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FORMATIVE ASSESSMENT 

Activity SO1 AC 1-4

Work in pairs

· Define what you think the overall strategy of your organisation is.  Quote from the mission and vision statement and then state what the overall direction of the organisation is.  Also state what you think key success factors influence your organisation.

· Identify the elements of the overall strategy that refer to your own work, giving examples

· Discuss your findings in your groups

Group activity

Divide the class into three groups.  

Group A to discuss advantages of having an overall strategy

Group B to discuss disadvantages of having an overall strategy

Group C to ask questions of both groups and note main points on flip chart paper.  At the end group C is to recommend whether to have an overall strategy or not, based on the presentations of the two groups.

Group Activity SO2 AC 1-2

Identify the objectives and activities for your own area of responsibility. Remember that your area of responsibility includes your team/section/Department. In other words, what is it that your team or section has to do on a daily basis. Explain this on the basis of the standard operating procedures in your organisation.

Also explain the goals, performance outcomes, outputs, key performance areas and key performance and objectives of your team or section.

Present your findings to the list of the class for further discussion.

Group activity SO3 AC 1-3

· Identify the role of your group in class in terms of the overall strategy of the college/training provider

· Explain this role to the rest of the class through a presentation

· Also explain the feedback mechanisms that exist in terms of the training process, assessments and final accreditation.  You will find details of this in the assessments guide
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INTRODUCTION

Welcome to the learning programme

Follow along in the guide as the training practitioner takes you through the material. Make notes and sketches that will help you to understand and remember what you have learnt. Take notes and share information with your colleagues. Important and relevant information and skills are transferred by sharing!
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This learning programme is divided into sections. Each section is preceded by a description of the required outcomes and assessment criteria as contained in the unit standards specified by the South African Qualifications Authority. These descriptions will define what you have to know and be able to do in order to be awarded the credits attached to this learning programme. These credits are regarded as building blocks towards achieving a National Qualification upon successful assessment and can never be taken away from you!

Structure 

Programme methodology

[image: image54.wmf]
The programme methodology includes facilitator presentations, readings, individual activities, group discussions and skill application exercises.

Know what you want to get out of the programme from the beginning and start applying your new skills immediately.  Participate as much as possible so that the learning will be interactive and stimulating.

The following principles were applied in designing the course:

· Because the course is designed to maximise interactive learning, you are encouraged and required to participate fully during the group exercises

· As a learner you  will be presented with numerous problems and will be required to fully apply your mind to finding solutions to problems before being presented with the course presenter’s solutions to the problems

· Through participation and interaction the learners can learn as much from each other as they do from the course presenter

· Although learners attending the course may have varied degrees of experience in the subject matter, the course is designed to ensure that all delegates complete the course with the same level of understanding

· Because reflection forms an important component of adult learning, some learning resources will be followed by a self-assessment which is designed so that the learner will reflect on the material just completed.

This approach to course construction will ensure that learners first apply their minds to finding solutions to problems before the answers are provided, which will then maximise the learning process which is further strengthened by reflecting on the material covered by means of the self-assessments.

Different role players in delivery process

· Learner

· Facilitator

· Assessor

· Moderator

What Learning Material you should have

This learning material has also been designed to provide the learner with a comprehensive reference guide.

It is important that you take responsibility for your own learning process; this includes taking care of your learner material.  You should at all times have the following material with you:
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Learner Guide
	This learner guide is your valuable possession:

This is your textbook and reference material, which provides you with all the information you will require to meet the exit level outcomes. 
During contact sessions, your facilitator will use this guide and will facilitate the learning process. During contact sessions a variety of activities will assist you to gain knowledge and skills. 

Follow along in the guide as the training practitioner takes you through the material. Make notes and sketches that will help you to understand and remember what you have learnt. Take and share information with your colleagues. Important and relevant information and skills are transferred by sharing!

This learning programme is divided into sections. Each section is preceded by a description of the required outcomes and assessment criteria as contained in the unit standards specified by the South African Qualifications Authority. These descriptions will define what you have to know and be able to do in order to be awarded the credits attached to this learning programme. These credits are regarded as building blocks towards achieving a National Qualification upon successful assessment and can never be taken away from you!
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	The Formative Assessment Workbook supports the Learner Guide and assists you in applying what you have learnt. 

The formative assessment workbook contains classroom activities that you have to complete in the classroom, during contact sessions either in groups or individually.

You are required to complete all activities in the Formative Assessment Workbook. 

The facilitator will assist, lead and coach you through the process.

These activities ensure that you understand the content of the material and that you get an opportunity to test your understanding. 


Different types of activities you can expect

To accommodate your learning preferences, a variety of different types of activities are included in the formative and summative assessments. They will assist you to achieve the outcomes (correct results) and should guide you through the learning process, making learning a positive and pleasant experience.
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The table below provides you with more information related to the types of activities. 

	Types of Activities
	Description
	Purpose

	Knowledge Activities
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	You are required to complete these activities on your own. 



	These activities normally test your understanding and ability to apply the information.

	Skills Application Activities
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	You need to complete these activities in the workplace 


	These activities require you to apply the knowledge  and skills  gained in the workplace
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Natural Occurring Evidence


	You need to collect information and samples of documents from the workplace.
	These activities ensure you get the opportunity to learn from experts in the industry.

Collecting examples demonstrates how to implement knowledge and skills in a practical way


Learner Administration 

[image: image60.png]



Attendance Register

You are required to sign the Attendance Register every day you attend training sessions facilitated by a facilitator. 

Programme Evaluation Form 

On completion you will be supplied with a “Learning programme Evaluation Form”. You are required to evaluate your experience in attending the programme.

Please complete the form at the end of the programme, as this will assist us in improving our service and programme material.  Your assistance is highly appreciated.

Assessments

The only way to establish whether a learner is competent and has accomplished the specific outcomes is through the assessment process.  Assessment involves collecting and interpreting evidence about the learners’ ability to perform a task.

To qualify and receive credits towards your qualification, a registered Assessor will conduct an evaluation and assessment of your portfolio of evidence and competency.

This programme has been aligned to registered unit standards.  You will be assessed against the outcomes as stipulated in the unit standard by completing assessments and by compiling a portfolio of evidence that provides proof of your ability to apply the learning to your work situation.
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How will Assessments commence?
Formative Assessments 
The assessment process is easy to follow. You will be guided by the Facilitator. Your responsibility is to complete all the activities in the Formative Assessment Workbook and submit it to your facilitator. 

Summative Assessments 
You will be required to complete a series of summative assessments. The Summative Assessment Guide will assist you in identifying the evidence required for final assessment purposes. You will be required to complete these activities on your own time, using real life projects in your workplace or business environment in preparing evidence for your Portfolio of Evidence. Your Facilitator will provide more details in this regard.

To qualify and receive credits towards your qualification, a registered Assessor will conduct an evaluation and assessment of your portfolio of evidence and competency.

Learner Support

The responsibility of learning rests with you, so be proactive and ask questions and seek assistance and help from your facilitator, if required.
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Please remember that this Skills Programme is based on outcomes based education principles which implies the following:

· You are responsible for your own learning – make sure you manage your study, research and workplace time effectively. 

· Learning activities are learner driven – make sure you use the Learner Guide and Formative Assessment Workbook in the manner intended, and are familiar with the workplace requirements.  

· The Facilitator is there to reasonably assist you during contact, practical and workplace time for this programme – make sure that you have his/her contact details.

· You are responsible for the safekeeping of your completed Formative Assessment Workbook and Workplace Guide 

· If you need assistance please contact your facilitator who will gladly assist you.

· If you have any special needs please inform the facilitator 

Learner Expectations 

Please prepare the following information. You will then be asked to introduce yourself to the instructor as well as your fellow learners
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	Your name: 

	

	

	The organisation you represent: 

	

	

	Your position in organisation: 

	

	

	What do you hope to achieve by attending this course / what are your course expectations?

	

	

	

	

	


UNIT STANDARD

Unit standard number
242813
Unit standard title
Explain the contribution made by own area of responsibility to the overall organisational strategy 
NQF level

4
Credits

5
Purpose of unit standard

This Unit Standard specifies the knowledge and skills required to evaluate the contribution of own area of responsibility to the overall strategy of the organisation. This Unit Standard is intended for junior managers of organisations
Learning assumed to be in place
Learners should be competent in Communication and Mathematical Literacy at NQF Level 3
Unit standard range

· Area of responsibility` includes, but is not limited to, cost centre, section, department or team. 

· `Junior managers` include, but are not limited to, team leaders, supervisors, foremen and section heads. 

· `Standard Operating Procedures` (SOPs) may comprise formal written documents or accepted practices in the organisation. 

· `Organisation` includes but is not limited to, workplace, work context, work unit, company, department or section. 
Specific outcomes and assessment criteria

Specific outcome one: Demonstrate an understanding of the overall strategy of an organisation
Assessment criteria

· The term `overall strategy` is defined in terms of recognised theory and practice

· Overall strategy includes, but is not limited to, mission, vision, overall direction, business strategy, long-term strategy or key success factors

· The advantages and disadvantages of having/not having an overall strategy are explained and discussed, with examples

· The overall strategy of an organisation is identified, through discussion with management, or by referencing relevant documents

· The elements of the overall strategy that are relevant to own area of responsibility are identified, with examples
Specific outcome two: Demonstrate an understanding of how the activities of own are of responsibility align with the overall strategy of the organisation
Assessment criteria

· The objectives and activities of own area of responsibility are identified and explained according to Standard Operating Procedures
· Objectives and activities are explained in relationship to the overall strategy of the organisation in relation to the concept of management. Objectives include, but are not limited to, the following: goals, performance outcomes, outputs, KPOs and KPAs
Specific outcome three: Communicate to the members of the team how its area of responsibility aligns to the overall strategy
Assessment criteria

· The role of the team is identified in terms of overall strategy
· The role is explained to team members through written and/or verbal communication
· Feedback mechanisms are utilised according to Standard Operating Procedures
Specific outcome four: Identify and explain the difference between the line and support 
Critical Cross-field Outcomes (CCFO):
· Learners are able to make decisions in identifying the activities and objectives in their area of responsibility
· Learners are able to communicate the role of their area of responsibility within the context of the organisation`s overall strategy to their team members

· Learners are able to demonstrate an understanding of the world as a set of related systems when explaining the term `overall strategy

· This unit standard replaces unit standard 13942 , " Demonstrate a basic understanding of the role of a business strategy in managing a small business or a business unit ", Level 4, 5 credits
ORGANISATIONAL STRATEGY
Specific outcome one
Demonstrate an understanding of the overall strategy of an organisation

Assessment criteria

· The term `overall strategy` is defined in terms of recognised theory and practice. Overall strategy includes, but is not limited to, mission, vision, overall direction, business strategy, long-term strategy or key success factors

· The advantages and disadvantages of having/not having an overall strategy are explained and discussed, with examples

· The overall strategy of an organisation is identified, through discussion with management, or by referencing relevant documents

· The elements of the overall strategy that are relevant to own area of responsibility are identified, with examples

Strategy

Overall direction
In order to determine where it is going, the organisation needs to know exactly where it stands, then determines where it wants to go and how it will get there. The resulting document is called the "strategic plan".

Strategic planning, therefore, is when an organisation defines the overall direction it will take in the future and then making decisions to ensure that the strategy is successfully implemented, e.g. allocating resources such as money and people to specific activities.
The developing of a strategy represents a commitment by management to pursue a particular set of actions in order to 

· grow the business, 

· attract and please customers, 
· compete successfully, 
· conduct operations, and 
· improve the company’s ﬁnancial and market performance.
A company’s strategy consists of the competitive moves and business approaches that managers are employing to grow the business, attract and please customers, compete successfully, conduct operations, and achieve the targeted levels of organisational performance

An overall strategy for an organisaiton will include the following:

· A mission and vision statement

· The overall direction the organisation will take

· The business and long-term strategy of the organisation

· key success factors
Long-term strategy

Strategic planning is sometimes called overall corporate planning. It relates to the general objectives of the organisation, the corporate mission, the present and proposed markets of the organisation, growth plans, divestment, acquisition or diversification.

Objectives are set and strategies formulated at top management level. The time horizons for strategic planning are generally long term.

In simplified terms a strategic plan is a formalised plan to reach the medium to long-term objectives of the business. 

Strategic plans are formulated by top management or the owners of the business and they are designed to meet the organisation’s broad goals.   Strategic plans are usually long term – for five years and longer – and they focus on the entire organization.
The strategic plan communicates the vision or desired future state of the business and the plans and milestones to realise the vision. 

The mission and vision statement
The Vision Statement

Every business, no matter how small, should have a vision statement.  

You have to know:

· what you are going to do differently from other similar businesses, 

· you have to know where you want your business to be in 1 year’s time, in two years, in five years 

· and you have to know how you are going to get there.

· The vision statement should help your employees see how their hard work contributes to the success of the business.

· The vision statement should also show the values that are important to the business, such as knowledge, customer service, customer safety, etc.

· The vision statement is also included in the business plan.

A clear vision is important to a business for the following reasons:

· A vision promotes change.  A vision is like a road map for a business.  When you have to make changes in your business, such as buying more vehicles, or starting new routes, your vision helps you to make the right decisions.

· Businesses that have a vision statement do better than businesses who don’t.

· The vision statement helps you and your employees to focus on things that are important to the business.

· If you make your employees aware of the vision statement it increases job satisfaction, commitment from employees and productivity.

A vision, in other words, is a short statement of what the company wants to achieve: the desired end result of a company, organisation or business. 

XYZ is a highly effective and profitable company that plays a key role in the community.  XYZ is respected for its high quality service and exceptional safety record.  

If we evaluate the vision statement from a customer’s perspective:

· From a customer perspective:  we have to be effective if we want passengers to use our service.

· We can only stay in business if we are profitable.

· Our company and the service we provide has to be accepted and supported by the community in which we provide out service. 

· We regard safety as very important in our business.

What does it mean to have a vision statement?
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Having a vision means that managers always think about how to take their organization into the future, with the changes and challenges it may bring

· We live in a society that is constantly changing.  The vision serves as a road map and a checkpoint to keep the organisation focused on its goals and objectives, as well as its core business activities.

· Visions provide focus and direction. The vision helps employees and management to focus on what is most important to the organization.  This means that the vision helps management and employees not to deviate from the core business of the organisation. 

· A vision shows employees how their efforts contribute to the organisation’s success. 

· The vision should also show the values of the organization, e.g. knowledge, innovation, customer service, etc.

There are many ways of writing vision statements.  You can write a couple of paragraphs, or you can state your vision in points form. 

The Mission Statement

Your vision statement is about where you want your business to be in one, two or five year’s time.  Once you have written down your vision, you have to do a mission statement.  The mission statement tells everyone what the purpose of your business is – why you are in business- and what you will do differently from everyone else.  

The mission statement is the fundamental, unique purpose for the existence of a company that sets your business or organization apart from others of its type and identifies the scope of its operations in:

· Product

· Market

· and Technology

If we look at the following mission statement from a customer’s perspective:

XYZ is committed to the provision of an effective, reliable and safe service. We commit ourselves to profitable growth to the benefit of the company, its employees and the community.

· We are committed. Commitment is the key to success, especially in a fiercely competitive market. 

· Effectiveness. Not all customer needs require high cost. The company should always keep costs down to remain competitive, but friendliness, politeness and a caring attitude cost nothing.

· Reliable and safe. This will give the company a competitive edge in the market.

· Profitability. Without a profit motive, no company will be in business for long, but profits should not be the only motive. Remember that loyal customers play a key role in the profitability of a company. 
· Growth is essential to achieve our objectives and to serve the community. Our focus should be on the needs and expectations of those people we serve
A mission statement, therefore, provides answers to the following questions:

· What is our business, i.e. our product?

· Who is our client, i.e. our market?

· How will we provide this product or service (technology)?
In your mission statement you will state:

· what your business is – the product or service

· who your clients are – the market 

· and how you will provide the service or product
In other words, your mission statement is what makes your business different from other similar businesses.

Once your mission statement has been written, you and everyone else will know what the business is about.  

When resources have to be allocated or you have to make a decision, it is always in terms of the mission statement.
Tshabalala Holdings states its unique purpose as follows: Tshabalala Holdings is a national technology-based manufacturer and supplier of electrical and ceramic components to that part of the construction industry focusing on the development of high technology manufacturing plants.

[image: image65.png]



You should then add the following to the mission statement:

· That the business will survive by growing (getting bigger) and making a profit.

· The beliefs and values of the business

· The strengths and capabilities of the business

· The public image of the business

· The social responsibility of the business towards employees, partners and shareholder as well as towards the general public and the government, called outside stakeholders.

You can add this as an addendum to the mission statement or you can call it the philosophy of the business.

Business strategy
Business strategy determines how best to compete in a particular industry or market. It is concerned with the strategies for each unit or business within a corporation
A company’s strategy is management’s action plan for running the business and conducting operations. 
Thus a company’s strategy is all about:
· how management intends to grow the business,
· how it will build a loyal clientele and out-compete rivals,
· how each functional piece of the business (research and development supply chain activities, production, sales and marketing, distribution, ﬁnance, and human resources) will be operated,
· how performance will be boosted. 
In choosing a strategy, management is in effect saying, “Among all the many different business approaches and ways of competing we could have chosen, we have decided to employ this particular combination of competitive
Key success factors
Key Success Factor is a key element that has to be present for an organisation to achieve its goals, e.g. availability of resources 
A key success factor is not a key performance indicator (see next section) (KPI). Key success factors are elements that are vital for a strategy to be successful. KPIs are measures that quantify objectives and enable the measurement of strategic performance.

An example:

KPI = Number of new customers. 

KSF = Installation of a call centre for providing quotations. 

Other examples of key success factors:

· Supply of labour
· Safety
· Supply of materials
Advantages and disadvantages of an overall strategy

Benefits of strategic planning

Economic cycles

When you plan strategically, you take into account the current economic situation as well as what might happen in the future.  This is then worked into your plan, so that you can cope with economic changes.  The business cycles of overseas countries such as America, the countries in Europe and even Asia (Japan and China) affect the business cycles in South Africa.  

During a boom period, the demand for goods and services increases and more people are employed.  During a recession people spend less and employees are retrenched.  

If you plan for a boom, you are prepared to expand your business.  If the economic situation worsens, e.g. interest rates increase, spending by consumers decreases, you are prepared and can take the necessary actions to ensure that your business survives.  For example, you can discontinue products and services that are too costly, you can increase productivity by introducing machinery and equipment to increase the production of products, etc. 

Technological development

Technology is developing so quickly, that you have to be able to adapt to technological changes in your business.  By planning strategically, you can take advantage of technological changes to improve your business, as and when they happen.

Social change

The composition, age, sex, needs, preferences, eating habits, buying patterns and remuneration structures of consumers change with time, as a result of economic cycles, technological developments, etc.  By planning strategically, you can prepare for these changes and in that way ensure the survival of your business.

Improved functioning

By planning strategically, you will be better prepared for changes that occur in the market place, and your business will have a better chance of surviving. 

Managing performance

Your strategic plan states what you think will happen in the future as well as where you want your business to be in terms of position in the market place, products and services, growth, customer service, etc.

You can then use the strategic plan to develop your business strategy and the operational and functional plans for your business.

These plans are then used to monitor the performance of your business – are you achieving what you want to achieve?

Organisation structure

The strategic and business plans will show what you want your business to achieve and what should be done to achieve these goals and objectives.  From these plans, you will then determine the structure of your organisation – who will do what and which departments will your business be divided into.

Disadvantages of strategic planning
· Although a sense of direction is important, it can also stifle creativity, especially if it is rigidly enforced. In an uncertain and ambiguous world, fluidity can be more important than a finely tuned strategic compass. 
· Companies can get so caught up in following the strategic plan that they miss changes in the environment

· If the strategy is too limiting, the organisation will not develop

· Implementation of a strategic plan depends on commitment from the entire organisation and sometimes it is difficult to get employee buy-in

· Sometimes people spend so much time on planning, that the actual implementation of the plan is never achieved
· Successful strategies are sometimes imitated by other organisations and this causes strategies to converge

· Strategic planning is a guideline and should be open to change.  If it dominates action and creativity, the organisation will fail
Reasons why strategic plans fail
There are many reasons why strategic plans fail, especially:

1. Failure to understand the customer 

· Why do they buy 

· Is there a real need for the product 

· inadequate or incorrect marketing research 

2. Inability to predict environmental reaction 
· What will competitors do, e.g. price wars

· Will government intervene 

3. Over-estimation of resource competence 

· Can the staff, equipment, and processes handle the new strategy 

· Failure to develop new employee and management skills 

4. Failure to coordinate 

· Reporting and control relationships not adequate 

· Organizational structure not flexible enough 

5. Failure to obtain senior management commitment 

· Failure to get management involved right from the start 

· Failure to obtain sufficient company resources to accomplish task 

6. Failure to obtain employee commitment 

· New strategy not well explained to employees 

· No incentives given to workers to embrace the new strategy 

7. Under-estimation of time requirements 

8. Failure to follow the plan 

· No follow through after initial planning 

· No tracking of progress against plan 

· No consequences for above 

9. Failure to manage change 

· Inadequate understanding of the internal resistance to change 

· Lack of vision on the relationships between processes, technology and organization 

10. Poor communications 

· Insufficient information sharing among stakeholders 

· Exclusion of stakeholders and delegates 
In conclusion

A company that lacks clear-cut direction, has vague or undemanding performance targets, has a muddled or ﬂawed strategy, or can’t seem to execute its strategy competently is a company whose ﬁnancial performance is probably suffering, whose business is at long-term risk, and whose management is sorely lacking. 
In contrast, when crafting and executing a winning strategy drive that states management’s whole approach to operating the enterprise, the odds are much greater that the initiatives and activities of different divisions, departments, managers, and work groups will be uniﬁed into a coordinated, cohesive effort. 
Mobilising the full complement of company resources in a total team effort behind good execution of the chosen strategy and achievement of the targeted performance allows a company to operate at full power. 
Activity SO1 AC 1-4
OWN AREA OF RESPONSIBILITY
Specific outcome two
Demonstrate an understanding of how the activities of own area of responsibility align with the overall strategy of the organisation

Assessment criteria

· The objectives and activities of own area of responsibility are identified and explained according to Standard Operating Procedures
· Objectives and activities are explained in relationship to the overall strategy of the organisation in relation to the concept of management. Objectives include, but are not limited to, the following: goals, performance outcomes, outputs, KPOs and KPAs
Introduction

In order to understand how the activities in your team or section or Department align with the overall strategy of the organisation, you also have to understand the purpose of standard operating procedures, as well as the goals for your team/section/Department and the activities you have to undertake in order to achieve these goals and objectives. You also have to know what performance outcomes, key performance objectivists, key performance activities and outputs are.

Standard Operating Procedures

A procedure is a plan of action that indicates the method that must be followed to complete certain activities.  

It is a series of actions that have to be undertaken in sequence to produce a desired result.  For example, the procedure for making a cup of coffee includes the following actions: putting water in the kettle, switching the kettle on, preparing the coffee cups, adding coffee, boiling water, sugar and milk.
A standard operating procedure is a set of instructions that tells the employee what to do, how to do it and what resources should be used to do the work.  
Standard operating procedures are the simple and logic way that day to day activities should take place in a business.  

Standard operating procedures (SOP) are usually contained in an SOP manual.  This manual typically describes the standard operating procedures (SOPs) followed for various business processes within an organisation

Its main objectives are:

· To systematically record all current business policies, processes and procedures currently followed

· To clearly indicate the flow of actions performed from beginning to end of the process chain

· To inculcate a culture of “CONTROL CONSCIOUSNESS” among process owners and operatives

· To observe shortcomings in these policies, processes and procedures and make suitable recommendations for improvements in the policies, process effectiveness, process efficiency, internal controls and compliance, as applicable, and

· To serve as a basis for disseminating knowledge on the above among employees dealing with the relevant business functions, to enable adequate training to be imparted to concerned personnel with a view to making the business operations person-independent.

· To act as a reference guide for Internal Audit, which assesses the extent to which the SOP is complied with.

Organization Structure

This is a macro organization chart showing the hierarchical or reporting relationships in the organization or business unit for which the manual is prepared.

Summaries of Business Processes

Each business process (such as procurement, sales and marketing, planning, quality assurance, production, maintenance, etc.) is summarized, and each summary could contain the following information:

· Objectives of the business process

· Micro organization (functional) structure chart

· Duties and responsibilities of each designated person involved in the process

· List of tasks performed

· Summary of Recommendations

The summary of recommended policies and procedures (e. above) lists, for each business process, its risks/shortcomings, and the recommended practice, with its expected benefits. Indicate along with each recommended practice the area of improvement envisaged (Efficiency / Effectiveness / Control / Compliance).

Detailed Chapters for Each Business Process

Each business process has a chapter containing the following sections:

· Objectives of the business process

· Summarised Block Diagram of process flow

· Detailed Process Flowchart

· Outputs and inputs of each step in the process to clearly bring out the inter-dependencies between various functional units in the organization and between the organization and its internal and external stakeholders (customers. suppliers, etc.)

· Detailed textual description of process steps in strict logical sequence. The steps would include both computer-based and manual procedures and are to be described precisely and in the correct sequence. The text and the detailed process flowcharts should match.

· The description in e. above should include descriptions of procedures to handle exceptions, i.e., exceptional but anticipated events.

· Internal controls employed in the procedures to ensure that they are correctly and completely executed. Internal controls may be built into computerized business application systems such as ERP systems (like data entry, document preparation or report generation) or may be administrative controls exercised in the non-computer procedures of a business process.

· Recommendations to improve the effectiveness, efficiency, control or statutory compliance of policies, processes and procedures which would replace the current policies, processes and procedures if accepted by users (if thought essential, desirable or practical, as applicable) after intensive discussions.

· Exhibits of documents, reports, computer data entry screens, manual registers, etc. that are referred to as inputs to and outputs from specific procedures

· Accounting flow clearly showing which financial accounting general ledger accounts are operated wherever specific business transactions need to be recorded in the books of account.

Objectives and activities
In order to determine the objectives that your team/section/Department must achieve and the activities that you have to undertake in order to achieve these objectives, you have to know where to find these.

The activities at the way to perform the activities will be found in the standard operating procedures of the organisation.

Goal setting and objectives form part of the planning process of the organisation. We will briefly discuss the types of plans typically found in organisations.
Introduction to planning

One of the functions of a manager is to plan and setting goals and objectives form part of the planning function of managers. 

Long And Medium Term Plans
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These plans may vary from business to business, depending on the nature of the business.  For a motor car manufacturer such as BMW or Nissan, a long term plan might be for 20 years or more while for a boutique that makes and markets clothes, a long term plan may only be for 10 years.  

There is no hard and fast rule for the term of a specific plan, but it is generally accepted that a plan which covers five years or more is seen as a long term plan.  

Those plans that cover between one and four years are considered medium term plans and plans for one year or less may be seen as short term plans.

Long term plans are also called strategic plans and they relate to:. 

· The general objectives of the organisation

· The corporate mission

· The present and proposed markets of the organisation: which markets do they have at the moment and which markets do they hope to enter

· Growth plans: how much should the business grow in the next 5, 10 or 20 years

· Divestment:  which subsidiaries (branches or departments) are not making enough profit and should be sold

· Acquisition or diversification:  are there any other product or service lines that could complement the current product lines and are there any other businesses doing the same thing that could be taken over.

Top management consists of the board of directors, the managing director, the chief executives.  They will determine the organisation’s mission, goals and strategies.  They will be responsible for the long term planning of the organisation.  Top management therefore spend 

· Most of their time on strategic planning, 

· A reasonable amount of time on management planning and 

· Little of their time on operations planning.

Middle management is mainly concerned with 

· medium and short term planning: three months to a year, sometimes longer.  This planning is called tactical planning.

· organising, activating and controlling so that the work in their department gets done the way it should

· and makes less important decisions following the guidelines set by top management.  

Short Term Plans

Short term plans are based on long and medium term plans.  They cover the daily, weekly and monthly activities of the business and the type of business will determine the term for these plans.

· Normally top management will make long term plans, which set out where the business should be in 5,10, or 15 years.  

· These plans are then handed to middle management who will use them as a basis to develop medium term plans:  Where should the business be in 1,2 or 3 years in order to achieve the goals of the long term plans, and what should be done in order to achieve these goals and objectives.

· The medium term plans from middle management are then copied to first line managers who are responsible for compiling short term plans: what has to be done on a day-to-day basis to achieve the goals as set out in the medium term plans. 
A first line manager must implement the objectives of middle management and see to it that workers who are responsible to them perform satisfactorily.  
First line management is also a link between workers and higher levels of management.  A first line manager focuses on short term goals: the day-to-day operation of his/her section, weekly and monthly planning so that the job gets done the way it should.  This is called operational planning.

Supervisors therefore spend:

· Most of their time on operations planning

· Some time on management planning

· Normally no time on strategic planning, except to pass strategic information on to higher levels of management
The Planning Process

The planning process can be broken down in the following steps:

Formulating goals and objectives 

· Formulate goals and objectives 
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While you formulate goals and objectives, you also set the standards for key performance areas where performance can be monitored continually.  Key performance areas are performance areas in businesses that are important and that can be checked on all the time.  For example, sales figures can be monitored continually as can production figures.
First Line Management

First line managers are directly in control of productivity and play a vital role in the relationship between management and employees.

A junior manager will therefore get the goals and objectives of his team/section/Department from his manager and use these to set the goals and objectives for his area of responsibility. For example, the manager could advise the team leader that his team has to produce at least 100 units of a certain product within five days. The team leader then consults with his team about the best way to achieve this objective, e.g. produce at least 25 units of the product every day, leaving about eight hours for any problems that may occur during the week.

The activities that have to be completed in order to achieve the objective will also be determined by the team as well as the standard operating procedures. The standard operating procedures will also tell the team how to complete the activities and which is resources they should use in order to complete the activities.

first line managers include team leaders, supervisors, foremen and section heads

The area of responsibility of a first line manager could include a cost centre, section, department or team

The managerial functions of first line managers revolve around the daily activities of the various departments.  They are responsible for short-term planning and for implementing the plans of middle management.

Their main concern is to apply rules and procedures so that maximum productivity takes place.  They will provide technical assistance to employees, motivate subordinates and ensure that daily tasks are completed.
Setting goals and objectives

Goal: A desired result, purpose, or objective that one strives to attain

Goals help define an organisation, give direction and avoid chaos. Goals can help motivate team members by communicating what the organisation is striving for as well as providing a basis of recognising accomplishments and successes. 

Goals are statements describing what an organisation wishes to accomplish - the ends toward which the efforts of everyone in the organisation will be directed 

Objectives are derived from the goals and are descriptions of exactly what is to be done: clear and specific statements of measurable tasks that will be accomplished as steps toward reaching goals. They are short term and have deadlines. 
Goals VS objectives
· A Goal is a general outcome statement.

· An Objective spells out clearly and in a way that it can be measured, what the end result should be.

You first decide on a goal that can be achieved, to enable you to focus more accurately on the objective.  It would be difficult to develop an objective without some idea of what the goal is. 

Therefore, you first decide on the goal. Then you will write SMART objectives, is such a way that it will help everyone who is involved to know what is has to be done. This is why the goal always comes before the objective.

Example

· The Goal:  Improve production in the assembly plant,

· The Objective:  by 10% before January 15, by upgrading the machinery involved.

The goal is usually only the action or activity. That is, to diet, to stop smoking, to spend more time with the children, to paint the house, or tidy the garage, etc. 

These goals are fine for things such as home and sport activities.  They do not have enough information to really motivate you to achieve them.  That is why we write objectives.

Setting Objectives
Start with a statement of intent where you specify the aim you want to achieve according to the needs as identified by the goals.

Follow these guidelines to write objectives:
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Objectives must always be SMART:

· Specific 

· Measurable

· Attainable

· Relevant

· Time bound

Specific

Objectives must be specific.  Don’t say, “I want to bake more cakes per day,”  rather say: “I want to bake 50 cakes per day”.

Measurable

You must be able to measure the objective so that you can check if you achieve it.  objectives are something that you can use to control the work that is being done. Did you bake 50 cakes?  

Include as many of the following as possible:

· Quality: To SABS standard 1076; without any rejects; as per maintenance schedule rules, etc.

· Quantity: reduce rejects by 5%; tidy up all the scrap; a minimum of six bottles per case, etc.

· Cost/Value: reduce the overheads by 5%; cut the competitors’ price by at least Rl,00 etc.

· Safety: state the level of safe working procedures, e.g. accident free for the entire period of the project

· In the case of production or manufacturing, include tolerances where applicable – how many errors will be allowed, what differences will be allowed in the dimensions, etc.  for example, in space travel and weaponolgy tolerances are very small, measured in thousands of seconds or millimetres

· State the performance output required, for example to produce 50 units per day

Attainable

You have to set objectives that can be reached. If you set objectives that cannot possibly be reached, you are wasting time and you and your staff will become discouraged.  You cannot possibly start baking 1500 cakes per day, if you have been baking 50 cakes per day.  
Relevant

The objective must be relevant to the specific goal as well as the goals of the business.  Don’t set an objective that has no relevance to the goal: “I want to make 45 meat platters per day” has no relevance to baking cakes.  If your objectives are not relevant to the goal, you will confuse yourself and your staff.

Time

You have to set a date by when you want to achieve the objective.  “ I want to bake 70 cakes per day by the end of February.”  Examples could be: Within the next two weeks; by January 15; before lunch break/stocktaking/home time, etc. 
You have to state a time limit, in other words, a deadline, for your objective
General rules when writing goals and objectives:
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Always write down the goals and objectives.  We tend to try and achieve goals once we have written them down. 

· You have to make sure that everyone who is going to be involved has to understand the goals and objectives, so always use clear and simple language.

· Test the objectives on someone else first. If they express the slightest hint of doubt, don't argue ‑ fix it!

· Communicate both in writing and verbally, if you can.

· Make sure that the people who have to do the work to achieve the goals understand what is expected of them.  Ask the person to repeat in his/her own words what is expected of them.  Then you can listen to what they are saying and check if they really understand. 
Tool for writing objectives

Here’s a handy tool to use when writing objectives.  Use this format and your objectives should always be SMART.

	Objective
	Target Date
	Responsibility

	What you want done
	By when it should be done
	Who should do it

	
	
	


Involve team members

Write you objectives with the support and cooperation of your team members. This way they are able to take ownership of the objectives. To do this, you have to:

· Make sure you set aside enough time. 
· Make sure everyone’s ideas are represented. This creates many positive results because people will support and be responsible for what they help create. 
By involving team members in the process of identifying and developing objectives, you can expect:

· Greater commitment and motivation among officers and members to help achieve goals.
· Clearer understanding of the goals and the rationale for selecting them

· With everyone's ideas and opinions considered, your goals will represent a group consensus rather than one person's opinion.

Steps for Setting Goals & Objectives
· Refer to the goal of the team and brainstorm a list of potential objectives that have to be achieved as a group. 

· Prioritise the order of importance of each objective in terms of the standard operating procedures of the organisation

· Develop plans of action for each objective. (Remember there can be several objectives for each goal).
· Move into action and follow through. (Many groups fail to evaluate and revise; thus their goals are never achieved).
· Include a closing statement.
Key performance indicators

In order to understand key performance areas and key performance objectives, we first have to understand what key performance indicators are.

Key performance indicators (KPIs) are measures by which the performances of organizations, business units, and their division, departments and employees are periodically assessed.  For example, a school might use the failure or pass rate of its students as a Key Performance Indicator, as this could help the school understand its position in the educational community.  On the other hand, a business would rather consider the percentage of income from return customers as a potential KPI.
Another example would be marketing KPI’s:

· The number of new customer that the business acquired

· Status of existing customers

· Turnover (i.e., revenue) generated by segments of the customer population.

· Collection of bad debts within customer relationships.

A KPI is therefore the way an organisation measures its success in terms of key activities and results – the most important results and activities for the organisation.
The organisation would determine goals and objectives and for each objective, the measurement of the success would be a KPI – how we will know that we have been successful or unsuccessful.

A KPI can follow the SMART criteria. This means the measure has 
· a Specific purpose for the business, 
· it is Measurable to really get a value of the KPI, 
· the defined norms have to be Achievable, 
· the KPI has to be Relevant to measure (and thereby to manage) 
· and it must be Time phased, which means the value or outcomes are shown for a predefined and relevant period
Performance standards

If you are to perform successfully you need clear and relatively stable standards at which to direct your efforts.  

Knowing what the performance standards are is making sure you are aware of the conditions that will exist when you are performing the job responsibly and satisfactorily.

There are numerous advantages to having and agreeing your performance standards with your manager.

They:

· Enable any type of performance appraisal / review to be far more productive because you know what will be measured

· Give a vision and guidance of what has to be accomplished

· Provide you with a yard-stick with which to measure your own performance

· Help you identify areas where your performance is not up to par (They act as an early warning system which alerts both you and your manager to problems which may be arising, so you can deal with them immediately)

· Help you set performance related goals to work towards

Key performance areas

Key performance areas are performance areas in businesses that are important and that can be checked on all the time.  For example, sales figures can be monitored continually as can production figures.

Each specific job in the organisation has key performance areas, each department in the organisation also has key performance areas.  A key performance area is the one area that is of vital importance in driving the business.

If we look at answering the phone, the key performance areas here would definitely be:

Answering the phone within three rings and sounding friendly and helpful.  Although identifying the organisation is also part of the job, it is not a key performance area.

Key performance areas can be identified for each job in the organisation, each department in the organisation and each level of the organisation.

Why would we want to identify key performance areas?  Because of the importance of these performance areas, we want to measure them to ensure that they are done in accordance with company standards.

Key performance objectives
If we look at what key performance indicators and key performance in areas are, it stands to reason that key performance objectives are those objectives that are key to achieving goals.

For example, answer 100% of phone calls within three rings every day.
Output
Output is the goods or services produced by your team/section/Department. If you have to invoice clients for goods that were delivered, the output produced by your team would be invoices. If you are part of the sales team the output produced would be the number of goods sold and the number of transactions concluded successfully.

If your team has to manufacture goods, for example, starter motors, the output would be the numbers of starter motors produced by your team.

Group Activity SO2 AC 1-2
COMMUNICATE RESPONSIBILITY
Specific outcome three
Communicate to the members of the team how its area of responsibility aligns to the overall strategy

Assessment criteria

· The role of the team is identified in terms of overall strategy
· The role is explained to team members through written and/or verbal communication
· Feedback mechanisms are utilised according to Standard Operating Procedures
Identify the role of the team

So far during this learning intervention, we have discussed the overall strategy of the organisation as well as your own area of responsibility. You have to realise that as a junior manager you have to communicate the role of the team in the overall strategy of the organisation to your team/section/Department.

In order to identify the role of the team, you will need the overall strategy of the organisation as well and has specific goals and objectives for your team.

It is also important to involve the members of your team in this process. Successful team work depends on successful communication skills. Planning, preparation and presentation form the basic guidelines for a team to perform successfully. 

· A meeting is held to clarify the purpose of the team.

· A common goal is identified.  

· Basic rules are identified for working together.

· Effective communication channels are put into place

· A plan of action is drawn up containing the processes that have to be worked through to achieve the goal.

· Specific tasks are identified and allocated to team members. Due dates are proposed.

· Objectives and strategies are identified for each task.

· Specialist tasks can be carried out.  Group becomes effective

In order for a team to be successful make sure that the following is in place
· Know what the goal is you are working towards.

· Know the processes that have to be worked through before your task is completed

· Know what your tasks are and how you can interact with the other members of the group.

· Communicate with other team members: continuously: share ideas, suggestions and opinions to get input from team members.

· Remember you are part of a team and not working on our own.

· Listen to the suggestions, opinions and advice from other team members.

· Keep in mind it is not only your needs and input that count.

· Be aware of time schedules don’t delay the processes by too much talking or by procrastination.

· Always deliver your best don’t be counterproductive.

· Focus on the common goal you share and the fact that you have been tasked to achieve this goal.

Communicate the team role
Verbal communication in an organisation takes place using any of the following methods

· Telephone

· Face to face

· Conference

· Meeting

· Interview

· Briefing

· Informal discussions

· Consultations

· Bargaining

· Mediation

· Arbitration

· Social groups

· The grapevine

· Gossip

· Intercom system

· Presentation

· Debate

· Report

· Training programmes
Written communication can take the following forms:

· Message

· Memo

· Bulletins

· Reports

· Manuals

· Internet, e-mail

· Projects
· Portfolio or CV

· Balance sheets

When communicating the role of the team in the overall strategy of the organisation to team members, other teams/sections/departments, or management you will be guided by the standard operating procedures of the organisation.

Team communications usually take place in the form of meetings, face-to-face conversations, telephonic conversations, memos and reports, although this could be different depending on their standard operating procedure in your organisation.

Communications between sections or departments usually take place at meetings, sending memos, telephonic conversations or e-mails.

The report into management could be in the form of formal written reports, verbal reports during meetings, and memos or e-mails.

When determining what actions to take in order to achieve the objectives of the team you would refer to the standard operating procedures where you will find the guidelines as to what actions to take, how these actions should be performed, and what resources could be used.

Feedback
Every organisation has feedback mechanisms that are used to report on progress as well as problems experienced.

· Your team members have to be able to give you feedback about their area of responsibility and how it relates to the overall strategy of the organisation, as well as their progress in carrying out their activities required in order to meet the objectives of the team and thereby or so complying to the overall strategy of the organisation.

· You have to give feedback to your team members regarding their progress.

· You have to report to management as well as other sections and departments regarding the progress of your team.

· Management will use the information you and other teams give them in order to give you feedback about the progress of the organisation.

In order to facilitate all those communication and feedback, the organisation will have standardised procedures in place, for example:

· regular meetings

· reports

· e-mails

· workshops

· training sessions

Group activity SO1 AC 1-3
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