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ABSTRACT

The South African public service has an
ageing workforce that will soon retire
with a volume of untapped institutional
knowledge that would be a total loss, if it is
not retained. The knowledge and capabilities
of Baby Boomers (BB), Generation X (Gen
X), Generation Y (Gen Y) and Generation Z
(Gen Z) are a means to build institutional
human resource (HR) capacity. This article
examines the extent to which generational
competence may enhance the public service
HR capacity to provide better services to
all South Africans. The findings show that
in-organisation education, training and
development (ETD) increase institutional
capacity. They reveal that the maximisation of
generational capacity improves institutional
systems and processes. The results show
that generational capacity requires renewed
mindsets from all generations, and a will-
ingness to collaborate and exchange skills
between seniors and juniors. They reveal that
the sum of generational competence would
increase the public service HR capacity to
provide better services to all communities.
It is recommended that a culture should
be created in which intergenerational
competence can be exchanged, which would
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enable institutions to retain unique insti-
tutional competence and knowledge.

Keywords: Generational capacity, public
service, training and development, Baby
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INTRODUCTION

The public service has a good mix of race,
gender and ethnicity of four generations of
employees working alongside each other,
namely: BB (1946-1962), Gen X (1965-
1979), Gen Y (1981-2000) and Gen Z
(2001 to the present) (Salkowitz, 2008:3).
In South Africa, the date for Gen Z was
effective when it became a democratic
state in 1994. It is argued that this date
should be 1991, because children born
then would not really have been exposed
to discrimination. Therefore, Gen Z is also
referred to as the Born-Free Generation
(BF Gen). Generation is an 'age cohort' that
shares unique experiences and teachings in
formative years, which develop unique core
values and attitudes that are different from
other generations (Underwood, 2007:43).
Delcampo, Haggerty, Haney and Knippel
(2011:1) agree, claiming that generations
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are an approximation of the collective set of
attitudes, behaviours, ideals, memories and
life experiences that affect the work and life
of people. Generations have different beliefs,
circumstances, value systems and life events
(Voller, Blass & Culpin, 2011:107). Therefore,
people who are born around the same time will
have similar characteristics, because certain
social, cultural, economic and technological
environments remain relatively constant for
periods of time (Sheahan, 2007:2).

The retirement of the BB, in the next few
years, will undoubtedly result in a capacity
deficit at senior management levels in the
public service. It will have an impact on the
number of Gen X who are needed to fill senior
management positions, because they consist
of slightly more than half of the total number
of BB (Lancaster & Stillman, 2002:4-6). The
demographic shift will make it more difficult
for institutions to find skilled employees to fill
critical jobs (Andresen & Nowak, 2015:70).
Van Dijk (2008:386-388) agrees, stating that
the war for talented people has intensified.
The ubiquity of technology raises the bar
even higher. It means that Gen X will need
to have a deep knowledge of technology
and communication devices to do their work
(Salkowitz, 2008:17). Gen Y and BF Gen,
the 'tech-savvy' generations, are the best
candidates to fill this need (Delcampo et al,
2011:8-10). However, they lack the necessary
leadership and managerial experience and
exposure to fill senior management positions.
Mentoring, coaching and transferring insti-
tutional knowledge by older generations
might be a solution (Lancaster & Stillman,
2010:40-42).

According to Andresen and Nowak (2015:70)
generational relations is a means to build HR

742

capacity. Capacity is the ability to maximise
output or operate at capacity (Agnes,
1999:216). The former authors claim that
demographic changes, an ageing workforce
and a declining supply of young employees
make it difficult for institutions to remain
competitive. The obsolescence of knowledge
and competencies adds to the challenge. In
South Africa, this is further compounded by
past imbalances that excluded the majority
of the population from ETD opportunities. To
address demographic change means that the
HR policies of the public service would have
to be revised. It also means that the search for
knowledge and competencies should include
all generations of employees and focus on
a wider range of interests and skills. The
authors propose that flexible individualised
in-organisation training opportunities allow
employees to combine training activities
with the workplace processes.

The preamble to the Constitution of the
Republic of South Africa, 1996 (hereafter
referred to as the Constitution), declares
"to free the potential of each person" (RSA,
1996:1), which means that the full potential
of each South African must be fully dev-
eloped for optimal utilisation (s195(1) (h) of
the Constitution, RSA, 1996:107). Human
resource development (HRD) is the means to
develop and empower people. It is a process
of observation, planning, action and review to
manage the cognitive capacities, capabilities
and behaviours needed to enable and
improve individual, team and institutional
performance (Gibb, 2008:6; Noe, 2005:29).
Van Dyk, Nel, Van Loedolff and Hassbroek
(1997:377) agree, stating that development
is a systematic process of ETD by which
a person learns and applies knowledge
and skills. Gomez-Mejia, Balkin and Cardy
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(2010:274) claim that development is
an effort to provide employees with the
abilities that the institution will need in the
future. The Constitution asserts that good
human resource management (HRM) and
the optimal development of human potential
(RSA, 1996:107,111) should not only take
place in a transformed HR culture, but also
in an enabling institutional culture (RSA,
1997a:11-12), which is the responsibility of
line managers (RSA, 1997b:10).

RESEARCH DESIGN AND
METHODOLOGY

This article explores the extent to which
generational competence may enhance the
public service HR capacity. The questions
that this article attempts to address are: Can
intergenerational competence enhance the
effectiveness of public institutions? What
development interventions are needed to
ensure that the generations remain com-
petent? Is the public service able to use
its institutional knowledge to facilitate HR
capacity? Located in social inquiry, this
article is exploratory in nature (Leedy &
Ormrod, 2005:60, 96). It employs docu-
mentary analysis to elicit the social, material,
political and theoretical factors (Freeman,
deMarrais, Preissle, Roulston, & St. Pierre,
2007:29) in the contextualisation of genera-
tions and HRD. Accordingly, the discussion
that follows is an attempt at sense-making
in order to contribute to the ongoing con-
struction of meaning and influence further
interpretation (Weick, 1995; Crotty, 1998)
of prevailing realities in the public service.
The article argues for a more holistic gen-
erational approach to capacity development
in the public service. A qualitative research
method was used. The article addresses the
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contextualisation of generations and HRD,
and focuses on the theoretical factors of both.
The methodological approach addresses the
research problem. The importance of gen-
erational capacity for an effective public
service would usher in better services to all
communities. This study concludes by pre-
senting its findings and conclusions.

CONTEXTUALISATION OF
GENERATIONAL CAPACITY
IN THE PUBLIC SERVICE

The Constitution makes provision for the full
development and optimal utilisation of all
South Africans (s195(1) (h) of the Constitution,
RSA, 1996:107). This sentiment is reiterated
by section 2(1)(a) of the Skills Development
Act, No. 97 of 1998, as amended by Act No.
37 of 2008, which endeavours to provide
an institutional framework to implement
national, sector and workplace strategies
to improve the skills of the South African
labour force. These strategies should be
integrated with the National Qualifications
Framework (NQF) as is envisaged in section
6 and 7 of the National Qualifications
Framework Act, No. 67 of 2008, to provide
for learnerships that lead to recognised
occupational qualifications. Section 3(1)(b)
of the Skills Development Levies Act, No. 9
of 1999 makes provision for the financing
of skills development via the employers'
contribution of 1% of the payroll to the
National Skills Fund.

According to the United Nations (UN) (UN,
1995:5), HR development should be sus-
tained through policies and regulatory
mechanisms that underpin broad inter-
sectoral support for both the acquisition
and the application of knowledge and skills.
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It translates into national capacity build-
ing, particularly in disciplines and sectors
where there are critical shortages of quali-
fied employees. This is underscored by the
Sustainable Development Goal (SDGs) 17.9
(UN, 2015), which endeavours to strengthen
capacity building for the revitalisation and
implementation of SDGs. South Africa's HRD
strategy (2010-2030) focuses on capacity
"to adjust speedily to the rapid changes in
technology, production, trade and work
organisation” (RSA, 2009a:9-10). The strat-
egy also advocates short and medium-term
interventions that drive commitment to
national economic growth and social cohe-
sion. Similarly, the public service HRM and
development strategy, Vision 2015, endeav-
ours to enable public institutions "to ensure
that the right people are prepared at the
right place, at the right time, and for the
right positions to which they can readily
contribute” (RSA, 2010a:9).

HRD, in South Africa, has to take cognition
of the political, economic, social and wider
development agendas. The contribution of
each individual to South Africa's development
agenda depends on the individual's ability
and the institution's HR policies and prac-
tices. The productivity of the individual is
determined by, among others, his or her
technical skills, the extent to which their
basic needs are met, their values and social
inclusion, and a commitment to advancing
the public good (RSA, 2009a:10-11). By
enhancing people's skills in order to reach
their full potential, HRD serves to improve
employees' performance and institutional
effectiveness, which, in turn, increases South
Africa’s economic and social development
(RSA, 2009a:7). HRD should adopt a problem-
based learning approach, which makes
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people more adaptive and responsive. It
should also take a more continuous im-
provement approach to learning, which
will create institutional capacity (Baker,
2015:71). Gomez-Mejia, Balkin and Cardy
(2010:274) concur, claiming that training
provides employees with specific skills or
helping them to correct deficiencies in their
performance. Beardwell and Holden (2001:
279) contend, stating that training supports
development and the maintenance of oper-
ational capability in employment to enhance
effective performance.

Management development is a process of
developing and educating selected personnel
in the knowledge, skills and attitudes needed
to manage in future positions (Skinner &
Ivancevich, 1992:383). It is a conscious
and systematic process to control the
development of managerial resources in
the institution for the achievement of
strategic goals (Beardwell & Holden, 2001:
373; Van Dyk et al, 1997:381). Erasmus
and Van Dyk (1999:210) concur, claiming
that management development intends
to develop senior managers to effectively
manage the institution's resources, so that
its strategic goals are achieved. Management
development is the total process of prep-
aring and providing effective managers,
and refining their present and future
performance (McBeath, 1994:160 in
Erasmus & Van Dyk, 1999:224). It not only
prepares and trains managers to manage
their subordinates and achieve the in-
stitution's goals, but it also improves the
managers' performance and productivity
(Erasmus & Van Dyk, 1999:224). Human
resources are the only resource that can
use other resources to provide a competitive
advantage and institutional effectiveness
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(Jackson & Schuler, 2000:xix). Beardwell and
Holden (2001:374-376) agree, stating that
the quality of an institution's HR represents a
critical success factor. Therefore, institutions
should develop and empower their managers
with the necessary technical, functional and
strategic skills, so that they can effectively
manage the institution's resources. To
achieve this, institutions should invest in the
continuous development of their employees
(Erasmus & Van Dyk, 1999:210-211).

According to Storey (2001:6-8), HRD in-
creases employees' performance, produc-
tivity and the use of technology, as well
as the institution's effectiveness. Drucker
(1992:81-82) concurs, stating that capital
and technology cannot be substituted
for people. Capital and technology are
factors of production, which is essential
for technological advancement and higher
productivity. They have become tools of
production, which are used to enhance
employees' performance and productivity.
However, the effectiveness of these tools of
production depends on the potential of the
people who use them. Greater productivity
can, thus, be expected from more employees
who are appropriately skilled and quali-
fied than from those who are not (Cook,
1991:4-5).

Different generations have different beliefs,
circumstances, value systems and life events
(Voller et al, 2011:107). There seems to
be a vast increase in the life expectancies
of generations, which can be ascribed to
different generations working alongside
each other in the public sector (Lancaster
& Stillman, 2002:5-6). This trend is likely to
continue, which means that one generation
will influence the life expectations of
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another generation. The influence that one
generation will exert on another implies
that institutions cannot operate as 'business
as usual’, but would have to adapt their
policies to accommodate the expectations
of the future workforce. Generations ex-
hibit fundamental differences in attitudes,
priorities, values and work styles as a result
of their different historical experiences.
Therefore, managers and employees should
have an understanding of the strengths and
weaknesses of the different generations
(Salkowitz, 2008:3). According to Lancaster
and Stillman (2002:4), the retirement of the
BB will undoubtedly result in a shortage of
experienced employees, especially in senior
management positions, because there is not
a sufficient number of Gen X to take over
the reins from the BB, since they are slightly
more than half of the total number of the BB.
The authors argue that over the next few
decades "demand for bright, talented 35
to 45 year olds will increase by 25%, while
supply will decrease by 15%" (Lancaster &
Stillman, 2002:6). Van Dijk (2008:386-388)
agrees, stating that there is a fierce war to
attract talented people. This is underscored
by the Annual Report (RSA, 2015a:22),
which claims that there are 1 761 Gen Y in
Senior Management Service positions in the
public service.

If the BB retire with a volume of knowledge,
experience and competencies, it would
be a total loss to public institutions. How-
ever, in order to prevent this, public
institutions have to undertake a huge
knowledge management drive to retain the
repository skills (Salkowitz, 2008:11). The
demographic shift will make it more difficult
for institutions to find skilled employees
to fill critical jobs (Andresen & Nowak,

745



Maximising Generational Capacity for an Effective South African Public Service
Sinval B Kahn and Valery Louw

2015:70). The sophisticated technological
workplace requires that employees have
a deep knowledge of technology and
communication devices to professionally
execute their duties and responsibilities
(Salkowitz, 2008:17). Gen Y and the BF
Gen are best qualified for these positions
(Delcampo et al, 2011:8-10); however, they
lack the necessary experience and exposure,
which they may gain through mentoring and
coaching by older generations (Lancaster
& Stillman, 2010:40-42), as well as the
exchange of intergenerational competence.

GENERATIONAL CAPACITY IN
THE WORKPLACE

The BB, Gen X and Gen Y display funda-
mental differences in attitudes, priorities,
values and work styles as a result of
their different historical experiences. To
optimally utilise the capabilities of these
generations in the workplace, leaders and
managers should have an understanding
of the different generations' strengths and
weaknesses (Salkowitz, 2008:3). BB create
a work environment where participation,
a cordial spirit and a fair and level playing
field exist for all. They promote civil
rights, empowerment and diversity (Zenke,
Raines & Filipczak, 2000:21). Their core
management competencies are interpersonal
relations, team-oriented and command-
and-control, and their leadership style is
collegial, consensual and benignly despotic
(Salkowitz, 2008:58,76-77). The transfer
of these skills to Gen X and Y would allow
them to continue creating an institutional
culture that cares about people and their
relationships with others. The retirement of
BB, within the next few years, contributes
to the urgency of knowledge management.
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This generation has a lifetime of experience,
insights, knowledge and relationships that
contributed to the effectiveness of public
institutions. When this knowledge is lost,
it can be relearned, but at a great cost
(Salkowitz, 2008:85). A loss of institutional
knowledge reduces the ability to be in-
novative, threatens the ability to pursue
growth strategies, may give competitors an
advantage and, losing specific knowledge
at a critical time, increases vulnerability
(DeLong, 2004:31). Public institutions have
to invest in knowledge management to retain
the knowledge of the BB before they retire.
Baby Boomers are best suited to mentor Gen
Y, because they are their parents (Lancaster
& Stillman, 2010:39-43). This provides
an opportunity for public institutions to
implement mentoring programmes.

Gen X consists of a smaller number than
BB, because of the lower birth rate from
1963 to 1980 and the historical circum-
stances in which they were raised (Salkowitz,
2008:18). This generation is comfortable
with change in the workplace, and works
to live and does not live to work (Zenke,
Raines & Filipczak, 2000:21). Gen X is
positive about their personal futures. They
have learned to step cautiously in the
world and to carefully understand the
workplace culture in order to understand
institutional politics (Tulgan, 2000:161).
The differences between Gen X and Y are
largely economic and cultural differences.
Gen X grew up in an era when institu-
tions became bankrupt and retrenched
employees, which left them to struggle
economically to provide for their livelihood.
Therefore, they are cynical, independent,
distrusting of authority and pragmatic
(Salkowitz, 2008:18,53-54). The management
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approach of Gen X is individualistic and
results-oriented, less attached to processes
and impatient with structure (Salkowitz,
2008:58). Gen X provides institutions with
a strong combination of pragmatic problem-
solving abilities and a deep understanding
of technology that may bridge the gap
between the ageing and retiring BB and Gen
Y (Salkowitz, 2008:131).

Gen Y is less likely to respond to the tra-
ditional command-and-control type of
management, which is still popular with BB
(Salkowitz, 2008:58,76-77). This generation
has grown up questioning their parents, and
now they're questioning their managers;
they are not afraid to challenge the status
quo (O'Nell, 2010:3). They are the greatest
component of the workforce (Franco, 2013),
which makes them the future leaders and
managers (Resource Interactive, 2006:1).
This generation has grown from 14% of
the workforce to 21%, over the past few
years, to approximately 80 million in the
United States of America, and make up 50%
of China's current working-age population
(Tulgan & Martin, 2001). In South Africa,
they comprise 37% of the population and
58% of the economically active population
(EAP) (RSA, 2011b:15). Gen Y comes to
the workplace with different skills and are
motivated by different things; they think
differently about learning and relationships
(Voller et al, 2011:107). Among the general
characteristics of Gen Y, which are of interest
for the workplace, is that they are 'tech-
savvy' (Tulgan & Martin, 2001:22); they
like to learn, grow, interact and advance
(Salkowitz, 2008:106); and they advise
parents and collaborate with teachers
(Sheahan, 2007:82-83). Technology has
changed the way institutions conduct their
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business and how employees interact with
one another (Delcampo et al, 2011:53). Gen
Y's connectedness has not only allowed them
to work from anywhere and at any time, but
has also broadened their world view and
diversity (Tyler, 2007; Salkowitz, 2008:
108). Research conducted by Lancaster &
Stillman (2010:228) showed that 82% of
respondents indicated that Gen Y is well-
prepared for collaboration at work. This is
a challenge for Gen X who are accustomed
to controlling their assignments and work-
ing independently; and for BB who like to
display their abilities and accomplishments.
Gen Y lives for, and embraces, change.
They want to make a contribution to the
effectiveness of the institution from their
inception at the workplace. They want
to contribute to, and be part of, a greater
event (Lancaster & Stillman, 2010:86-87).
Gen Y has high expectations for fulfilment
and success, because they are confident,
honest, demanding and vociferous (Voller
etal,2011:113). They are not only the most
educated generation, but also street-smart
(Sheahan, 2007:7). Street-smart means that
one sees things the way they really are; and
one knows whom to trust and whom to
respect (Sheahan, 2007:7).

MAXIMISING CAPACITY

Why maximise capacity? The Constitution
asserts that public administration must
adhere to the efficient, economic and
effective use of resources (s195(1)(b)).
This is endorsed by the Department of
Public Service and Administration (DPSA),
which strives to become a capable, efficient,
effective, responsive and accountable public
service (RSA, 2015a:8). However, the Public
Service Commission (PSC) report (RSA,
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2010b:ii,vii) states that: most managers
are not adequately competent in HR; there
is a shortage of skills, high vacancy rates
due to scarce skills and high staff turnover
at the professional levels; and training re-
quirements of SMS and capacity building
need urgent attention (RSA, 2010b:5). The
lack of adequate HR severely constrains socio-
economic growth and development in South
Africa (RSA, 2009a:9). The introduction of
SMS, in 2001, attracted managers from the
private sector which improved retention, but
capacity development, professionalism and
commitment need attention (RSA, 2007:2).
These challenges may be ascribed to the
competition among public institutions for
the same scarce skills (RSA, 2010b:vii; Van
Dijk, 2008:386-387). The United Nations
Development Programme's (UNDP) Human
Development Index (HDI), projected a
declined in South Africa's Life Expectancy
Index between 1992 and 2005. In 2005 and
2013, it was 0.700 and 0.658, respectively,
which can be ascribed to the impact of HIV/
AIDS (UN, 2007b; RSA, 2014:159,161). The
retirement of BB, during the 2014/2015
financial year, created vacancies that need to
be filled by competent MMS candidates. In
the PSC, 56 (20%) employees left, of which
five (9%) retired (RSA, 2015b:90), and in the
Department of Defence (DoD) 3 331 (4.23%)
employees left, of which 839 (25.19%)
retired (RSA, 2015¢:110).

Economic competitiveness between insti-
tutions, nationally and globally, for scarce
skills and resources is intensifying. This
requires a workforce that is not only
flexible, but also has the capacity to adjust
speedily to rapid technological development,
production and trade (RSA, 2009c:8).
Ziderman (1997:352) agrees, claiming that
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improved ETD and health are not only
regarded exclusively as benefits stemming
from economic growth and rising incomes,
but also as investments in human capital
that make sustained economic growth
possible. Investment in ETD translates to
positive economic benefits for the institution
and society (Seyda & Werner (2012), cited
in Andresen & Nowak, 2015:70). Trained
and competent employees use their com-
petencies, effort and personality to improve
their performance, which enhances the
institutions' effectiveness (Cornelius, 2001:
1-2). HR provides institutions with a strong
economic incentive to make optimal use of its
workforce (Campbell & Campbell, 1990:97-
98). This is underscored by the UN (1995:3),
which states that HRD increases productivity,
enhances competitiveness and supports
economic growth. Drucker (1992:81-82)
concurs, advocating that people are the
only resource that uses other resources,
such as capital and technology, to produce
consumable products. Technological in-
novation, economic globalisation and dem-
ographic changes compel institutions to
invest in employee development, which
gives them a strategic competitive advan-
tage (Andresen & Nowak, 2015:70). Baker
(2015:61) agrees, stating that the complexity
of problems that employees face and the
ever-changing landscape is placing greater
pressure and demand on people to think
quickly and differently; therefore employee
development is essential.

Learning and development allows managers
and subordinates to enter into a partnership
for the employees' development in exchange
for a commitment to lifelong learning (Baker,
2015:81). Being a lifelong learner reinforces
the concept of action learning and meaningful
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work, which goes beyond mutual benefits
for employees and institutions. Employees
enjoy employability, the development of
new skills, greater job satisfaction and
more autonomy to play an active role in
the institution's decision-making processes.
The institution receives greater flexibility,
increased market share, a collaborative
environment, responsiveness and manoeuvra-
bility in the marketplace (Baker, 2015:83).
To increase the competence of public
employees, the National School of Gov-
ernment (NSG), in collaboration with South
African universities, has entered into a
partnership to train public employees
at different levels of management. The
government has to continue investing in
the development of its workforce, so that
they are able to keep abreast of functional
development in their respective disciplines
as well as technological advancements
(Haruna & Vyas-Doorgapersad, 2015:37-38).

The labour force survey, for 2001 to 2007,
showed an increase of 20 000 per annum in
the number of people holding a qualification
in the manufacturing, engineering and
technology sectors (RSA, 2009c:15-16).
During 2014/2015, DPSA appointed 24 141
interns, learners and artisan trainees in
the public service (RSA, 2015a:45). It also
intended to provide work experience
by supporting the admission of 50 000
youths and unemployed graduate interns
for internship, artisan and learnership op-
portunities by March 2015 (RSA, 2015a:57).
Furthermore, it endeavoured to reduce the
average vacancy rate in the public service
from 14.16% to 10% (RSA, 2015a:58-59).
It has exceeded its internal training target
of 60% by 5% by training 190 employees
(RSA, 2015a:41). The PSC trained 149
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(54.19%) employees of a workforce of
275; of which 69 (46.30%) were MMS
(PSC, 2015b:94). The DoD trained 42 428
(53.91%) employees of a workforce of
78 707, of which 3 019 (7.12%) were MMS
(RSA, 2015¢:133-134).

The DoD transformed and revitalised its
reserve forces, so that they were able to
fulfil their support role of reinforcing the
SANDF during internal exercises and peace
support missions. During 2014/2015, the
SANDF called up approximately 14 600
of the approximately 22 600 active Re-
serves available to safeguard the borders
and complement the Regular Force (RSA,
2015c:5). The Military Skills Development
System (MSDS) (youth development) is a
service system that supports the DoD's HR
renewal strategy and the feeder system
to ensure the SANDF's rejuvenation and
capacity. During 2014/2015, 3 889 MSDS
members were appointed (RSA, 2015c:5).
During 2014/2015 the DoD also assisted
the Department of Rural Development and
Land Reform by training 2 008 candidates
for the National Rural Youth Service Corps
(NARYSEC) (RSA, 2015c:106).

The DoD's revived ETD includes the imple-
mentation of the Security and Defence
Studies Programme (SDSP) at the South
African National Defence College on 12
January 2015. The Programme is accredited
at Master's degree level, or South African
Qualifications Authority (SAQA) Level 9,
and replaced the former Executive National
Security Programme (ENSP). The Joint Senior
Command and Staff Programme (JSCSP) is
accredited at Honours degree level, or SAQA
Level 8, and a new learning path for Officers
was approved. These qualifications enhance
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the lifelong learning culture and capacity of
military professionalism (RSA, 2015¢:107).
This capacity (force preparation and force
employment) allows the SANDF to provide
and employ defence capabilities, which
include an operational capability to conduct
all operations, including joint, interdepart-
mental and multinational military exercises
(RSA, 2015c¢:22). This capacity also allows
the SANDF to provide mission-ready defence
capabilities, of which its most critical
defence capability, its HR, is combat-ready
(state of health, fitness and concurrent
health assessment) (RSA, 2015c:14), which
includes a skilled and capable workforce
(RSA, 2015c:170).

The SANDF increases its capacity by using
the capability and competence achievement
models to enhance the ETD of its workforce.
These models assisted in determining the
accreditation of military qualifications at
SAQA and NQF. The SANDF has specialised
training schools for the different arms of
service (AoS) and corps. The AoS have col-
leges where junior and senior command and
staff training takes place. MMS are exposed
to tactical, operational and strategic com-
petence, which is commensurate with the
levels of war (Maxwell, 1997), to ensure
that they are functionally competent and
able to operate at SMS (DoD, 1997:95, in
Kahn, 2005:254-258). The SANDF also uses
assessment centres and succession planning
to select and develop MMS for appoint-
ment to SMS (Van Wyk, 1998:2.1, in Kahn,
2005:251-252). According to the learn-
ing path model, MMS must comply with
the military requirements and possess an
Honours degree or Postgraduate diploma.
MMS do not only play a crucial role in the
management cadre of public institutions,
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but are the backbone of the institutions'
present and future success, because they
provide leadership and functional training
to their subordinates and ensure that gov-
ernment's policies are implemented and the
institutions' strategic goals are achieved.
They also contribute to the future develop-
ment of the public service by coaching and
mentoring Gen Y and BF Gen (Haruna &
Vyas-Doorgapersad, 2015:35). For further
promotion, MMS must complete the JSCSP
and SDSP (DoD, 2001:3-5). Promotion in
the SANDF is not only linked to specific
institutional requirements, but also formal
recognition that a candidate is properly
developed and empowered to perform the
functions and accept the responsibilities
on a higher level rank (DoD, 2001:3). This
means that soldiers are developed not only
to operate within their respective functional
disciplines, but also within the broader
structure of the SANDF, irrespective of their
discipline (DoD, 2001:3-5).

A MODEL FOR MAXIMISING
GENERATIONAL CAPACITY

Figures 1 and 2, on the following pages,
reveal that renewed minds are needed
to create an organisational culture for
maximising generational capacity. It re-
quires a transformation of the public
service to create an enabling institutional
culture (RSA, 1997a:11-12), which can be
done by transformational leaders (Kahn
& Naidoo, 2011:86-88). The Batho Pele
principles provide guidelines for establish-
ing an organisational culture (RSA, 1997);
however, it will take years for a young
democratic public service to create an
inclusive culture (Andrews & Mead, 2009:20-
21). An organisation's culture represents
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FIGURE 1: Building institutional capacity

Institutional Culture

Personalised learning:

Training focus on the institution’s
vision, mission and strategies
(formal & informal training)
Design-of-work tasks

Off-the-job training

Refresher training

Promotional qualification &
development

IZ' Sustained institutional training:

II' Standardised learning:
Qualifications offered via
institution’s HRD Department
(workshop & seminars)
Into-to-the job training
On-the-job training
Refreshers’training

Basic, formative &

functional training

Enhance problem solving ability:

Learning institution
Expertise management
Behavioural development
Executive development
(SDSP training)

Systemic problem analysis of
institution Team development
Integrated concept of further
development
Parallel-to-the-job training
Near-the-job training
Off-the-job training

Attitude development
Behavioural development
Executive development
(JSCSD training)

»
»

Source: Adapted from Ottmayer, Kiinzli, Kéte and Hafliger (2010) in Andresen and Nowak (2015:76)

the personality of an institution, which is a
reflection of the relationship between the

employees and employer (Baker, 2015:66).

The relationship is the manner in which
management and subordinates relate to one
another (Baker, 2015:71).

Figure 1, above, shows how the authors
adapted the work of Conradie (1983), cited
in Ottmayer, Kiinzli, Kate & Hafliger (2010) in

Andresen & Nowak (2015:76), and merged it
with the DoD's ETD. Standardised learning:
includes into-the-job and on-the-job training.
Informal training takes place at work, it is less
cost-intensive than formal and non-formal
training, and there are neither direct nor
indirect costs, because training takes place
at work and employees do not miss working
hours (Andresen & Nowak, 2015:75). Per-
sonalised learning: personal development
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programmes, which take place according
to the employee's personal development
plan (PDP). This may also include design-of-
work tasks or on-the-job training. Enhanced
problem-solving ability: can take place in
all three types of work-related learning
(formal, informal and non-formal). Informal
training normally takes place at work,
while formal and non-formal training takes
place away from the workplace. Off-the-job
training allows employees to interact and
exchange ideas, knowledge and information
with employees from other institutions. It
also extends their network and broadens
their respective world view (Beardwell &
Holden, 2001:331-333). Parallel-to-the-job
training (mentoring programmes, coaching,
counselling and work-life-balance) provides
excellent opportunities for intergenerational
competence capacity. It allows the different
generations to interact and share their
experiences and competencies (Andresen
& Nowak, 2015:72-73). Sustained insti-
tutional training: public institutions should
create an institutional culture where con-
tinuous employee development can take
place and where their expertise can be
optimally utilised (Baker, 2015:66-68).
Transformational leaders are capable of
both (Reggio & Murphy, 2002:106-107).

Andresen and Nowak (2015:75) propose
four categories to enhance institutional
capacity as is illustrated in Figure 1 on
the previous page. Refreshers training:
managers and leaders should keep abreast
of new developments in their respective
disciplines as well as with technological
innovation and development. Retraining is
also necessary when there are job changes
and the introduction of new work methods,
processes and programmes. Promotion
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qualification and development: to attain the
required competencies and undergo further
training in order to function at the next
higher level of management. Candidates
for such appointments are identified via
the career and succession planning pro-
cesses. Attitude development: normally
takes place when institutions experience
organisational change. This assists in chang-
ing the attitude of employees, so that they
are able to embrace a new institutional
culture. Behavioural development: intends
to transform employees' behaviour in order
to facilitate changes in their social behaviour,
which is aligned to the institution's culture.
This plays an important role in embedding
new institutional norms and traditions as
well as improving leadership qualities.

Figure 2, on the following page, illustrates
how intergenerational competence can
maximise the institution's HR capacity.
The transfer of BB skills to younger gen-
erations would allow them to continue
promoting an institutional culture that is
people and relationship friendly (Salkowitz,
2008:58,76-77). BB would not only share
their leadership and managerial experience
with younger generations, but also men-
tor Gen Y to ensure that institutional knowl-
edge is transferred (Lancaster & Stillman,
2010:39-43). Gen X can share their prag-
matic problem-solving skills with Gen Y
(Salkowitz, 2008:131) and also mentor
them (Carlson, 2008:29-30). Both Gen X and
Y can teach BB to become technologically
efficient, which would enable BB to become
more effective in doing their work (Salkowitz,
2008:77). Gen Y's connectedness and tech-
nological knowledge enable them to share
it with older generations, which allows
them to work from anywhere and at any
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FIGURE 2: Generational competence capacity

Fact
actors Baby Boomers

Collegial
Consensual
Benign despotic
Command-&-control

Leadership

Mentoring
Institutional knowledge
Empowerment

Competence

Participation
Work spirit
Level playing field

Work Ethic

Individualistic
Result-oriented

Pragmatic problem-solving
Knowledge of technology
Mentoring

Embrace change
Work to live
Level playing field

Gen X
GenY

Flexibility
Collaboration
Result-oriented

Tech Savvy
Highly educated
Accountability

Institutional
effectiveness

Challenge status quo
Embrace change
Value diversity

Play-by-the-rules
Interpersonal relations
Team-oriented
Characteristic

Positive personal future
Pragmatic
Independent

Connect-oriented
Making a difference
High expectations
Civic-minded

v

Source: Authors

time (Tyler, 2007; Salkowitz, 2008:108).
Gen Y's desire for work-life-balance is an
antidote for Gen X's workaholic nature. This
generation's collaborative ability, desire for
change and diversity would enable them to
work in a transformed workplace (Salkowitz,
2008:189). The strength of one generation
may compensate for the weakness of another.
The sum total of generational competence
would not only enhance the effectiveness
of the public service, but also change the
landscape of service delivery.

CONCLUSION

The research reveals that the maximisation
of generational capacity not only requires
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renewed mindsets from all generations,
but also a willingness to collaborate and
exchange knowledge between seniors and
juniors, as well as acknowledging people's
abilities and celebrating individual and
institutional achievements. Therefore, the
sum total of generational competence
would increase the public service HR
capacity to provide better services to all
South Africans. It is suggested that the
institution's culture should make provision
for an intergenerational competence ex-
change, which would enable institutions
to retain unique institutional competence
and knowledge. It would also provide an
enabling environment where the BF Gen
is exposed to a multitude of competences.
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The study shows that HRD not only en-
hances generational capacity, but it is also
directly connected to sustained economic
growth, because it increases employees'
performance and the institutions' effec-
tiveness, which results in better service
delivery to all citizens. It is advocated that
the in-organisation development model of
Conradie (1983), in Andresen and Nowak
(2015), be adopted and adapted to suit
the institutions' culture. The research

REFERENCES

Agnes, M. 1999. Webster's New World Dictionary. 4 ed. USA:
Macmillan.

Andresen, M. & Nowak, C. 2015. Human resource manage-
ment practise: assessing added value. Switzerland:
Springer International Publishing.

Andrews, T.G. & Mead, R. 2009. Cross-cultural management:
Critical perspectives on business and management.
London: Routledge.

Baker, T. 2015. Attracting and retaining talent: becoming an
employer of choice. New York: Palgrave Macmilan.

Baloyi, B. & Isaacs, G. 2015. South Africa's fees must fall
protests are about more than tuition costs. Available at:
http://edition.cnn.com/2015/10/27/africa/fees-must-fall-
student-protest-south-africa-explainer/. Accessed on 23
March 2016.

Beardwell, 1. & Holden, L. 2001. Human resource man-
agement: A contemporary approach. London: Prentice Hall.

Campbell, J. & Campbell, J.P. 1990. Productivity in
organizations: New perspectives from industrial and
organizational psychology. San Francisco: Jossey-Bass.

Carlson, E. 2008. The lucky few: Between the greatest
generation and the baby boom. New York: Springer.

Cook, M. 1991. Personnel selection and productivity,
psychology and productivity at work series. New York:
John-Wiley and Sons.

Cornelius, N. 2001. Human Resource Management: A

Managerial Perspective, 2™ ed. London: Thomson Learning.

754

reveals that Gen Y possesses unique com-
petencies, which is a competitive advan-
tage, because public institutions cannot
compete with the private sector for the
small pool of talented Gen Y. It allows
them to contribute to the institution's
effectiveness, which translates into better
service delivery for all communities. It is
recommended that Gen Y be mentored
and involved in all management levels to
increase their skills.

Crotty, M. 1998. The foundations of social research: Meaning
and perspective in the research process. London: Sage.
Delcampo, R.G., Haggerty, L.A., Haney, M.J. & Knippel, L.A.
2011. Managing the multi-generational workforce: From
the GI generation to the millennials. Burlington: Grower.

De Long, D.W. 2004. Lost knowledge: Confronting the threat
of an aging workforce. New York: Oxford University Press.

Department of Defence. 1997. Education, Training and
Professional Development in Transformation. Pretoria:
Department of Defence Force.

Department of Defence 2001. Policy on the promotion.
Department of Defence instruction personnel no 21/
2001. DS/HR SUP CEN/DMPU/R/105/15/B. Pretoria:
Department of Defence.

Donohue, K.S. & Wong, L. 1994. Understanding and applying
transformational leadership. Military Review, August.
Drucker, P.F. 1992. Managing for the future. London:

Butterworth-Heinemann.

Erasmus, B.J. & Van Dyk, P.S. 1999. Training management
in South Africa, 2™ ed. Johannesburg: International
Thompson Publishing (Southern African).

Franco, M. 2013. How Generation Y works. Available at:
http://people.howstuffworks.com/culture-traditions/
generation-gaps/generation-y.htm. Accessed on 15
May 2013.

Freeman, M., deMarrais, K., Preissle, J., Roulston, K. & St. Pierre,

E.A. 2007. Standards of evidence in qualitative research:

Journal of Public Administration * Volume 51 * Number 4 * December 2016



Maximising Generational Capacity for an Effective South African Public Service
Sinval B Kahn and Valery Louw

An incitement to discourse. Educational Researcher,
36(1):25-32.

Gaudin, S. 2011. Social networks credited with role in toppling
Egypt's Mubarak. Available at: http://www.computerworld.
com/s/article/9209159/Social networks credited with
role_in_toppling Egypt s Mubarak. Accessed on 22
April 2014.

Gibb, S. 2008. Human resource development: problems,
practice and perspectives. Hampshire: Palgrave MacMillan.

Gomez-Mejia, L.R., Balkin, D.B. & Cardy, R.L. 2010.
Managing human resources, 6" ed. New York: Pearson.

Haruna, P.H. & Vyas-Doorgapersad, S. 2015. Public
administration training in Africa: Competencies in
development management. London: Taylor & Francis
Group.

Howe, N. & Strauss, W. 2000. Millennials rising: The next
great generation. New York: Vintage Books.

Jackson, S.E. & Schuler, R.S. 2000. Managing human
resources: A partnership perspective, 7" ed. Cincinnati:
South Western College Publishing.

Kahn, S.B. & Naidoo, G. 2011. Transformational leadership:
The case for the South African National Defence Force.
Journal of Administratio Publica. 19(3):73-96.

Kahn, S.B. 2005. Managing the South African National
Defence Force towards productivity: A human resource
management perspective. Cape Town: University of
Stellenbosch (Unpublished).

Lancaster, L.C. & Stillman, D. 2002. When generations
collide. New York: Harper Business.

Lancaster, L.C. & Stillman, D. 2010. The M-factor: How
the millennials generation is racking the workplace. New
York: Harper-Collins.

Leedy, P.D. & Ormrod, J.E. 2005. Practical Research Planning
and Design (5th ed.). New Jersey: Pearson Merrill Prentice
Hall.

Maxwell, A.F.B. 1997. Three Levels of War. United States
Airforce (USAF) College of Aerospace Doctrine, Research
and Education (CADRE). Air and Space Power Mentoring
Guide, Vol. 1. Alabama: Air University Press. Available at:
http://www.cc.gatech.edu/~tpilsch/INTA4803TP/Articles/
Three%?20Levels%200f%20War=CADRE-excerpt.pdf.

Accessed on 16 February 2016.

Journal of Public Administration * Volume 51 * Number 4 * December 2016

McBeath, G. 1994. Practical management development.
Cambridge: Blackwell. pp.160-168.

McShane, S.L. & Von Glinow, M. 2007. Organizational
behavior: Essentials. New York: McGraw-Hill.

Munro, C.R. 2014. Managing the new generation: a practical
guide for understanding and meeting workplace expecta-
tions of generation Y. Birmingham: Impackt Publishing.

Noe, R.A. 2005. Employee training and development 3™
edition. New York: McGraw-Hill.

O'Neill, M. 2010. Generational preferences. Knoll Workplace
Research. Available at: http://www.knoll.com/research/
downloads/WPGenerationalDifferences.pdf. Accessed on
8 November 2010.

Reggio, R.E. & Murphy, S.E. 2002. Multiple intelligence and
leadership. London: LEA Publishers.

Republic of South Africa. 1996. Constitution of the Republic
of South Africa, Act No. 108 of 1996. Pretoria: Government
Printer.

Republic of South Africa. 1997a. White Paper on Human
Resource Management in the Public Service.

Republic of South Africa. 1997b. White Paper on Public
Service Training and Education. Pretoria: Government
Printer.

Republic of South Africa. 1997c. White Paper on Transform-
ing Public Service Delivery (Batho Pele). Pretoria: Gov-
ernment Printer.

Republic of South Africa. 1998. Skills Development Act, No.
97 of 1998. Pretoria: Government Printer.

Republic of South Africa. 1999. Skills Development Levies
Act,No. 9 of 1999. Pretoria: Government Printer.

Republic of South Africa 2007. Improving the performance
of the public service. Available at: www.thepresidency.gov.
za/docs/reports/15year.../public_service.pdf. Accessed on
23 March 2016.

Republic of South Africa. 2008a. Skills Development Amend-
ment Act, No. 37 of 2008. Pretoria: Government Printer.

Republic of South Africa. 2008b. National Qualification
Framework Act, No. 67 of 2008. Pretoria: Government
Printer.

Republic of South Africa. 2009a. Human resource develop-
ment strategy for South Africa 2010-2030. Pretoria: De-

partment of Education. Available at: http://www.education.

755



Maximising Generational Capacity for an Effective South African Public Service
Sinval B Kahn and Valery Louw

gov.za/DocumentsLibrary/Publications/tabid/93/Default.
aspx. Accessed on 24 February 2010.

Republic of South Africa. 2009b. National Youth Policy
Framework 2009-2014. Pretoria: The Presidency.

Republic of South Africa 2009c. Five-year medium-term
strategic framework: Strategic. Available at: www.thepresid
ency.gov.za/docs/pesa/planning/mtsf july09.pdf. Accessed
on 23 March 2016.

Republic of South Africa. 2010a. Public service human resource
management and development strategy — vision. 2015.
Pretoria: Department of Public Service and Administration.

Republic of South Africa 2010b. Public Service Commission
Report 2010. www.psc.gov.za/.../2010/State of the Public
Service Report.pdf. Accessed on 23 March 2016.

Republic of South Africa. 2010c: Skills Development Levies
Amendment Act, 24 of 2010. Pretoria: Government Printer.
Republic of South Africa. 2011a. National Development Plan
2030: Our future — make it work. Pretoria: The Presidency.
Republic of South Africa. 2011b. Statistics South Africa. Mid-

year population estimates 2011. Pretoria: Government printers.

Republic of South Africa. 2014. Tiventy year review: South Afiica
1994-2014. Pretoria: The Presidency.

Republic of South Africa. 2015a. Department of Public Service
and Administration. Annual report. 2014/2015. Pretoria:
Government Printer.

Republic of South Africa 2015b. Public Service Commission
Report 2014/2015. Available at: http://www.psc.gov.za/
documents/reports/2015/PSC_AR 2015.pdf. Accessed on
29 February 2016.

Republic of South Africa 2015¢. Department of Defence Report
2014/2015. Available at: http://www.gov.za/sites/Www.gov.
za/files/DoD-annual-report-2014-15.pdf. Accessed on 2
March 2016.

Resource Interactive, 2006. Decoding the digital millennials:
Large in number, huge in influence. Litmus, November
2006. Available at: http://www.changingmo.com/up
loads/7/5/3/5/7535902/litmus-_digital_millenials-fish_
diagram.pdf. Accessed on 23 March 2016.

Salkowitz, R. 2008. Generation blend: Managing across the
technology age gap. New York: Wiley & Sons.

Sheahan, P. 2007. Generation Y: Thriving and surviving with

Generation Y at work. Australia: Griffin Press.

756

Skinner, S.J. & Ivancevich, J.M. 1992. Business for the
twenty first century. Homewood. Irwin, Illinois.

Storey, J. 2001. Human resource management: A critical text,
2" ed. London: Thomson Learning.

Symonds, M. 2010. Business schools beware: Generation
Y is at the door. Available at: http://www.businessweek.
com/bschools/content/jan2010/bs20100121_624849.htm.
Accessed on 1 September 2011.

Trunk, P. 2007. What Generation Y really wants? Available
at: http://www.time.com/time/magazine/articel/0,9171,
1640395,00.html. Accessed on 22 April 2014.

Tucker, J.A. 2011. How does protest topple a govern-
ment? Available at: http://blogs.wsj.com/ideas-mar-
ket/2011/02/15/how-does-protest-topple-a-government/.
Accessed on 22 April 2014.

Tulgan, B. & Martin, C.A. 2001. Managing Generation
Y: Global citizens born in the late seventies and early
eighties. New York: HRD Press.

Tulgan, B. 2000. Managing Generation X: How to bring
out the best in young talent. New York: W.W. Norton &
Company Inc.

Twenge, J. 2006. Generation me. Available at: www.
generationme.org. Accessed on 20 March 2015.

Tyler, K. 2007. The tethered generation. Human Resource
Magazine May 2007. Available at: www.shrm.org/
hrmagazine/articles/0507/0507/cover.asp. Accessed on
22 April 2014.

Underwood, C. 2007. Bridging the generation gaps. American
Gas 89(6):42-43. Accessed on 2 September 2009.

United Nations. 1995. Programme in Public Administration
and Finance. Available at: www.un.org/documents/ga/
docs/50/plenary/a50-525.htm. Accessed on 23 March
2016.

United Nations. 2007. South Africa's HDI values in
2005. Available at: www.photius.com/rankings/human_
developement index 1975-2005.html. Accessed on 23
March 2016.

United Nations. 2015. Transforming our world: The 2030
Agenda for Sustainable Development. United Nations
Sustainable Development Summit, 25-27 Sep 2015.
Available at: https://sustainabledevelopment.un.org/index.

php?page=view&type=400&nr=2125&menu=1515.

Journal of Public Administration * Volume 51 * Number 4 * December 2016



Maximising Generational Capacity for an Effective South African Public Service
Sinval B Kahn and Valery Louw

Van Dijk, H.G. 2008. The talent management approach to
human resource management: Attracting and retaining
the right people. Journal of Public Administration
43(3.1):385-395.

Van Dyk, P.S., Nel, P.S., Van Z Loedolff, P. & Haasbroek,
G.D. 1997. Training management: A multidisciplinary
approach to human resources development in Southern
Africa. Johannesburg: International Thompson Publishing.

Van Wyk, C. 1998. South African Army assessment centres,
assessors training. Salut5(11).

Voller, S., Blass, E. & Culpin, V. 2011. The future of learning:
Insights and innovations from executive development. New

York: Palgrave Macmillan.

Weick, K.E. 2001. Sense making in organisations. Oxford:
Blackwell.

Zenke, R., Raines, C. & Filipczak, B. 2000. Generations
at work: Managing the clash of veterans, boomers, xers
and nexters in your workplace. New York: Performance
Research Associates Inc.

Ziderman, A. 1997. National programmes in technical and
vocational training: Economic and educational relation-
ship. Journal of Vocational Training and Education 49(3):
351-366.

Sinval B Kahn and Valery Louw are attached to the Department of Public Administration at the

University of South Africa (UNISA).

Journal of Public Administration * Volume 51 * Number 4 * December 2016

757



