in particular, is a relatively recent and little
researched phenomenon”. The concept of NPM and public sector pressure for administration

efficiency, transparency, good governance, accountability and e-Government are making BPR

appealing to the public sector.

To amplify this, reengineering is considered a rethink and/or redesign of organisational processes
to achieve dramatic improvements in critical contemporary measures of performance such as
Cost, quality, service and speed. The main objective of BPR is a “cultural mode]” Zigiaris (2000.
p-20), which implies an organisational culture change in redesigning the business. This aspect
clearly links the model to Lean as they both require organisational change to introduce new
processes and systems reconfiguration to create customer value. The change has to cascade from
management (and must have support of management) to the lowest level of the organisation, so
as to ensure appropriate implementation of any required organisational change. Based on this it
can also be concluded that these tools are change management tools that enter the human
resource function purely from an employee engagement perspective so as to have them

implement the required organisational variations.
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Returning to the main principles of Lean as a doctrine Lauoie (2014). Kanakana (2013) and
Camel et al (2000) all agree on the principle as follows; Lean can be summarised as a customer
centric approach to process improvement that focuses on the elimination of waste, waste being
whatever does not bring value to the customer. Lean is a process improvement methodology
relying on a set of tools and techniques used to do more with less. Lean seeks to ‘design out’

overburden (muri), inconsistency (mura), and waste (muda) in operational processes.

There are five principles of Lean Service that Lauoie (2014), Kanakana (2013) and Camel et a
(2000) settle on:
* Value: What does the customer value? What value is created in the operational process?
* Value streams: Where is the value created for each product or service? What wasted
steps can be eliminated?
* Flow: Create a continuous flow in the processes by introducing cross-functional
thinking.
* Pull: Produce what is needed by the customer.

* Perfect: Employees should perform their tasks accurately the first time round.

Lean Service navigates through the improvement process using various tools, focusing on what
customers value and what constitutes waste from their point of view. Value creation happens
when value-adding activities are increased without raising the cost of the product or service, or
when that cost can be reduced through waste elimination Radnor & Osborne (2013, as cited by
Lauoie, 2014). Worth noting again is that Lauoie (2014), Kanakana (2013) and Camel et al
(2000) establishes that these principles as listed above. are channelled towards organisational
Cost reduction, increased competitiveness, redistribution of resources (but not neccessarily

redistribution from the wage bill to production), and a better understanding of customer value

Lean Service as discussed is principally for the reduction of muda, mura and muri. These three
production obstacles are defined by Pienkowski (2014, p.8) as “Muda, refers to waste or
redundant activities”. This type of waste is characterised by using time, money and resources.
while not adding any value to the customer. “Muri” is associated with waste of overloading
equipment, facility or people resources beyond its capacity. The overload puts employees and
machines into needless stress, reducing their ability to perform. While “Mura” refers to waste of
unevenness in production volume. It may take two different forms:

* Variation in production scheduling, and
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* Uneven production workload and pace of work.

Quite evidently this technique in the production process involves the human component in
attempts to ensure that it is utilised cost effectively and efficiently. It seeks to ensure that any
movements and decisions by the personnel component results in value creation for the customer
in that the final product must meet customer expectations. It’s central premise is channelling the
efforts of the employee into adopting to the changed and/or redesigned work methodology by

involving them in the process. This is also one of the key components of the principles of JIT

techniques.

The main pillars of the JIT technique have been indicated previo usly in this chapter, and they are
in brief as follows: Synchronisation and balance which is the creation of harmony between the
business processes and customer expectations in the elimination of inventory. Total visibility of
all components of the process, which emphasises that all components of the processes employed
to produce a good or service should be visible to those participating in the process. Furthermore.
continuous improvement of the process such that organisations must instil the habit of expecting
continuous small improvements in the process over time and never accepting that a production
process is perfect.A holistic approach to the elimination of waste such that every section within
the organisation is fully committed to the improved production line. And finally, flexibility in
the use of resources i.e. firms should have the ability to change processes rapidly to meet
Customer demands without wasting resources. Most importantly, the organisation should have

respect for the opinions of the employees in value creation and that of the customer who pavs

for the product or service.

As a doctrine, JIT is a TQM tool that guarantees that systems are configured accurately to
Produces goods and services that meet customer satisfaction and do not deviate from the
Production systems calibrations. TQM stresses that quality is an organisational effort. It
facilitates the solving of quality problems and also places great emphasis on teamwork. Using

techniques such as brainstorming, discussion, and quality control tools, teams work regularly to

correct problems.

Within the service sector, JIT is applicable in the rendering of a service and therefore it has been
noted to be an intangible item. To this end, Camel et al (2000. p.3) are of the view that “J[T is

more relevant in the service sector with regards to the process of'delivering the service such that
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it adds value to the customer”. Any activity in the rendering of the service that creates waste
either in monetary terms. time, personnel must be reviewed with the intention to establish an
alternative with the service process. This requires simplification of the process, thus minimal
inventory. However, it has been argued that elimination of inventory in the service sector is
difficult as many of the services provided are based on readly available items to quickly meet

the customers’ needs e.g. forms, customer service agents etc.

[t is noted that there is little literature on the success of JIT in the service sector as it is still a
doctrine under study in service sector context. However, its applicability has not been questioned
as its pillars as discussed are not readly relevant to the provision of a service. One notable
relevance especially in the provision of government services is the lay out of the work area. This
requires that employees whose work is interrelated be place in close proximity to each other.
This facilitates better information flows and improves turn-around times Duclos et al (1994).

This is particularly important within the civil service in Africa as it has been blamed of being

bottle necked.

From the Lean paradigm has emerged the Lean-Six Sigma as a combination of an engineering
process variation or defect reduction tool and the generic Lean principle that seeks to reduce
waste. This tool seeks to ensure a mathemetical process in production yet eliminating waste at
the same time. Abdern Group (2013, p.1) in its attempts to quantify the newly emerged tool kit
argues that “Six Sigma is an integrated, disciplined approach reducing defects and producing
measurable financial results”. The authors also note that with its roots in statistical engineering,
the Six Sigma concept embodies a data driven methodology focused on driving down process
Variation so that no more than 3.4 defects are produced per million opportunities. It has long

been associated with Lean Manufacturing.

While Lean Serves is used to eliminate waste, Six Sigma reduces process variability in striving
for perfection. Lean Six Sigma has emerged most recently as organisations strive to meet the
quality objectives defined by their customers. It combines the principles of Lean with the best
practices of Six Sigma. The result is a methodology that serves to improve processes, eliminate

product or process defects and to reduce cycle times and accelerate processes.
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2.4.General Impact of the Wage Bill on other Sub-Saharan African Countries

[t has been noted that “many government wage bills tend to siphone off much needed financial
resources for the delivery of core government services to the populace”, National Treasury,
(2010, as cited by Madubula & Dawood, 2011, p.17). To demonstrate this further, Okech &
Lelegwe (2015) noted that in Kenya, the maintenance of a huge wage bill as component of
recurrent expenditure, domestic resources funding development is likely to be overcrowded.
Available statistics show that the Kenyan government funding for development declined from 2
high of 7% of GDP in 2011/12 financial year to 5% in 2014/15 financial year. This decline was
experienced despite the overall expenditure increment from 29% to 33% over the same period.
Furthermore, in Kenya, there has been a steady increase in the share of revenue allocated to
payment of salaries and wages of civil servants, which is expected to have negative impact on
allocation towards development expenditures. For instance, the Kenyan wage bill was 47% in
2009/10; it increased to 48% and 55% in 2011/12, and 2012/13, respectively. These percentages

are way above the internationally desirable level of 35% (Okech & Lelegwe, 2015).

Okech & Lelegwe (2015, p.6) also advance that “an enormous wage bill may contribute towards
crowding out resources that could be used in other development priorities such as social and
infrastructure development needed for long term growth and development”. Economically this
translates to large fiscal deficits with macroeconomic instability in terms of inflation which may
lead to wage-price spiral and exchange rate impact. Also, unsustainable public debt arising from
high wage bill may lead to refinancing (from foreign lenders) and create sovereign risks.
furthermore, many African countries may have to borrow from international lenders which might
place political reforms as a prerequisite to lending. A huge wage bill strains government budget
and denies the economy of the much needed resources for socio-economic development such as

infrastructure and social services like health and education.

Poverty Reduction and Economic Management Unit (2010, p.1) notes that in Zimbabwe. there
is a relatively high share of the wage bill that is projected at 13% of GDP (which translates to
45% of total national revenue). This high share of the national budget is contended to be cutting

into the budget allocation for non-wage operational expenditure in the social sector as well as

critical capital expenditure.
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To further give impetus to the negative effects of a huge wage bill, the Poverty Reduction and
Economic Management Unit (2010) notes that in the context of Zimbabwe the high wage bill
has cut into the budget for non-wage operational expenditure as well as capital expenditure. This
has resulted in high fiscal deficit, mainly as a determinate from the privailing political discourse.
This leads to an inflexible public expenditure pattern, thus requirement for employment
opportunity adjustment which is a short-term solution. “It also has the propensity in the long-
term to convert Zimbabwe into a welfare state as the populace will not be in a position to afford

their livelihood, therefore the government must establish relevant social security programmes”

(Economic Commission of Africa, 2010, p.7).

2.5. Impact of the Wage Bill on the GoS

MoPS (1999) categorically states that the public service wage bill has continued to rise in recent
years, out-pacing the growth of government revenue. The personnel budget is still the largest
single recurrent expenditure item in the budget. The underlying problem of high public sector

personnel costs continues to be felt in the economy.

[n relation to the GoS wage bill the World Bank, (2010, p.1) concludes that “the gaping fiscal
deficit of about 15% of GDP in 2010/11, and the difficulty in securing the requisite financing
has precipitated the need for a rapid intervention in curtailing the wage bill”, The irreversible
reduction of the SACU revenue base is being addressed by earnest efforts to boost non-SACU
revenue that will have an impact in the medium term, thus shifting the emphasis for expenditure
restraint on an orderly roll-back of the wage bill. Moreover, a thoughtful resizing of the civil
service is likely to facilitate private sector-led growth, since its expansion has most likely come
At the expense of the private sector. It is the expansion of the private sector that must be counted

On in the long term to sustain the government’s expenditure plans.

There are clear indications from the preceding statement that GoS revenue generation is not
sufficient for the ever increasing wage bill. Such a scenario is peculiar and unsustainable and it
is for this reason that GoS investments into other sectors of the economy have been

disadvantaged and capital development projects stretched beyond their projected completion

dates.
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[n attempts to curb the ballooning personnel expenditure and increasing civil service the GoS
through Establishment Circular No.8 of 1971 after the adoption of the Chief Udoji commission
that was tasked to review the training and localisation of the Swaziland Civil Service established
the MSD under the then Prime Minister’s Office. The MSD mandate is to assist in the finding of
solutions to problems encountered by Principal Secretaries (PS) of Ministries and Heads of
Department (HoD’s) in terms of productivity, lack of motivation. organisation development.
staffing levels, quality of staff. job grading. and systems and procedures reconfiguration. In
carrying out this mandate, MSD is to be guided by the Government's policy of having a right

sized and efficient public service also known as “leaner and more efficient civil service” (GoS,

2017, p.3).

GoS (2016, p.91) concedes that “a number of studies have revealed that the size of the public
sector in Swaziland is bloated when compared to other countries at the same stage of
development”. It furthermore states that, over the vears, there has been a steady increase in the
number of government departments and ministries. There is general over-staffing in government
ministries/departments. In support of the forgoing the IMF (2013, p.3) postulates that in “2015
Swaziland had the fourth largest wage bill in Africa at 14% of GDP and the highest within the
Southern African Development Community (SADC). This has been attributed to the total

increase in the number of civil service posts (head count) and not neccessarily the increase in

real wages and allowances”.

The Swaziland economy has been directly impacted by the increased wage bill as a result of the
April 2016 implemented Salary Review as commissioned by Government. Worth noting is that
the last salary review was implemented in 2004. However, there is an agreement between
Government and Public Sector Associations to the effect that there shall be a salary review every
five years and an annual cost of living adjustment. Kariaki & Kannan (2017, p.4) made the
following observations, “The Go$ fiscal stance is affected by continued dependence on volatile
SACU revenues and increased government spending. The fiscal outturn in 2015/16 financial
year was a budget deficit of 5% of GDP, above the initial estimate of 3%. This mainly reflected
the passing of a supplementary budget of E1.7 billion (4% of GDP). Revenues were 0.2% below
target mainly due to a decline in SACU receipts of 7% from the previous year, although they

remained substantial accounting for 47% of total revenues”
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The foregoing is in contrast with the impressive economic growth witnesed in the late 1980°s

and early 1990’s. However, this was outwitted by the growth of the civil service, which to date

has not witnessed any significant decrease. It currently stands at 40 746 established posts

(without factoring in the Army) an increase of 8 789 (22%) posts from 2008 at the beginning of

the global financial crises when established posts stood at 31 957 (without factoring in the Army)

(GoS, 2017).

Furthermore, Kariaki & Kannan (2017, p-3) predicted that due to the “implemented salary

review the 2016/17 budget mid-year results indicate the emergence of a fiscal crunch mainly due
to a sienificant 25% decline in SACU revenues. Estimates show a significant worsening to a
& &
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deficit of 12% of GDP (E6.8 billion)”.
regarding capital outlays. in an
ated from the civil service wage bill, which is

The budget provided for an expansion in government

spending, particularly attempt to boost real GDP growth.
However, the major budget pressure eman
estimated to have increased significantly after the salary review implemented in July 2016 (and
backdated to April 2016), which proposed pay
is projected to cost E850 million (about 2% of GDP) against the

rises ranging from 17% to 38% for the lowest

paid cadres. The salary increase

budgeted amount of £500 mil
d to about 47% of recurrent expenditure.

lion, such that the wage bill in the 2016/17 financial year is
estimated to have increase

In view of these circurnstances. financing the deficit proved challenging. Most of the financing
was covered by domestic borrowing. However, meeting such a large shortfall from the local
financial system is complicated by the nascent domestic capital market and the relatively liquid
It. the government has accumulated payment arrears that it

& Kannan, 2017).

domestic banking sector. As a resu

plans to settle, one-on-one, with suppliers (Kariaki

[t is from these statistics that one can fully grasp the impact of the huge wage bill, which is above

the World Bank and IMF recommended 10% of GDP. It is however noted that this scenario is

not peculiar to Swaziland but other Afric
ng the highest in the SACU. The huge wage bill is the bases of this research

an countries such as Zimbabwe, Kenya and Lesotho

with Swaziland havi

study. Added impetus to the wage bill
Swaziland. that the country needs rigorous fiscal discipline and debt

concern is given by the IMF as it notes in its 2015

assessment report on

management to ensure social development, because the gains from the 2014/15 financial year

reserves strengthing are not sustainable at the country’s current recurrent expenditure (wage bill
being the highest) rate (IMF, 2015).
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Related to the requirement for fiscal discipline, the IMF hypothesise that Swaziland’s civil
servant per head income is high and will continue to rise. They far exceed nominal GDP per
capita indications: this data is for the period 2012-2014 and does not factor in the rise in the civil
service wages as per the Salary Review implemented in April 2016. The Fund argues that this
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ggests that this is an important contributor to
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y 0.
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2.6. MSD work methodology
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2.7.Chapter Summary

This chapter has provided insight into the theory and benefits of Lean Service Principle as well
as the JIT technique. An overview of the establishment and mandate giving studies of MSD has
also been presented. Key achievements from countries in SSA have further been reviewed, with
the understanding that there have been mixed results as to the said achievements. The most
notable use of the tools discussed in this chapter has been process improvement, waste reduction
and customer value creation. A clear gap therefore exists in how useful the tools are in the

reduction of established positions in a production line, especially in the context of SSA.
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CHAPTER 3- RESEARCH METHODOLOGY

3.1. Introduction

The study used a mixed method data analysis approach. This method is the use of both
quantitative and qualitative forms of data which can be presented using any of the four scales of
ary, interval and ratio. Terrell (2012, p.1) reviews mixed-

measurement namely: nominal. ordin

om the paradigm wars between qualitative and quantitative

method studies to have «emerged fr

. 5 | S Y 5 e o "
research approaches to become @ widely used mode of inquiry”. Depending on choices made
nt, mixed-method can provide an investigator with many

across the four scales of measureme
¢ a range of sequenti
ality control methods and ethical concerns (Kumar

design choices which involv al and concurrent strategies. Defining features

of these designs are reported along with qu

2011).

The use of both quantitative and qualitative research methods enables the researcher to minimise
on each of the methodologies shortcomings. yet creating a variety of data to enable analysis and
categorisation using the scales of measurement and creative representation of the data. This is
also made possible because this research 1s categorised as a survey to which the most popular
bution of questionnaires to a sample from a sizable population

mode of data collection is the distri
Thornhill, 2007).

in a highly economical way (Saunders, Lewis , &

3.2. Research Design

s a plan, structure and strategy of investigation used to obtain answers to

(13 . 1
A research design 1
lan is the complete scheme or programme of the research.

research questions or problems. The p

t the investigator will do from diagnosing the research problem to the final

[t is an outline of wha

analysis of data” (Kumar, 2011, p.95).

"hic X £ AGBATC ~avllect "
This study used the quantitative research approach to collect data on amounts spent on wages.

percentage increase of the wage bill for the period 2010-2017 and percentage increase in the

number of civil servants as per the Establishment Registers, 2010-2017. Monthly Wage Bill

Trend Analysis Reports produced by
Swaziland Public Service Payroll and Skills Audit Report 2015, Annual Revenue Estimates

Reports 2014-2017, Lean Service Principle and JIT Technique Studies were also analysed

MoPS for the period 2010-2017 were also reviewed. The
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Qualitatjye data was collected from the target population using semi-structured questionnaires.
From the quantitative method, perceptions and reasoning behind the observed wage bill

increment and applicability of the tools and techniques used and the Impact of the recurrent
budget on the capital project and social services budget vis-a-via revenue generation were

Collected.

The documents that were reviewed are listed below:

* Monthly Wage Bill Trend Analysis Reports 2010-2017

* Public Sector Management Programme (PSMP) Report
Swaziland Payroll and Skills Audit (SPRSA) Report 2015,

* Establishment Registers 2010-2017.
* Annual Revenue Estimates Reports 2014-2017. and

* Lean Service Principle and JI'T technique studies

3.3. Population

The Population for this study was the 40 technical officers employed by the MSD. The officers
under the MSD are categorised by a five tier-hierarchy: the Directorship, Principal Managemen

Analysts (PMA), Senior Management Analyst (SMA), Management Analyst (MA) and the entry

leve] being Assistant Management Analyst (AMA). The indicated hierarchy is mainly based o

Promotion from one level to another, once an officer is trained on the prerequisite qual ifications

acCompanied by the relevant years of experience. These officers are tasked with implementing
the Lean Service techniques on wage bill so as to manage and control jt. A Population is g set of
all elements of interest in a particular study. For this study the population hag been identified

based on the mandate assigned to the respective departments and their roje in the estap] ishment

of posts and budgetary support for the established posts in terms of wages.

3.4. Sample Design

A Sample is a subset of a population. For the purpose of this study random sampling ang

Probability sampling were used. Probability sampling was then utilised to determine respondents,

The following formula was used to determine the sample size,

N=Sample sjze
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N= Population
(14N (e”2) =margin of error (5%)

MSD Sample Size Calculation
n=N/(1+N (e"2))

40/ ((40%0, 0025) +1)

40/ (0, 16+1)

40/1, 16 = 34 respondents’

Sampling is used to make inference 01 a population which shares the same characteristics as the
latter. From the 40 technical staff of MSD all shall be given the questionnaire so as to ensure that
the sample size of 34 respondents is reached. This is done in anticipation of the fact that the
response rate may not be 34 respondents due to & variety of reasons.

3.5. Data Collection Procedure

rough semi-structured questionnaires and interviews with the 40 officers

Data was collected th
ires were distributed to all 40 officers. This was done so as to

under the MSD. The questionna

establish what the wage bill push-factors ar
control of the wage bill, this provided qualitative information

e and whether the Lean Service Principle as applied

was having notable impact on the
from the subject-matter specialist. The positions of the 40 officers that were interviewed within
the MSD hierarchy ranged from Assistant Management Analyst (AMA), Management Analyst
(MA), Senior Management Analyst (SMA). Deputy Director (DD) and Director.

The use of a questionnaire is justiﬁed since the educational level of the respondents is

undergraduate degree. The use of interviews enabled the research to cross reference answers and

respond to respondents questions. The semi-structured questionnaire were enable respondents to

answer questions at their own convenience, as it is appreciated by this research that the

respondents are employees and may not at the convenience of the researcher have time to engage

in an interview. However, to reduce the low response rate of questionnaires, it is noted that the

respondents are colleagues to the researcher. therefore making follow-ups was easier.
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[n order to avoid “subject or participant bias. observer error and observer bias” Saunders, Lewis
» & Thornhill (2007, p.149) note that the respondents have no know reason to fear providing
responces as this is a purely academic research and will not be shared with any individual in an
authority position within MoPS and MSD. Furthermore, the research is conducted by a single
researcher and therefore interpretation is based on the acumen of that single researcher. Lastl y

there were no observations of the respondents as the questionnaire are self-administered at the

convinience of the respondent.

The researcher wrote a letter to the Principal Secretaries for both MoPS and MoF. Structured
questioners were distributed to the sample population. Interviews were scheduled, conducted and
recorded with the knowledge of the respondents. Officers that were given self-administered
questioners were requested to submit within a specified time frame. All this was done when the

Consent Letter from the University of Namibia had been forwarded to the Researcher, thus giving

indication that the study was purely for academic purposes.

3.6. Data Analysis Procedure

Trend analysis was be used in the review of the Recurrent Wage Bill Expenditure Report and
Annual Revenue Estimates Reports. Trend analysis enables researchers to determine patterns of
increment or decline of a set of variables of an extended period of time. For this research wage
bill trends, revenue and capital expenditure spanning from 2010 to 2017 were used, as this is the
most accurate data within government database that was accessible. The data was retrieved from
the MoF Budget Estimates spanning from the time period indicated and MoPS Recurrent Wage
Bill Expenditure Reports. It was believed that through the use of trend analysis future patterns
of the civil service wage bill would be estimated based on past expenditure. The data has been

presented in both graphical and linear pattern formats for ease of analysis,

The SPRSA report 2015 was reviewed to identify MSD qualifications. This is a comprehensive
document that was commissioned by the Government in 2014, and contains the payroll system
data (established posts payments), skills and qualifications of more than 30 000 civil servants
that were interviewed. It was commissioned after the GoS requested a Staff Monitoring Program
from the IMF, and the IMF was of the view that within the civil service there is g likelihood of
the existence of “ghost workers”, of which would explain the huge wage bill. It is believed that

this data is the most current as there has not been an updated version of the report. Above and
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beyond this report the officers will be cross-examined on their qualifications so as to provide a

comprehensive understanding of their qualifications.

3.7.Research Ethics

Jones & Bartlett Learning Institute (2013, p.1) define cthics as “the researchers ability to know

what is morally and legally right in the conduct of research”. They add that this requires the
Researcher to be knowledgeable about what is being done; to use reasoning when making
decisions; to be both truthful and intellectual in approach and reporting; and to consider the
consequences, and be convisent that the results of the research study should not outweigh any
negative impact on participants in particular and society at large. To this end the researchers’

ethical beliefs should not compromise data collection.

The University of Glosgow (2008) emphatically notes that it is the responsibility of the
researcher to uphold the highest level of ethics in he’s or her interaction with research subjects.
This statement has been informed by recent development within varies research field in which

research participants have either had their privacy and/or dignity compromised, all in the name

research.

The university places ethics doctrine on the principles of an informed participant; wherein no
individual should be subject to a research without prior consent of that respondent.
Confidentiality and anonymity must be a prerequisite for any research and as such should this
not be fully guaranteed respondents must be informed of same. Furthermore, researchers are
advised to be fully aware of the imbalance that emanates from the researcher and researched
individuals, so as to take note of this imbalance and not cross the ethical threshold. Lastly the
institution advises against deceptive or covert behaviour from Researchers. To this end

researchers are advised to seek prior permission to engage in any form of covert research.

All participants were informed of the objectives of the study. Confidentiality was observed.
Participation of the respondents into the study is voluntary. A consent letter was signed by
respondents. Data collected will be kept securely for a period of five years and then it shall be
destroyed. Data will be kept in a safe drawer in the office of the researcher and be destroyed after

5 years. The researcher is the only one who will have access to the data.
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3.8. Chapter Summary

This chapter has clearly indicated the manner in which a sample was achieved from the staff

members of MSD. Emphasises has been placed on the 40 technical officers of the division that

are tasked with the application of Lean Service Principle. These techniques are utilised in an

attempt to manage and control the wage bill. Data collection was through the use of semi-

structured questionnaires that were self-administered by the respondents. There have been ethical

considerations that have been adopted not only to protect the respondents but to ensure that the

research itself meets the required ethical benchmarks. Issues of data validity and reliability have

also been considered.
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CHAPTER 4- RESULTS AND DISCUSSION

4.1 Introduction

This section presents data collected and analysed from the sources as discussed in this study. The
main aim of this section is to present a picture of the state of the Go$ civil service wage bill and
the trend that has been observed over a seven year period. the state of estab] ished positions and
their vacancy rate, the application of Lean Service Principle within the service sector and

Successful implementation. This was then transposed onto the context of Swaziland in-line with

the study area so as to respond to the objectives of this research.

4.2. Establishment Register Data Analysis

Data collected from the Establishment Register 2010/11 and Establishment Register 2016/17, as
depicted below, indicates that the Ministry of Education and Training (MoET) has the highest
number of established posts. As of the 2016/17 financial year they stood at 16 951 as compared
to 14 772 during the 2010/11 financial year, this is an increase of 2 179 or 15%. This can be
associated with the level development of the country and the Free Primary Education (FPE)
Programme that was introduced by the government in 2010. This programme resulted in the
establishment of more primary schools as it was noted that the FPE government policy statement
states that “the provision of education in Swaziland is currently guided by the 1999 ‘National
Policy Statement on Education reviewed in 2011, and the Constitution of Swaziland, 2005
Section 29 (6) on Education”, which clearly states that “Every Swazi child shall within three
years of the commencement of this Constitution have the right to free education in public schools

at least up to the end of grade 77 (GoS, 2016, p.17).

The National Policy and the Constitution is clear on the Government’s intentions to offer basic
Education for the first seven years, but within the limits of * Available financial and other resource
capacities’. The ‘Free Primary Education Act’ of 2010, section 10 clause 1 compels parents to
send their children to school for FPE schooling. Thus, a requirement of staffing compliments to
see this provision being a reality. Swaziland is like other countries in the Eastern & Southern
African Region (ESAR) that are closely moving to implement the abolition of school fees in the

i s one of the strategies to achieve the Millennium Deve ent Goals -
primary level as one of the strateg 1 Development Goals (MDGs).
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d out to each grade level until grade 7 and eventually abolished

he year 2015.

The FPE programme was rolle

school fees in primary school completely by t

Additional position and ultimately wage bill increase are expected, as a result of the Cabinet’s
pronouncement that Religious Education should form part of the core subjects from grade 1 to
form 5 with effect from January 2017. “This also introduced a change in syllabus and a
requirement for more curriculum designers in addition to the projected 1 370 additional teaching
posts for the full roll-out of the Cabinet directive” (Sifundza, 2017, p.3). The author further

concluded that the Cabinet decision was not [
lementation of the prescribed roll-out.

nformed by a clear analysis of the resource

requirements to facilitate the full imp

From the forgoing paragraphs it i evident that the tools and techniques at the disposal of MSD
as per its mandate, were not utilized. Organisational studies were not conducted to inform the

and/or required, but there we
d the education sector policies as promulgated by Cabinet

teacher posts as created re clear political requirements as per the

Constitution of Swaziland, 2005 an
through the approval of Parliament. “Human Resource Planning (HRP) should have been
engaged into as a means to get the right number of people with the right skills, experience and
competences in the right jobs at the right time and at the right cost”, as suggested by Bulmash

(2015, p.1). However, it has been noted that this is not always possible with regard to the current

political dispensation.

The data contained in the establishment registers reviewed is consistent in that it clearly indicates

t groupings of civil servants are
st vis-s-via 4 528 in the 2010/11 financial year, which

that the second larges police (safe guarding law and order). There

are currently 5 600 established po

indicates an increment of 1 072 postata yariance 0
pulation ratio used for the increment over the time period under

£24%. However, this study could not establish

the methodology and or police/po

study.

Worth noting is that the health sector has the third highest number of established posts 4 499 in

2016/17 as compared to 2010/11 financial year. which is a 22% increment. This is one of the

most crucial social services that any government must provide and sustain. As a result there has

h facilities as Lundzi, Clinic, Ma
iteki Referral Hospital, and operationalisation of the National

been adiliton of s phalaleni Clinic, Ezindwendweni Clinic

Tikhuba Clinic. Ngulwini Clinic. 5
TB Hospital, Magwanyane Clinic. Nsalitje Clinic, Nhlambeni Clinic, Bhudla Clinie, Mkhitsini
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Clinic and addition of a maternity ward at Mkhuzweni Health Centre (MoF, 2017) to name but
a few health care additions since 2010. Notably, the establishment and staffing of these additions
was a political directive that was funded out of a Supplementary Budget, which resulted in the
MoPS having no option but to facilitate the implementation of the Cabinet directive. This

resulted in the none-adherence to the principles of Lean Service. as per the dictates of the

Mmandate of MSD.

Whilst Correctional Services Officers are the fourth highest with 2 565 in 2016/17, an incremen

of 46% from the 2010/11 financial year when they stood at 1 752 established post. The research
could not establish the warder/prisoner ratio that was used in the determination and projection of
the posts as created. Statistics on the number of the increase of inmates over the time period were

not readily available. However, it must be noted that all the first four sectors with the highest

established posts are core functions of any government service delivery.

There has not been a situation over the time period under study that a decrease in the number of
established positions were observed. This is true for even ministries/departments that were
identified by the PSMP report of being possible candidates of outsourcing, privatisation and/or
T——— e.¢. Ministry of Nat: iral Resources and Energy (water management function.
landscaping), Government Computer Services, MoPS (MSD) and Ministry of Commerce.
[ndustry and Trade (MoCIT), to which such functions as the issuance of licences, Industrial
Deval opment and Industrial Estates Management, Handicraft Promotion can be outsourced. The

MoCIT has the fourteenth highest number of establish posts, with 268 posts in the 2010/1]

y ; ¢ cneoative 5% fi [ )10/11 financie
financial year with a variance of negative 5% from the 2010/11 financial.

The precly ding information as discussed is presented as tabulated below (figure 1). The numbers
of established positions per ministry are presented ranging from the largest ministries to the

smallest. Furthermore, from the tabulated information comparative data is presented based on

the 2010/11 and 2016/17 financial years.
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No. of Posts 2016/

17 and 2011/12 :
5016/17 2010711 %

Ministry/Department posts pPosts \Varience|Varience

Education i, il 16 951 14722 2229 15,1%

Police 5 600 4528 1072 23,7%

| 56004 ———

Health 4499 | 3676 823 22,4%

Correctional Services 2565 1752 813 46,4%

Agriculture i 2472 2595 |- 123 -4,7%

Public Works & Transport 2 050 1544 | 506 32,8%
_Housing & Urban Development 1282 | 589} 693 117,7%

5 n Development | _ _——— : :

Tinkhundla Administration n ge7 | B0 €1 5,8%
. Natural Resources and Energy 6ayr | 5181 123 23,7%
_Home Affairs B 518 289 | 229 79,2%

T e  e=| . 9 G0

Finance —— T e | 82 299 30O

Judiciary 283 280 & 2,9%
| Commerce, Industry & Trade - 2w SR e -1,8%

Economic Planning & Developme 264 184 - 43,5%

Dep Prime Ministers Office e 256 | 181 7% 41,4%

Public Service 2354 ___l_’gir_ 10 4,4%
_Labour & Social Security = P 7;3_4,1,_.__.._2_2_?L_,_ 14 6,4%

Tourism & Enviromental Affairs ”_’___,,123;__—__,,___1.74 19 10,9%

Parliament M"__lgl_ 173 18 10,4%
_Foreign Affairs —aze| a7 1. -O6%

Justice and Constitutional Affairs 171 155 16 10,3%
_Audit 106 99 7 7,1%

Private & Cabinet 100 86 14 16,3%
_Sport, Culture and Youth Affairs . _:"_3__,_,4._._-?_5,;, P2 -2,7%
M tory '—_ i 65 29 36 124,1%

Anti-Corruption Commission | 53 48 10 20,8%
| Internal Audit 52 | 33 B 57,6%
_Elections & Boundaries Commissi| 24 33 |- e -27,3%

Grand Totals--------=-=-========" > 41 160 34 089 7071 20,7%

¢ Bar Chart for the Years 2016/17 and 2010/11 _
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“§WD Govt No. of Posts 2016/17 Bar Chart

1282 256 s
! 957..... 518 : S v
641 490 381 288 268... R

7365 sg s

- 191 176171 106 1002 L 24

WD Govt No. of Posts 2010/11 Bar Chart

32010711

ment Register 2010-2017 Data

Figurel: Establish

hat the establishment registers at the disposal of the researcher do not contain

ver. the SPRSA report 2015 indicates that there were

[t must be noted t

the established posts for the Army- Howe
5 312 posts attached to the Army, inclusive of His Majesties close protection unit as of February

2014 (MoPS, 2015). The report however, does not include information on the yearly increment

of established posts within the Army.

The report additionally notes that in analysis, 9 822 (27% of the 37 027 of the expected civil

servants, as of February 2014) members who were not enumerated, of which 5 312 (54%) of

these members were from the Ministry of Defence and State Security. This means that the

members from the ministry were accounted for on February 2014, although they were not

. Page
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verified to pe occupying the number of established as indicted and at the authorised staffing
g g

levelg (MoPS, 2013, p.26).

The data containeg in the establishment registers (as annually produced) does not specify the

Vacancy rate ot any given time. However, the SPRSA report (2015) reflects that as of February
g .

2014, the core ministries with the highest number of established posts i.e. MoET and Police, had
4 vacancy rate of 2 470 people against 381 posts. This is an indication of overstaffing, as each

fndividual should occupy a distinct post and post number. Therefore this alludes to over

“Xpenditure which js not capture in the establishment register, but payable under the Treasury

Payro System. In essence the perceived savings from the vacancies we
“This indicates lack of adherence to the establishment register and an

Ie not realised due to the

Overstaffing under MOoET.

increase i employment costs” (MoPS, 2015, p.39).

4.3. Annual Revenue and Expenditure Data Analysis

The Gog Financial Revenue and Expenditure Report (2014-2017) contain the government’s

“Xpenditure and revenue collection of the year ended and the mid-term financial projections. It

indicates sources of government revenue and government expenditure per ministry/departmem_

The datg from the above-captioned reports has been summarised as indicated below:

Table 1: GoS Revenue, Capital Expenditure and Wage Bill Distribution Data

pital Expenditure and Wage Bill Distribution for the Financial Year 2014/2015 to f

Wage Bili % 1o
Revenue

26%

26%

I——

30%

Gowt Revenue, Ca
2016/2017

Capital |
Revenue Expenditure /

966 000] 3610421000 4804480777 8414901 777
o 765| 9045104 765
14122910000/ 3 725278 000] 5319 826 765
13 538 082 000 5 296 092 ooo') 6505357 592| 11 801 449 597

I

41613958000 12631791000 16629665 134

Wage Bill / Grand Totals

T

2014/2015
2015/2016

29261456 134

__Grang Totals

Ministry of Finance (2017)
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Table 2: GoS Revenue, Capi

tal Expenditure and Wage Bill Variance data

Govt Revenue, Capital Expenditure and Wage Bill Distribution Variances for the Financial Year 2014/2015
’
to 2016/201
Wik Capital Capital Exp to |Wage Bili % to
tem Revenue Expenditure wage Bill Grand Totals Revenue Revenue
- 3 =~
2014/2015 2 —‘.—_T___/_r_ - OOA 0%
2015/2016 169 944 000 w 345988 | 63020298 68% 303%
2016/2017 (584 828 000)] 1 570 814 000 | 1185 530 827 | 2756 344 827 -269% 203%
Grand Totals .414 884 DOO 1 685 671 000] 1700276 815 | 3386 54 7 315 -206%) “410%]

Ministry of Finance (2017)

Table 3: GoS Revenue, Capital Ex

penditure and W

age Bill Percentage Variance data

Govt Revenue, Capital Expenditure and Wage Bill Distribution % Variances for
the Financial Year 2014/2015 to 2016/2017 =
Capital
Item Revenue Expenditure Wage Bill Grand Totals
2014/2015 0% 0% 0% 0%
/ 0,
2015/2016 1% 3% 11% 14%
2016/2017 -4% 42% 22%| 64
Grand Totals -3% 45% 33%|
Ministry of Finance (2017)
R P pop— R Ty
T Gt "g;;;;;;;,;&;,;;gg.{emdamg and Wage Bill Bar Chart 2014/2015 through

2016/2017

14 000 000 000

1 Revenue

w Capital Expe
© Wage 8ill

% Revenue

Wage Bm -

23% Capital Expenditure

Wage Bill

mment Monthly Wage gill Trend for the Financial Year 2010/2011

Pie Chart - Swaziland Gove
to 2016/ 2017
(8L

g tiss
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igure 2: Pie Chart GoS Revenue, Capital Expenditure and Wage Bill Data

Ministry of Finance (2017)

Th
e data as tabulated above (refer to Figure
peri " 5 : fi i
iod between the 2014/15, 2015/16 and 2016/17 financial year was on average 40% of the total
ota

2) is evident that the wage bill expenditure for the

revenue i i 1 i

, whilst capital and non-wage social expenditure has been on average at 60% combined
L% 9%

weighs capital expenditure and social

of the nati : i
national revenue. The wage bill on average out

e . B e
xpenditure individually by 10% annually.

How :

" ‘ ! .

ver, it must be noted that there has been an observed shortfall in actual revenue collected
ected

| has been argued to be as a result of the drop in SACU

and > 1 i B £
revenue pro>]ect10ns. The shoﬂta
nd when there is a variance in the trade defict

— "
1pts that have been frequently rencgotlated, as a

resultant to the occassional changes in the international trad
rade

of the SACU member states and as

dynamics.

) bl : '
he GoS wage bill for the 2014/15-2016/17 tme period, has been increasing at an average of
e 0

4.6¢ : i i i
% of the total revenue, whilst capital project nditure have not increased with a projected

s expe

av : T B i W

erage of 6.5% increase for the 2016/17 financial year (refer to Table 1). However, based
the 5 . : i e
e track record of the countries actual revenue collection, this projection might fall short

nt that Swagziland is no exception to the conclusion that a higl
e 1€
&

Fr % sty 4 .
om the foregoing data 1T 18 evide
This therefore is a cause for concern, as

s i

W . . £
age bill tends to crowd out capital expenditure.

and to a large extent cont
jcture becomes much clear when observed at a mi
Cro or

ov : '
governments are elected est power, so as to deliver on social and
. al an
in Thi A
frastructure development. This P
mo , - 1
nthly expenditure level. On average, the country's revenue stands at 59% of projected
jectec

9 being utilise to pay civil servants, whilst 18% is capital expendit
xpenditure

monthly collection, with 23

an . . [ B .
d the remaining 18% utilised for s0 her monthly operational expendit
iture

cial services and ot
(refer to Figure 2).

Th s T ) :
e wage bill as a recurrent budget far out-weighs other recurrent non-wage operational i
al 1tems

he conclusion b
argest recurrent budget item holds true. Also wort!
i . /0rtn

and social expenditure. Therefore t y the IMF (as discussed in the introducti ;
this paper) that the wage bill is the single | augl
nothing is that social expenditure has to compete with other government operational costs. Thi

therefore greatly compromises the delivery of social services such as university bursa i . h{S
health care and social security items ¢.g- elderly grants. DT,

PRIPRRY Y AL e . Page
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The major push-factor as per this data has been the creation of teacher posts within the
educational sector. This has been necessitated by the FPE as previously discussed, which resulted
in more children being enrolled and more schools being built. Cabinet policy directives and lack

o Proper planning (resources) for their implementation on the education function cannot be

Overemphasised. as we have discussed the change in religious education curriculum.

4.4. Swaziland Payroll and Skills Audit Data Analysis

The Gog commissioned the SPRSA in 2013. One of this exercises ToR, was to establish cases
of over-establishment and/or under-establishment in the government payroll. As a result MoPS
(2015, p.38) observed that of the 38 465 established post in the 2014/15 financial year, a total of

196 post were over-established (i.e. had more personnel than that was authorised).

Ful‘thermore, the report states that 24 ministries/departments out of 34 had over-established
responsibility centres. This means that 70% of the responsibility centres as at 28 February 2014
had more personnel than the total numbers prescribed in the Establishment Register, 2014/15. A
total of 131 responsibility centres had more personnel than stipulated in the Establishment
Register, 2014/2015. Ministries of Health (MoH) and MoET had the most over-established
responsibility centres. Not only has the number of established positions been increasing on an
annual base, but even the number of personnel attached to the established positions is much
higher than that which is authorised. The report added that the foregoing was a clear sign of a
much higher wage bill, as the Human Resources Management Information System (HRMIS)

(managed by MoPS) and the Payroll System (managed by Treasury) were clearly not

Synchronised.

The tepont qdits fhi, g at 38 Pebeuary 2014, a total of 525 posts in ministries and departments
had excess personnel than the number stipulated in the Establishment Register 2013/14.
According to the Establishment Register 2013/14, 5 155 officers were supposed to be occupying
these posts, instead, 7 906 officers were occupying these posts as at 28 February 2014. This
means that there was an excess establishment of 2 751 members. “Ministries/Departments hj ghly
affected, included Police (1 122); MoET (582); Correctional Services (339) and MoH (179)
(MoPS, 2015, p.39). There were 894 posts (as per their post designations/job titles) that were

supposed to be manned by a total of 38 465 members, however only 17 393 were found to be

~ Page I
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manni o e Wl
ning these posts. This indicates that as much as some posts were overstaffed, there w
¥ ) were

0S S g 5 ; ]
posts within the civil service that were found to be vacant.

4.5. Monthly GoS Wage Bill Analysis

The MoPS in its awareness of the fact that the wage bill is an economic and service delivery
performance issue. commissioned MSD to conduct monthly wage bill analysis that is produc;d
at the end of every quarter (three month period). This data is presented below, and it clearly
vernment salaries has not gone )

between 2010/11-2015/6 there was no salary

Indicates that the cost of g0 down over the six year period under
review. Noteworthy is that during the period _
oing through financial chal
rs namely; cost of living adjustment and continued

review S SHDBR.
, as government was g lenges, yet the wage bill increased

steadily. This has been attributed to two facto

Creation of posts.

During the financial years 2010/11 and 2011/12 it must be observed there was no cost of living

adjustments, therefore there was no wage bill increments. For the financial years 2012/13
2013/14, 2014/15 and 2015/16 cost of living adjustments were; 10%, 5%, 7% and 7‘;4’;
respectively (refer to Table 3). However, 't must be observed that the actual wage incremerﬁs
were higher to these adjustments owing to the addition of established posts within the civil
service. It is however, difficult to isolate the contribution of salaries paid to the army from this
data, as this data was collected from the amounts paid to all established post by the 'lﬁl‘casuw‘-

Department.

During the 2016/17 financial year the GoS implemented the salary review adjustments
. § s as

consultant. The review

ith Public Sector Associations to review the civil

re : :
commended by an independent had not been undertaken in over ten

years, yet GoS has a standing agreement W
service salaries every five years. It s the implementation of this salary review that has
significantly spiked salaries payable to ¢ |
a zero growth personnel policy,
hority or sanctioned for creation, namely; MoH, MoET

ivil servants. It is argued th i . ;
g hat during this period

government observed however, it is noted that there w
ere

positions that were given special aut

Police and Correctional Services.

A detailed month-to-month analysis for the time period understudy, undoubtedly shows th
; : € Ccost
increment of the wage bill. Monthly salaries expenditure show that government does not

$ not pay
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Anything less than £ 300, 000, 000.00 to its employees (refer to Table
of Swaziland that is also reliant on ever

huge recurrent expenditure for a country of the size

dWindling SACU receipts. It must further be pointed out that monthly
Normally below the monthly government salaries. This should, without a doupt be cause

concern.

The month-to-month wage bill data for the financial vears 2010/11-

SUmmarised and presented below:

Table 4. Month to month wage bill distribution data

age Bill Distribution for the Financial Year 2010/2011 to 2016/2017

Month to Month W
Month 2010/2011 | 2011/2012 |

2012/2013 | 2013/2014 | 2014/2015

311113180 317 635 344/
296386 048] 317846 652] 322827467

336 522 891

322208573 JF 333 259,57_6_}. 92111773 2525153 197
471982501] 2532 262 635

293003525 316 546 143|
314107 094] 329 742 224

334324391 580622118

323298699 363 064 55% 452755 881 3 593 897 717

355 689601 478 250 944

356481891 316 731620 325731937
312256737] 317614 114] 323819 888|

349 754 211] 398 505 479

325459 578

348 859 076] 395516 352

Novemper 316 755 731

317 438 636 323 115 949]
318500824 324891708] 356862227 38 o] e
393 117611 2904 691 874

419834 398 229845420 2636810378

\December | 314499 777 343 213 693] 343 213 693 408 215 620
January 316232339 316074812 317362917 341 7_2_51_?({3/

February 310943196 305028 543| 326022196] 341544212

395685 743
538 120543) 2643877 978

331387075 336709844] 353396002 403 681 628| 427746 241]

March 315 251 141

3782540239 3847759680 3923527263 4469515131 4 804480 777 5319826765 ¢
——— Y OL-

_Srand Totals

Ministry of Public Service (2017)

Table 5: Month to month wage bill distribution variance data

—_—

onth Wage Bill Distribution

% Variances for the Financial Year 2010/20_5?0 2016/2017

|
Month to m
——=110 Mc

2011/2012 | 2012/2013 | 2013/2014 |

Month T 3010/2011 |
| 2%)] 1%

April 0%
May 0%[ 7%1 2%[
fEne 0% 8% 2%
I — 7 |
August | 0%] -11%] 3%
September 0%[ 2%[ 2%]
October 0% -2%{ 2%11
November 0%] 1% 2%

@m‘L 0% 9%| 0%]
January 0% 0% L 0%|
fFEbruary 0% 2% 7%I
[March 0% S%I 2"0]
Grand Totals 0% 224 2%

Ministry of Public Service (2017)

4). This is irrefutably »

capital expenditure s

for

2016/17 has been

| Grand Totals

2706 361 469

205357592 32 653 007 247

GragEbtals

Form the information tabulated in Figure 3 it is observed that the month of J uly saw an increase

0 E6, 061,093.00 in basic salaries attributable to 1.040

~ Page

= s S 39

additional staffemployed over the

month,



with 984 by the Ministry of Defence & Security. The month of August and September saw an

increase of about 94 staff resulting in a total increase of E504, 496.00 on the wage bill. There is
an upward movement of E14. 761,806.00 in total basic salaries for the first and second quarter

of financial year 2017/2018 and an overall amount of about E3, 1 billion paid towards basjc

salaries across government (MoPS, 2017).

As much as the forgoing ison a month-to-month bases, it clearly shows the extent to which the
wage bill is an issue. It must be noted that the additional posts as discussed were not informed
by the application of the tools and techniques at the disposal of MSD, but argued to have been
politically motivated. Therefore, the impact of the lack of application of the Lean Service

PrinCiple on the wagee bill has been confirmed by the statistics given by MoPS itself.
{=J
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Govt Salaries & Allowances Bar Chart for Year

 Salaries & Allow

2011/2012

i

Pie Chart - Swaziland Govemment Monthly Wage

L8 flowances Bar Chart 2010/2011 :

Figure 3: Bar and Pie Chart of month to month wage bill distribution data
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Table 6: GoS Wage Bill, April-September 2017
GOVERNMENT WAGE BILL TREND IN EMALANGENI FROM APRIL 2017 TO
SEPTEMBER 2017

Total Wage Percentages
Count | Basic Salary |Allowances Biill/Earnings Allocation
| 43830 ] 49258076236 [ 58402156 | 550982 91845 15.9%
| 44042 | 495665017,46 | 57194341 | 552859 358 48 15,9%
| 44690 ] 499840466,94 137838064 | 637678 530,43 18,49
| 45730 ] 50590155949 89 133 106 | 595 034 665,79 17,2%
| 45807 ] 506838071,17 [ 59780162 | 566618 233.63 16,3%
| 45901 | 50734256807 57004231 F‘ef_ig;s 758,88 16,3%
Year to Date Total | | 3008168445 459352060 | _ 520 508 100%

Ministry of Public Service (2017)

Table 6 indicates that the basic salaries between the month of April and May show an increase

of E3, 084. 255.00 It should note that the noticeable increase of basic selary in the month of June
is attributaple 1o an increase in basic salaries of E3, 008, 896.00 under the Poljce Department
(Table 6). This increase in basic salary is a result of the increase of 582 Police Personnel (head
count) under the same month. There is also an increase of 38 in personnel numbers ynder the

Ministry of Labour & Social Security (MoLSS) between April and June resulting in a {ota]
amount increase of E271, 053.00 in basic salaries under MoLSS.
4.6. MSD Questionnaire Data Analysis
e MSD

[tis imparative to note from the on set that the study received a 90% response rate from t}
officers, of which 21 (63%) of the sampled 34 MSD officers. who had signed the consent form
and agreed to partake in the study, indicated that they were not sure of what the questionnaire

equired of them. T hey could not answer the questions which were based on the work that they

Perfom. Many indicated that the concepts that they were being referred to were not known to

them,
ond to the questionnaire g4

The data on the propotion of respondents that were not able to resp

distribygeq is shown below:

e e



MSD Respondants Data

i Able to answear quastionnaire # Unable to answear questionnaire

Figure 4: MSD Respondants’ Data

A il 2 ¥ :
s a result of the raising of the issues of not being able to respond to the questionnai
: ir as
dl . . L. . . 5
stributed, time was spent explaining the basic principles of Lean Service, the wage bill, th
s thé

AT technique, HRFP and the objectives of the study. However, the respondents still could not
0

respond.

The MSD is divided mainly into three section namely: Consultancy [Headed by an Actino
Principal Management Analyst (PMA)] with fifteen officers assigned, Research anz
Development (R&D) [Acting Principal Management Analyst (PMA)] with seven officers
assigned and Administrative Reforms [Acting Principal Management Analyst (PMA)] with cight

officers assigned, then the offices of the Director and Assistant Director.

The Consultancy Section is tasked with the provision of organisational development studies
while the R&D Section is assigned to undertake research on the latest labour mqr};t‘

-
remuneration and terms & conditions studies to inform government policy. The Administrati\i
Reforms Section must initiate and administer civil service wide organisational re*‘or;L
programmes. Within these Section there are positions ranging from AMA grade C5, MA grad]:

E2, SMA grade E3 and PMA grade E4, amounting to forty established posts with two vacanci
ancies

(GoS, 2017).
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above.

Below is the organogram of MSD as explained

Dep.Director
(F1)

ensminitpomued

; R —
SR
HIEERE,

APMA(E4)-
Reforms

Ul APMA (E4)-
Consultancy

SMA(E3)*7
posts

MA(E3)*2

MA(E2)*7 MA(E2)*2
posts posts
Ban § Lo b AMA(C5)*2

posts posts

 etpem————

Firgure 5: MSD Organogram
om the respondent; one is a APMA, six were SMA’s, three were MA’s

The research notes that fr
ads the study to conclude that those levels that indicated

and only two were AMA’S. This then le
they could not respond to the questionnaire (because the subject-matter was not understood) were

two APMA’s, seven SMA’s, nine
within the rank of AMA could not have an in-depth understanding of the tools and techniques as

employed by MSD. mainly because th
ving their two year probation a
less. it would be assumed that some form of in-house

MA’s and five AMA’s. It would be expected that only those

is is an entry level that is still at the learning curve. That

is only if they are still ser s government policy does not allow same

to undergo long term training. Nonethe
training, mentoring and/or orientation would have been done to familiarise these officers with

the division work methodology and tools.

The Schemes of Service (S0S) clearly indicate that the ranks of PMA, SMA and MA should b«
MA < "

manned by individuals that have completed their probation and have been trained in Management

Services Certificate (MSC). Howe
and five AMA’s (nong are under probation) do not have the MSC. This is an anomaly as th
y as the

ver. the data collected indicates that five SMA’s, eight MA®
] < S
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functi s . . .
ction and mandate of MSD is purely technical by virtue of the scale and level of organisational
sationa

tran i a 2 : ; _—
sformation that is required, not to mention that the forgoingis civil service wide

i . . .
he pr opotion of the MSD’s officers that responded to the questionnaire and those with tl
ne

requisite MSC is shown below:

MsD Officers

MSD Respondants
Qualifications

Qualifications

i 1st Degree only ( w 1st Degree Only
m 1st Degree + MSC g 1st Degree + MSC

20%

Figure 6: MSD Officers Qualifications data

he MSC pertains to training 1n Lean Service, work Measurement, Time Study, Work Flow

ng. This qualification equips officers with practical

Analye: - N
nalysis and Business Process Engineer!
s with regards to the identific
g to re-engineer business process so as to reduc

e

skills i i 5 . :
ills in management service ations of muda within a production

Process. It enables qualification holder

e customer satisi
degree holders with only 9% (3 respondents) possessin
ssing

ro i ’ ot o "
production costs and ensur action. From the forgoing, the research noted that all

of the sampled respondents Were first

nly 3 of sampled (9%) possessed the MSC qualification.

M
asters Degrees, and 0

The background in MSC training equipped the respondents with the basic understanding of th
] (S

d them to respond to the ques
e techniques applied in the monitoring and control

techniques understudy. It enable tionnaire. From the respondents
63% did not have the basic knowledge of th h
date of MSD. Therefore. t
of the 40 MSD officers only 13 officers possessed the

of . 20/ ;
the wage bill as per the man he 63% were not in a position to apply

the said techniques. Worth noting is that

MSC qualification.

__Page



Figure 7: Summary of the Contemporary Body of Knowledge for MSD

Management Control Business Reforms
©  Cost Control - Financial Management/Accounting o Corporate Strategy & Planning
O Activity based Planning & Costing. o Organisation Methods
o Materiél Control — Procedure audit .. o Organisation Development
z SIZE"AE’UOInS Plan(lj'ling & Controlt o Business Process Re-engineering
nalysis and Managemen o Process Management (M&E)
©  Performance Measurgment and MVanagement §§ o Workflow Distribution and Management
O Rules, Regulations Policy Development P o Lean and Effective Service
i
. | HR Man -
Quality Management  w.., ; PR
.
-,y _ ; it o Communications Model Review
) Stas Quallty Managemell'zt i ¢ Payand Reward Policy Reviews
& Bem';('ca[ Suahty Cenkre " o o Industrial Relations & Man Power Planning
& A I o Motivation -~ Work & Job Design
Procedural Approaches E ol 5 icati
& Cofslince . ©  Work Organisation
o st ‘I o Job Evaluation & Grading
Organisation Culture . o Systems Analysis & Decision S t
©  Appraisal Techniques b ; y i y uppor E——
Ministries Productivity & Quality Continuous Reviews
(For Continuous performance Improvement)
PP Work Measurement
ethod Stuay
. Estimating —Work Measurement
Recording & Analysis of Work Rating — Time Stud
ysis of Wor B b
O Work Layout Studies — Motion Study Sampling Techniques
O Problem Solving — Creativity Standard Data
©  Ergonornics — Operations Research s Work/Rest Regimes
0 Simulation — Materials Handling Pre-Determined Motion — Time Systems
©  Value Analysis © Production Studies
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1at MSD seeks to achieve. This
on the MSC. The diagram

its th
[t is imperative to present the work methodology and outputs

~ o e 6 " £ 1 'n Y
knowledge gives added impetus to the relevance and need for training
clearly illustrates the tools utilised and how they are linked to the clientele in achieving the core
hy s transcend throughout the divisions three
‘s o fid iibilities and tools t
Mandate of the division. These respons
¢ the attainment of the outputs as envisaged in the
i - argued to ensure the attainment o g
Sections. They are on paper argued to

is is somewhat far fr cality based on the
Vi : tes that this is somewhat far from rea Y bas
divisions mandate. However, the study no

failure by 63% of the sampled population to recognise that this research q
on their divisj body of knowledge. This information as dipicted is contained in the divisions
€Ir divisions bod d

uestionnaire was based

official documentation.

S spondents g presented and
" . : istributed amongst the sampled respon c
The questionnaire that was distributed a

analysed below:

: . > e organisational develo ment studjes
) ervice Principle applicable to the organisational deve p S S
Question 1: Is the Lean Service Principle app

that are the mandate of you Division®

- . T ranisational development studies
Table 8: Lean Se]‘vice Prln(:lple aphcahlhty to org S \*ﬁ‘%ﬁ_*;q
r [ Ves { No Not Sure |
[ B “\q-—ﬁ\ﬂ
/‘N‘- 10 J ; s |
| No. of Respondents f S— “\&Y\N‘ﬁ =
{T’;rcentage ’Jr 77 ] e

Y =Y NETeY 1 0 "
From the thirteen respondents that were able to complete the questionnaire, ten (77%) agreed
'om the thi es]

i > questionnaire and based on their knowledge of
Servi inciple as defined on the questionnai
that the Lean Service Principle as

h . > organisational studies commissioned by the division,
ma "MSD, w. -able to the organisationa
the mandate of MSD, was applicab

|  the majority were not able to detail how the
; ‘hen probed further the majority were no
It was interesting to note that when pro

associated the theory to the mandate of the
i > respondents could not associated
t0 MSD. Three (23%) of these responc

division
- : i > to the organisational development studies that are
: : T te e applicable to t
Question 2: Is the JIT technique

. . _" I)
the mandate of you division®
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Table 9: JjT technique applicability to organisational studies

[ ki Ves

/ ‘
I

fm_dents 2 1 { ] o ——\\\J
Percentage | 8 JJ

ee the JIT techni
As much as 85% of the respondents agreed that the JIT tec
they could not however detail in a form of examples how they reached this conc]

No Not Sure

h

que was applicable to MSD work,

usion. They did

not fully grasp that the technique was applied to the production process in service delivery. The
. L11C

1(—5 () I(le ) il > i e ’nhanCinQ rbductiO] (0] ] ventory ]'n thé)‘
3 = at th.e te\.hnquL C
p 1 nts were not aware ﬂ 1 I n

Production process.

Question 3 H the above-mentioned principles as applied by MSD been effective in the
uestion 3: Have 1

) ; es 10 your response.
containment of the wage bill? Kindly include examples to you ]

Table 10: Application of techniques by MSD

|

B )l Yes ’ |
‘HI%Sf Respondents IL 4 j)
- 31

|

Th ti ired that the respondents detail how they arrived at the conclusjon th
€ question require

at the Lean

¢ ¢ effective in the containment of the wage bill, thege
: e tec e were effective in the cc
Service Principle and the JIT techniqu

radictions (fr ¢ 39%) in the s
X I not forthcoming. In fact, contradictions (from the 39%) in the success of these
“Xamples were &

I i 1 - SR n(-iellls ] a Slab”a‘hed I)OS‘Q ]‘lf.d

, r aten year period. The 31% of the respondents
never been reduced and/or remained stagnant over a ten year pe p ents

i ine. | could not exactly pinpoint as to how these
in any production line. They
reduce staff numbers in any prc

tools neither reduced staff numbers nor enabled present staff levels to perform better,
neither

1 asti and Planning techniques a plied in you
- AQ S Sung ana anning q p ) N
i Resources Foreca
Qllestlon 4: Are the Human

(Please tick your response and kindly elaborate o

e O e e a——



Table 11: Application of HRIP techniques in MSD work
\

; 7 Yes ) No ] Not Sure |
I‘\ ’ : 1! 4 """"" _"\-\\\ 1

No. of Respondents l 9 ’ _______ = — ]
K\“_ | 0 I k- 7 I
| P €reentage [ 6 | B
S,

; : ; her tools; total turnover analysis, employee
These HRFp techniques include amongst othe

<ct trends, organisationa] placement

y i S 11l 2 [ b ur In’il'l
' ‘ . evi . ); : llll“atlo a Vi Opn ent S[L[( l‘s..)‘
Sb. i UOH a Te Vo RCVICW Of o € () gl l

feport duced by MSD. contradicted the 69% of the respondents that argued that these tools
“ports produce v MSD, :

: ik ing was understood by the respondents to
) fac an resource forecasting
Were used by MSD. In fact human .
Mere] luding that a requested position was needed or not, based on the duties that are
crely mean conclu s

"~ MSD did not follow the human resource
attached to the position. Studies conducted by MSD did not c

exactly this technique

0 es oc not argue how
forecasting technique. The respondents themselves could g

Was used.

he techni /as not they were of the
"y . ante the ed that the technique was not used,
For the 319 of the respondents that state

3 isational study reports reviewed agree with this
isati ies. ] D organisational s
anisational studies. The MS

org ,
aners using work measurement

e determination of cle
conclusion. Worth noting, is that only the determinatio

tools was identified by only two respondents.

jor wage bill push factors?
Question 5: In your opinion what are the major wage bill push fz

Table 12. Major wage bill push factors

Not New
Ministrys/Departments

Redundant Allowances

Posts

Interference

j Political | Army

) Sure — e
5 2 o4 I
No. of 4 e
Re e e S S
}"’L"em T T 7! 3 g
Percentage 31 j - | S P e
L\

he view ths ¢ army was the major wage bill pugh-
. s were of the view that the army was t ] p
At least 31% of the respondents were o

B 2015 indicates that there were 5 312 Posts attached to the
factor, However, the SPRSA report. 2

Army inclusive of His Majesties close protection unit as of February 2014 (MoPS, 2015, p.9).

my inclusive of Hi ‘ . :

Th Z d tion 4.1 clearly specifies that the bulk of established posts are under MoET,
€ data under section 4. arly =
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Table 7. MSD Years of Service

' Range j Frequency / Per vEntage
T | 3 | .
. 4 | S
i | f | "
T | 2 | 5
e | 13 ,l 100%

Years of experience within the MSD have been argued by the SoS as one of the determining
factors for upward progression and the ability to perform assigned duties by officers. It ig for this

reason that g question of the vears of service was included in the questionnaire.

As shown in table 4 above, there is an average of 8 years of experience within MSD stafy

Members. The relevant techniques to the achievement of the mandate of the division should have

been mastered. Relevant training should have been afforded 1o the officers in building capacity.

as this is a highly technical field. Furthermore, it is noted from the data, none of the respondents
are serving their probation, which is below two years of service, as per GoS regulations, Al] the

respondents qualify for long term training as per GoS Training Policy.

Figure 7 below is a summary of the contemporary body of knowledge for the Management
Services, The diagram identifies the main techniques and application areas used by the MSD in

“Xecuting its portfolio mandate (MoPS, 2017, p.3).
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To this end, the research study notes that the respondents are not aware of the wage bil] push-

facto Al finterest was that 15% of the respondents are of the view that political interference
I'S. SO Of Inter S

Was a major push-factor. They believed that the work of the MSD was hindered by political
directi There was also 31% of the respondents that were not sure what the major wage bill
ves. There was ¢

Push-factors were. This indicates officers that do not seem to know what items of the wage bil]
Must be targeted for review.
xXpenditure

Question ¢ There is a theoretical notion that a huge wage bill overcrowds capital e

~ 29 ~ ' .
i iew is thi > or false: please elaborate your answer with
. i ies; ur view is this true
In most developing countries; in yo

CXamples,

. stal o diture by wage bill
Tab : ding of capital expen
Mcrow / - Yes ’ No Not Sure
L\ 2 4
e S
LPercentage ’ 54 | i |

At least 54% of the respondents agree with this observation, which means t-ha't they recognise
that the current GosS civil service wage bill is not sustainable and has antagonistic consequences
for the development of the country, and the achievement of its service délive;y agezda, :he wage
bill therefore cannot be allowed to outweigh the countries development agenda, under the pretext

O - N c i = E:, S Singlb emp Oy IS i“ mOS[ S“b
llat (8] e['“ > Q Cn'[ lh”g b 21NY 1}[6 ld[ ¢ \‘ o [

. S8 16 “nts (31%) that are not syre
Saharg Countries. It is however noted that there are those respondent (31%) ot sur
< n Cou S

i iver. > f "\/d..,Lr b-ll i IllaiOT C]]a”fl[g’g‘

ibility assiene heir division.
of the country, and a mojor responsibility assigned to th

. o 2 > -/') . % o
Q ined in the Establishment Registers dating from 2010 2016 indicates that
uestion 7: Data containe > LSt o . . |
h 1 average increase of 21% of the wage bill; in your view what jg the main
there has been an annual ave §

ca the of the techniques employed by MSD o level of the
use is it the failure of the of the techniques emp
S¢ of this increase: is it the failure o

. ; ‘our answer.,
deve]opmenta] state of Swaziland? Please elaborate ony

~ Page e
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f ¢ " 5 -
able 14: Main causes wage bill increase

Level of / Both Not Sure Other J

Failure of
Techniques | Development “;
|

| No. 2 S—
'/ of - 2 | 3 3
' Respondents / ‘

Percentage \ |
L Centage " 15 | o5 - 62_**‘“!

The majority of the respondents (62%) argued that other factors contributed to the annual wag

By Je
bill increment, Chief amongst these was political influence. However, the exact examples of
Same were not given, but this alluded to political directives in the establishment of posts

Nevenheless, this could not be ascertained as such political directives were not documented

Question 8: Political and administrative leadership is essential to any administrative and/or

financial reforms; in your opinion has same been forthcoming within your department. Please

elaborated on your answer.

Table 15: Forms of support given to MSD

|

|

t’ / Yes [ No { Not Sure I_m—t\j‘
No. o] 2 | 6 | - —
L \Respondents J |

%e ] 15 ] 46 39 —

It : : - 200, - S :
Was Interesting to observe that 39% of the respondents could neither agree nor disagree with

the view that political and administrative support was given to MSD in its drive to reform
e

Civil service. This might to a large extent be confirmed by the failure of a]] wage bil] refo;
'm

Initiativeg e.g. ASD and EVERS. It is from these respondents (even though not dOCUmented) that
ed) tha

Previous Ministers did not support these initiative. as they felt that they were soft targets and
i S ang

beleaguered the most venerable of the civil services e.g. cleaners and security guards

Question 9: There is a notion within the civil service that the Army constitutes the [
rgest

Proportion of the wage bill; is this statement factual?

_Page



Table 16: Proportion of the Army cost to the wage bill

J.’ Yes 1 No
| PR 1 — N
fmf Respondents [ 2 {
Percentage | 39 | “
Sl |

neutral on this matter. mainly

Notably the majority of the respondents’ preferred to remain
because th tended that they did not have access to the actual Army personne] numbers. Yet
¢ they conte & €

in response to question five, the majority cited the army as the major wage bil push-factor. As
S 3 es ; ¥

1€ notion that the Army

Noted earlier, the data at the disposal of this research contradicts tl
€ompose the largest share of the established posts. As much as the study stated that the Army
o

ld f‘ h ~ AQEaT I 1 S ( nmon ut ldCI’J‘td’ nd] l'lg 1]]&’ t tllel c 1S a neo:s l Ve
()]l n()t ‘ I c researcn e O O eg atiy

Perception to the existence of the Army for a small country such as Swaziland.

= N ... S > > > o Yot
Question 10: The Lean Service Principle was first recommended by the Public Sector

i ‘hi - +0)

. - : ware and/or do you have access to this report

Management Programme in 1999: Are you a . ' - .

if your answer is yes, what is your view of this recommendation
if your answe 3

YES....... ' 5 . ional devel di
; 3% o it nisational deve opment studijes
. ; O rr SD performs its orgar
considering the manner in which M

Table 17: Knowledge of PSMP report e e
Not aware of

Yes Aware but no
Access the report
: gL
No. of 2
Respondents o S
8

—
n

ke ai PRLRE L LR

aware of the core ISAP

[t is unfortunate to learn that the majority of the repondents” were not
pursued by MSD, o

fevival of ASD, Performance Management System (PMS), Lean Service and Payroll and Skilis
val of ASD, =
Were not in a position tq

as

document that made a variety of recommendations that are now being

Audits, MoPS (2016). Therefore, of those sampled that indicated they

'éspond to the questionnaire, (the 37% alluded to earlier) were also not aware of the PSMP report,

o - gap in the orientation of recruits into the division. It demonstrates
This alludes to a management gap in the o
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I TR e bgies that can be a lied to contain the
Question 11: In your opinion what are the best methodologie Pp ¢

swer with examples).
Wage bjl]? (Please elaborate your answer with examples)

Table 18; Best wage bill reduction techniques - o
: - = " Political & Not Clear |
Appropriate [ Economising olitic | |
Skills Mix | options Administrative |
support |
I 5 3 i)
6 - s
|
| |
| Respondents ) ]
L ¥ 46 15 3 |
; Percentage 15 | u B
‘\h

ions as the main options at the
: s noted economising options
As much as 46% of the respondents no

I : i ‘ of those that were proposed were within the Lean
disposal of MSD. Its interesting that none

; sals seek to reform neither service delivery
Servi ) i the proposals seek “
Service and JIT techniques. None of

production i customer satisfaction. The majority were purely designed for the actua]
roduction line nor satis

. i » ) ]\[10(,]\-017 ¥ L lOIn t]lese F)r-()p)()(,,:]x

’ iteal w . This is to say that the majorit
— i er received political support. 1 / -
[his may ex lain why they never receive
R ’ ayroll. When questioned

v of

al of the Army from the p
the respondents identified ASD and removal of the Army fro I
iti sponses (o the knock-on effects that may
in a pos to propose responses :

further, the officers were not in a position

ir jobs. This was a key item as it has been noteg that “the
ing individuals lose their jobs. This was a ke
result from having individuals lose

i S many i S I'e ir ¢ 2 erl’lmcnt CIme¢ inS th@
r' : d 1 & i 12 as ]y ]OE)S as quUlI (:‘d, clnd é()‘/ rema
a 1 /. S ]10'. (.I eatll (L I w
p v te sector m SWalea“ ] =

major employer” (GoS. 2016, p.7).

. B D has not been successful in its mandate 1o
0 b i tom Cabinet that MS
Question 12: There is a notion fro

( ini nt is statement? i “ 4 'llS() .USU'f\’ YOur res e
ont 1 ur hL Stdl(.nklll. I(ln(. } C J Y your I(Ap()n.s !
> i / i ¢ YOLII ()pmlOn O

Table 19: Cabinet perception of MSD

: T taware | Partially " No opinion |
[\ Notion is Notion is No "W. | d pilay |
correct misguided of notion | true, but /
/ | there are
’ ' other factors
——
|
' No. of 1 o }
|
Respondents S
e 77 J - |
| Percentage I 8 SRR




Reasons given by the 77% of the respondents to maintain that Cabinet was misguided in jts

conclusions on MSD, was that there was political interference in the undertaking of the mandate

of MSD. To this end. it was argued that unfounded and undocumented instructions on the

Creation of certain posts were made. These were mostly pointed to be rampant within the Armed

Forces (i.e. Police, Correctional Services and the Army). However. further Cross-examination

into the question unearthed the desire to have MSD functional so as to ensure job security. The

failure to manage the wage bill was not at all placed on the ineffectiveness of the tools at the

disposal of MSD. even though many were not sure of how these tools were practically utilized

4.7.Lean Service Principle, JIT technique and PSMP Data Analysis

MSD conducts organisational reviews on systems and procedure audits to attain a “Lean Cjvi]
Service” as based on the PSMP that was initiated by GoS in the 1995 and reviewed between

1999 and 2005. The programme identified a number of initiatives that would seek to curb the
low service delivery rates by the civil service. Amongst these were that the civil service should

5 e ol - E — 2 e S N s
be reconfigured to be more “Lean and Efficient” and this was to be achieved through reduction

and/or control of the posts/positions created for ministries/departments and the outsourcing of

none-core government functions.

The PSMP was designed to raise the standards of service delivery and to realise greater efficiency

and cost effectiveness of the civil service. As a result the under-listed were identified ag the

Programmes outputs/objectives:

(1) Develop clear and appropriate ministerial missions. objectives, strategies, structures and

staffing levels;

(2)  Identify areas where Government involvement needs to be reduced ot is found to be

Ly

inappropriate, and to increase the participation of the private sector, non-governmenta|

organisations (NGOs) and individuals in the provision of services:

3) Improve the performance and productivity of the public service for efficient and effective

delivery of services, through new or revised operating, technical and management systems and

new or revised human resources management systems;
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(4) Build the capacity and capability of operational staff. and middle level and senior public

S¢ctor managers, through training:
(35) Create and increase awareness and to disseminate information to public servants and the
nation at large about the compelling need for public sector reform and the goals, objectives and

activities of the programme, in order to encourage support and ownership of the PSMP; (MoPS.

1999, p.3)

[n pursuit of the objectives as highlighted. Lean Service Principle was identified and is the
guiding philosophy of the MSD based on the PSMP. Worth mentioning is that the PSMP projec
staff were absorbed by MSD to ensure the implementation of the PSMP objectives. To this end.
Maleyeff (2007, p.9) advocates that Lean Service can be defined as a “management approach
that seeks to maximise value to customers, both internal and external, while simultaneous] y
removing wasteful activities and practices”. He also argues that Lean is not just an organisational
nent principle that should be embraced to achieve

development technique but a managen

efficiency and improved productivity.

There has not been a detailed appraisal of how well the division has pursued and/or implemented
the PSMP as a base for service delivery and SAP for the GoS. The PSMP’s usage as a mechanism
to reconfigure the functionality of ministries/departments within the Lean Service Principle has
also not been evaluated. However, as indicated in the previous section, 77% of the respondents

were not aware of the PSMP report (refer to Table 17). They had no access to it nor were they

oriented on its recommendations.

Public service reform becomes necessary when uncontrolled growth of the establishment.
combined with unsustainable levels of pay (often aggravated by a deterioration of the economy)
force the wage bill to surpass its economic development. On the foundation of this statement
the GoS initiated the self-imposed Internal Structural Adjustment Programme (ISAP) through
the implementation of the PSMP in 1999. It is this programme that observed the trend towards

a ballooning civil service, and as the indication of the data discussed. the programme was

correct in its observations.

This programme was born out of the introduction of the NPM paradigm into the public service

management discourse. Many governments have embraced the NPM as the framework or
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paradigm through which governments are modernised and the public sector re-engineered. The

NPM movement is driven by the desire to maximise production and allocate efficiencies that

is hampered by public agencies, that are unresponsive to the demands of citizens Zawalinska
(2004). Swaziland is of no immunity to the observations by the author, and as 3 result, MSD
was given added responsibility based on this doctrine, and reaffirmed by the absorption o fihe

PSMPp staff into the staff compliment of the division at the end of the project.

The Lean Service Principle was born of this programme. It was promoted as a means by which

the increase of the civil service would be curtailed. Chief amongst the methodologies that the

PSMP  recommended were; retrenchments, early retirement programmes, freezing on

'ecruitment, freezing of increases on pay scales and outsourcing. However. these
'ecommendation do not fall within the tools advocated for by the Lean Service Principle.
odology of MSD.

The Lean Service Princi ple continues to be the cornerstone to the work meth
The Honorable Minister for Public Service in his 2017/18 financial year budget request —
noted that MSD shall continue to persue Lean Service “to control the size of the public service

whilst ensuring a meritorious quality service. The Ministry will additionally undertake work

study and work reviews to determine the need for requested new positions” ( MoPS, 2016, p. 1),

However, as alluded to there is no direct linkage to the PSMP recommendations and the [ ean

Service tools that are utilised by MSD.

The Lean Service techniques are mainly process improvement, waste reduction, customer
satisfaction, production alignment, and reduction in production cost techniques. As 3 result.

Pienkowski (2014, p.3) notes that the core applicability of Lean Service is the reduction in

“Muda (uselessness), Muri (overburden) and Mura (variation in production volume), which

Iepresent the essence of complete and permanant waste (an activity which does not add value

to the product) elimination in the production process”.

The forgoing is contrary to the spirit of the PSMP report, as it does not identify the itemg -

indicated to be the means to the reduction of the wage bill. The respondents also did not ident; fy

the techniques as those that would result in retrenchments, early retirement programmes

freezing on recruitment, freezing of increases on pay scales and outsourcing,
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Leite & Viena (2013, p.15) argues that the most dominate human resource application of Lean
Service, is the “empowerment” for employees and teams. This notion is in line with the
principles of establishing an organisation that embraces the involvement of the human resource
in the value streaming of the production process. The PSMP report and the respondents did not

identify the foregoing as items the can contribute to the reduction and/or control of the wage

bill.

The argument is that for an organisation to effectively meet custormers’ needs, it requires to
follow through with the TQM principle. This principle involves the efforts designed 2t
Improving quality at every level of the organisation. Therein rests the involvement of the human
resources function. The employees should be involved and motivated in the definition and

Quantification of product and systems reliability, performance, durability, courtesy, promptness

and general organisational atmosphere.

Based on the forgoing, the TQM and Lean Service Principle are designed to enhance employee
performance and not directly reduce their numbers in the production process. As a result.
employees are expected to contribute by seeking out, identify and correcting quality problems.
If these tenants were to be transposed to the context of the GoS civil service, MSD would be
tasked with motivating employees to perform their operations in a more effective manner. The
civil service would be “Lean” in that its service processes would directly meet the expectations

of the masses. This however, does not directly imply that the wage bill would be drastically
reduced.

The human resource component is also appreciated when reviewing the broad view of the
organisation philosophy within the JIT technique. This view is of the notion that employees
should not focus exclusively on their own tasks and/or duties, but must understand the
processes within the entire spectrum of the organisation. This is suggested because each and
every task or duty is linked to another in the production process, which must result in customer
satisfaction, as all employees are responsible for satisfying customers. This is directly linked
to the visibility of the production or service process. Once again it is witnessed that this
technique as well is not purely and directly designed for the reduction of staff complements, as
is the overreaching goal of MSD’s application of these techniques. Furthermore, as noted the
respondents did not identify the JIT techniques as explained to result in the reduction of the

wage bill. In fact, 46% of the respondents identified economising as the be methodology for

_ Page
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Wage bill reduction (refer to Table 18). This methodology is not within the JIT technique

application.

Principle, i

As noted that the PSMP was the main doctrine that pushed for the Lean Service
ate 1998

Was later evaluated and refocused with objectives that were more streamlined, up to |
it had not meet its goals. Worth noting is that the objective to reduce the civil service did not

clearly appear in the Framework For More Effective Implementation of the Public Sector

Management Programme report 1999. What was then termed as objective 3: “To improve the
performance and productivity of the public service for effective and efficient delivery of,

Services, through new or revised operating, technical and management Systems and new or
revised human resources management system”, took center stage. But lessons of experience
have indicated that the reduction of the wage bill resurfaced in later years, especially with the

decline in Foy eign Direct Investment (FDI) as a result of the lifting of trade barriers in the

Republic of South Africa at the fall of the arpatheid regime. This situation was as discussed

previously worsened by the decline in SACU receipts and the continued failure by the country

to device domestic sources of revenue.

The third objective of the revised framework speaks directly to the main tenants of Lean Service

Principle. But it must be noted that the change in operations and Mmanagement system does po

tally with reduction in staff numbers. It speaks to the manner in which inputs can be converted

Lo outputs that are customer centric goods and service. It refers to a civil service that js

Teésponsive, accountable and transparent in its dealing with the populace. A civil service that
8uarantees value for money, not only for the populace, but also in its own internal operations.

However, is also does not directly result in the reduction of the civil service head-count.

There are methodologies that have been conceptualised and were at ope point or another

customised for the GoS civil service reform agenda. As part of the PSMP. ASD wag

fecommended, wherein certain “non-core™ service were identified for ejther outsourcing or

decentralisation to local government structures. Amongst these were cleaning services, security

services, revenue collection services, consultancy services i.e. MSD & Swaziland Instityte of

Management and Public Administration (SIMPA), abattoirs, facilities maintenance and fleet

' iy? y o3 N 5 > sl a ’)
Management to mention but a few (PricewaterhouseCooper, 2003).
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Another facility was EVERS in 2006, which attempted to give exit packages to individuals who

Wished to leave the service before their retirement age who had served a minimum of ten years.

The Jatest attempt was through Establishment Circular No.9. 2010: Freezing of Vacant Posts

and Suspension of all Appointments into the Service. Noteworthy, is that none of this

Programmes were ever fully implemented and/or adhered to. The only ASD success story was

the removal of the Income Tax and Customs Department and its conversion into the Swaziland

Revenue Authority (SRA), but the revenue centers remained as part of the Treasury and Stores

Department. The EVERS did not receive political support as did some of the ASD items. These
were good reform agendas, but for them to succeed they required political support. Stevens &
Teggemann (2004), noted that lack of political support resulted in the failure of reform

Programmes. Establishment Circular No.9, 2010, was only successful for only two financial

years (during the economic downturn), and then witnessed a boom in the creation of posts

thereafter.

Based on the current literature and items achieved under the Lean Service Principle and the JT

technique, the study notes that a more suitable methodology in personne] determination is
HRFP. This includes a number of steps and processes that are postulated to result in more
Organisational structured human resource recruitment. This methodology stems from the
Organasational Strategic Plan (as determined by the Board and top management), which is then

translated into a Human Resource Strategy (HRS) that is reduced to a Human Resource Plan
(HRP).

This process entails a number of steps as highlighted by Bulmash (201 5)., the most key of these
is the establishment of a Human Resource Planning Team (HRPT), which in the context of GGos
is the mandate given to MSD. It is this team that aligns the HRP to the organisational strategy,
[t is mandated to pursue the tools as assigned in the determination of personnel requirements.
Firstly, the team must understand the Appropriate Planning Horizon, which is defined is 1
Judgement about how far into the future predictions can be made, taking into consideration

acceptable levels of operational, organisational, and environmental uncertainties. Bulmash

(2015) also postulates that this can be on a yearly base or within the mid-term.
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4.9. Chapter Summary

This chapter conclusively indicated that the civil service wage bill is an issue for concern. It has
clearly shown that this item has outpaced the capital programme expansion and compromised
development. There has been a clear indication that the lack of MSC qualification within the
MSD has resulted in the failure to apply the requisite tools and techniques. As 75% of the officers
within the division do not possess the MSC (refer to Figure 6). There has not been a clear link
between the provisions of the Lean Service Principle, the JIT techniques and the
recommendations of the PSMP. The latter recommended retrenchments, early retirement
programmes, freezing on recruitment, freezing of increases on pay scales and outsourcing as
mean to the reduction of the wage bill. However, these methodologies do not form part of the
provisions of the Lean Service Principle and the JIT techniques. The usage of a lean and efficient

civil service in the PSMP was not then correlated to specific tools that would result to the GoS
civil service being lean and effective.
The respondents were aware of the Lean Service Principle and the JIT technique. but they were

not able to detail these tools applicability to the reduction of the wage bill. Close to 77% of the

respondents (refer to Table 17) did not know of the PSMP report that advocated for the lean and

effective civil service.
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Chapter 5- Conclusion and Recommendations

“

5.1. Introduction

This research addressed the veracity of the increase in the wage bill as a result of the failure of

MSD in the implementation of the principles applied and the relevance of said principles in the
context of the civil service (service sector) as adopted from the manufacturing sector.

Moving forward appropriate methodologies for the reduction and management of the civil

Service wage bill should be devised based on the outcomes of this research, and if determined

the capacity and mandated of the MSD shall be strengthened.

HRFP techniques have proved to be more relevant to the determination o frequired posts, as thev

N0t only indicate relevant numbers. but also consider the organisation context and market
environment. They enable organisation to identify personnel requirements from the Strategic
direction and intent of the organisation. Furthermore. the labour market is adequately considered

and enables appropriate human resource planning. This is a key element that g cash-strapped

government like GoS is in dire need of. The adoption of the HRFP will prove to be an Innovative

Move towards the balancing of competing needs for manpower and socio-economic development
of the citizenry.

In pursuit of the HRFP a Team must engage into an evaluation of the internal laboyr force of any

Ministry/department. This Team must be in the context of Swaziland be the MSD. The e aluation

of internal labour force ensures identification of the nature of the employment status of the

Organisations current employee’s e.g. Contract, temporal, permanent and pensionable, seasona)

and interns to mention just a few. From this stage the process moves on to the conduct of a skils

audit or human resource (HR) audit, of which GoS undertook as contained in the SPRSA 2015

The skills audit enables the organisation to understand under which functions is it lacking and

requires engaging into a capacity building programme. Furthermore, The HR audit compares

the past with the present labour specifications to identify trends and patterns in multiple aspects.

including turnover, training, absence, and diversity. An HR audit can identify key information

about HR operations, including how well they work, and where improvement may be necded
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Bulmash (2015). This has been a fundamentally lacking aspect in the tools and techniques

utilized by MSD.
The MSD must then consider external labour force, before a final determination of the need 1o

create a post is made. The labour pool that will supply the
attain its identified operations and service delivery needs must be known to the entity. The M SD

organisation with the right skills to

©an go as far as creating relations with training institutions that have been identified as potentia]

Supply  sources of human resources, specific to the operations  of the varioys

Ministries/departments. [n the context of Swaziland there is an already established entity within
GoS mandated to collect data and forecast labour market personnel requirements; this unit is

known as the Human Resource Planning and Development Unit (HRPD) under the Ministry of

Labour and Social Security (MoLSS). Closer relations can be forged between MSD and HRPD

S0 as to feed into the operations of MSD as far as HRFP is concerned.

Another Important stage that must also be engaged into is Trend Analysis; which assumes that

Past trends and ratios in employee movement are stable and indicative of future trends and ratios
in employee movement. The information collected in the HR audit is used to identify labour
patterns—hiring patterns, retirement patterns, productivity patterns. and turnover patterns. By

SXamining the trends of the past, predictions of the effect of the same activity on the future of

the organisation, because it is assumed that these patterns will remain stable. This will enable

MSD to be better understanding of the labour dynamics as per individual ministry/departmen

such that specific labour practises are recommended and adopted.

[fall the above steps within the process are successfully undertaken, Demand Forecasting is then
pursued. Bulmash (2015, p.15) argues that demand analysis identifies the future workforce

requirements needed to maintain the organisation’s mission and goals. The end resylq of a

demand analysis is the identification of the required number of employees in an organisation an

the necessary functions that the employee must perform to meet organisational objectives. This

will better contribute to the budgeting function for future personnel costs. and to an extent

making personnel budgeting more predictable.

[t is after the careful and well-articulated undertaking of the steps and activities, as highlighted

in the HRFP that posts within an organisation can be considered for creation. However, it muyst

be noted that this process must have the support of the leadership of any organisation. In the
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context of the civil service, Principal Gecretaries and their managers from the client
ministries/departments must offer this support. It is the belief of this research that it is after this
detailed process the Lean Service Principle and the JIT technique can then be engaged into. The
notion of Kaizen (continues improvement) then comes into play. The implementation of the
HRFP process creates a proper environment for the use of the Lean Service Principle and the JIT

technique.

[ for example a new position(s) have been created it is then that the production process can be
and streamline the activities into customer satisfaction. Value

investigated to remove Muda
soic goals of the organisation as supported by the HRP.

creation of any service must meet the strategl
aken so as to identify areas of adjustment

A continues review of these activities must be undert
and cost saving. This is also true if the HRFP resulted in the none-creation of a new position.

3.2. Conclusion
MoPS has not invested heavily in the capacity building of the MSD staff in Lean Service
Principles and JIT technique. especi

(refer to Figure 4). The failure in the training of these techniques has resulted in these officers

not being fully utilised. The wage bill has as
ribution to same.

ally the 63% of officers that failed to respond to the study

a result continued to increase, and the political
discourse has also made a huge cont

It has been noted that as much as there are no “ghost employees™ within the civil service. there
is a huge number of established posts that are manned by more employees than those that have
been sanctioned. This is a major cause for concern as it is not clear as to how this was allowed
to happen. This implies failure by MSD to properly manage the establishment of post and the

assignment to each post to one officer per post.

The major wage bill push-factor has been the continued creation of posts mainly within the
education sector and armed forces. There has not been any evidence of the application of the
tools and techniques at the disposal of the division. Most notably is the political influence in the

creation of posts as noted in the 2017/18 financial year, were over 1000 posts were approved by

Cabinet without following due techniques and principles.
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The techniques and tools have been noted to be process and systems improvement tools that are

designed o created customer value in the production line and remove waste, Other

Methodologies that were carmarked for the reduction of the civil service head count have not had

Sufficient political support. and therefore up-to-date have not been implemented. The sanctioning

of Cabinet policies without the identification and/or consideration of the resources needed for

their implementation has also resulted in the addition of the civil service head count. The salary

feview as implemented in April 2016 along with the yearly cost of leaving adjustment has als
increased the basic civil service minimum salaries. and undoubtedly increased the general wage

bill.

The research has been able to fill the knowledge gap with regards to the success of MSD in t;

altainment of its mandate. There is now knowledge on why the tools and techniques as should

be employed by MSD have failed. The major defect in the said tools is that they were not purely

designed for wage bill control. The tools and techniques have failed, and this has also been as 5

result of the lack of training on the said tools and technique

Based on the trend analysis as employed in this research, it is evident that the wage bi] is an

oIre

issue and will continue to increase unless decisive action and techniques are emploved. Ther

has been a steady increase of the civil service head-count, even though Cabinet has sanctioned

establishment circulars that restrain the creation of additional post, clearly there is a major issue

to be addressed with a great sense of urgency.

5.3. Recommendations

Based on the findings of this research the under-listed recommendations are put forth:

e [t is recommended that Lean Service Principle and the JIT technique should not he used

to control and/or manage the wage bill, but must be used for process and systems

improvement to create customer value. This is one of the main items that MSD has 1o
achieve.

It is recommended that all MSD employees that do not possess the MSC be afforded an

opportunity to be trained in this qualification. This will enable the officers to understand

the application of Lean Service and other relevant techniques in customer value creation

i
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and reduction of muda, mura and muri within the service delivery production lire of

individual ministries/department.

[t is recommended that HRFP be adopted as a more relevant technique to determine the

number and caliber of required posts within the civil service. These techniques have heen
proven to be a more logical 100l that has the potential to control the creation of posts as
they purely deal with the relevance of a required function or duty in the attainment of an

organisations strategic direction.

It is recommended that not only should the MSD staff be trained on the Lean Service
Principle and the JIT technigue, but must also be trained on the HREP. This will enable
a better appreciation of this technique and its tools. This will also broaden the officers

understanding and appreciation of the requirements of organisational processes and
manpower planning.

It is recommended that personnel requirements must be linked to the specific

ministry/departments HRP  that is intricately strategically linked 1o that
ministry/departments mandate, vision, goals and strategic direction over that Strategic

period.

It is recommended that all posts that were created without the requisite establishment

Justification (those identified by the SPRSA) be abolished if they are vacant and/or
abolished as a result of natural attrition. In line with the forgoing the creation of posts for
the armed forces must also be subjected due the relevant organisationa] development
processes, not political directives.

It is recommended that a strategic review and work methodology review for MSD itself

be conducted. This process can be undertaken by a private consultancy firm, as MS

may not be objective in its own review. This review will enable the determination of the

most appropriate tools and techniques that the MSD can utilise, as discussed by this

research study.

On the strength of the forgoing, it is recommended that Cabinet considers and approves

a capacity building program for MSD before it contemplates disbanding the division
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Furthermore, it must also cogitate its political role in the creation of posts without due
technical considerations.

It is recommended that all political policies be carefully considered for their manpower

resource needs prior to them being implemented. It has been proven in this research tha

more often than not these tend to have a huge personnel component to them that are

neither properly identified nor budgeted for.

It is recommended that the personnel reduction programmes, e.g. EVERS and ASD be
reconsidered and revitalised so as to contribute to the reduction of the civil service head-
count. The need for political support of these programmes cannot be over accentuated.
This is also on the strength that the majority of the respondents identified reduction of
personnel as the best option to reduce the civil service. However, this should pe done

with due consideration of all social-economic factors that may affect those identified

under the personnel reduction programme.

It is recommended that the notion among MSD officers that the Army is the major push-
factor for the wage bill be addressed. This is in line with the findings of this research that
the education sector is the major wage bill head count push-factor. The notion implies
that there is a lack of understanding amongst officers of the major wage bil] push-factors.

This also indicates that the officers are not in a position to readily identify which areas of

the wage bill need attention.

It is recommended that on the strength of the above recommendation, the MSD officers

must be oriented on the major mandate giving documents for the department. These must
not only be limited to the PSMP report but also the Chief Udoji and Wamawalwa
Commission reports. It has been clearly shown by this research that the officers are not

preview to the founding documents of the department they service. This is a concerning

anomaly.
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Division, Swaziland” bas gone through the editing process as por the requirements of the

MPPOSCTHe IS W el whe an the report

;(”i"\'{.w]!,\_'\. The work « 15 reviewesd and subs

| hape this cometit satisfies vouyr regulrements

Yours sincerely

e S S —
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