First Quaterly Progress Report

TECHNICAL ASSISTANCE TO SADC SECRETARIAT
ON STRENGTHENING CHANGE AND
KNOWLEDGE MANAGEMENT
CONTRACT NUMBER: SADC/3/5/2/147

PERIOD: 01.09.2021 – 30.11.2021

Lead implementing partner

Technical Assistance to SADC Secretariat on strengthening Change and Knowledge Management – SADC/3/5/2/147

Table of Contents
1.

Introduction ............................................................................................................................................... 1
Background and context .................................................................................................................... 1
Objectives and Purpose ..................................................................................................................... 2
Overview of the first quarter of service delivery ............................................................................... 2

2.

Progress achieved ...................................................................................................................................... 3
General Approach .............................................................................................................................. 3
Progress Against Roadmap................................................................................................................ 3
2.2.1.

Roadmap Status Update................................................................................................................. 6
Progress Against Result Areas .......................................................................................................... 6

3.

2.3.1.

Change Management ..................................................................................................................... 6

2.3.2.

Knowledge Management ............................................................................................................... 6

Challenges encountered and measures adopted ......................................................................................... 8
Timeline............................................................................................................................................. 8
Approvals .......................................................................................................................................... 8
Time Commitments ........................................................................................................................... 8
Virtual Working................................................................................................................................. 8

4.

Planning for next quarter ........................................................................................................................... 9
Roadmap for Quarter 2 ...................................................................................................................... 9
Planned resources .............................................................................................................................. 9

5.

Contract and resource management ......................................................................................................... 10
Contract management ...................................................................................................................... 10
Resource management ..................................................................................................................... 10
Reimbursable Expenses ................................................................................................................... 10
Non Key Experts ............................................................................................................................. 10
Project Monitoring during Quarter .................................................................................................. 10

6.

Conclusions & Recommendations........................................................................................................... 11

Annexes ........................................................................................................................................................... 12
Annex A – Change & Knowledge Management Presentation ..................................................................... 12
Annex B – Directorates and Units Introductory briefing to staff - Meetings Schedule ............................... 16
Annex C – Memo - Introductory Presentations- CKM to all employees ..................................................... 17
Annex D – Change and Knowledge Management Governance Structure ................................................... 18
Annex E – Change and Knowledge Management Baseline Survey ............................................................ 19
Annex F – Draft Interview Protocol Situational Analysis ........................................................................... 21
Annex G – Secretariat Information and Data Mapping ............................................................................... 32
Annex H – Roadmap.................................................................................................................................... 34
Annex I – Memo -Change and Knowledge Management page on Intranet ................................................. 45
Annex J – Project Site Layout and Content ................................................................................................. 46
Annex K – Change Champions Appointment and Induction....................................................................... 47

First quaterly progress report

Page i

Technical Assistance to SADC Secretariat on strengthening Change and Knowledge Management – SADC/3/5/2/147

First Quaterly Progress Report
Covering the period from 01.09.2021 – 30.11.2021.

Prepared by
Key Expert Team:
David Chiveso – Key Expert 1
Tanya Karlebach – Key Expert 2

QA process
Particip GmbH:
Thomas Keck
Antje Nieman

First Quaterly Progress Report read and approved by:

For SADC Secretariat:
Date:

For Particip GmbH:
Date:

Ambassador. Joseph Nourrice
Deputy Executive Secretary Corporate Affairs

Thomas Keck
Director

Disclaimer: The views expressed herein are those of the consultant and therefore do not necessarily represent
the official opinion of the SADC Secretariat or other stakeholders.

First quaterly progress report

Page ii

Technical Assistance to SADC Secretariat on strengthening Change and Knowledge Management – SADC/3/5/2/147

List of Acronyms and Abbreviations
Acronym

Meaning

AUC

African Union Commission

CKM

Change & Knowledge Management

CM

Change Management

COVID19

Coronavirus Disease 2019

EDRMS

Electronic Document and Records
Management System

ES

Executive Secretary

ESS

Employee Self Service

EU

European Union

GIZ

Deutsche Gesellschaft für
Internationale Zusammenarbeit
GmbH

HR

Human Resources

HRA

Human Resources & Admin

ICT

Information and Communications
Technology

IICB

Integrated Institutional Capacity
Building Programme

IT

Information Technology

KE

Key Expert

KM

Knowledge Management

KMS

Knowledge Management System

MIS

Management Information System

MS

Member States

NKE

Non Key Expert

PCM

Project Cycle Management

PMC

Programme Management Committee

PMS

Project Management System

PPRM

Policy Planning and Resource
Mobilisation

PR

Public Relations

PRU

Public Relations Unit

QA

Quality Assurance

REC

Regional Economic Community

RISDP

Regional Indicative Strategic
Development Plan

SADC

Southern African Development
Community

First quaterly progress report

Acronym

Meaning

SIMS

SADC Integrated Management
System

SIPO

Strategic Indicative Plan for the Organ

SOPs

Standard Operating Procedures

TA

Technical Assistance

TOR

Terms of Reference

TWG

Technical Working Group

Page iii

Technical Assistance to SADC Secretariat on strengthening Change and Knowledge Management – SADC/3/5/2/147

1. Introduction
Background and context
The Technical Assistance to SADC Secretariat on strengthening change and knowledge management is part of
the EU’s Integrated Institutional Capacity-Building (IICB) Programme. The first Specific Objective (SO1) of IICB,
focusing on enhancement of SADC Member State structures to facilitate/co-ordinate the implementation regional
agenda at country level, is currently implemented by GIZ. The second Specific Objective (SO2), to enhance service
delivery by the SADC Secretariat to better support regional commitments at country level, is under the responsibility
of the SADC Secretariat. This Technical Assistance (TA) is implemented by Particip under the responsibility
of the SADC Secretariat and will contribute to the achievement of SO2.
Article 14 of the SADC Treaty describes the Secretariat as the Principal Executive Institution of SADC, responsible
for strategic planning, facilitation and coordination and management of all SADC Programmes. Its main purpose is
to maximise and support the facilitation of Member States policies and programmes guided by the Regional Indicative
Strategic Development Plan (RISDP) and the Strategic Indicative Plan for the Organ (SIPO) to best contribute to the
overall objectives of SADC which is the achievement of Regional Integration and Poverty alleviation. Pursuant to
this mission, the strengthening or enhancing of the Secretariat's capacity in implementing the regional agenda
in Member States has become one of the key objectives under the Integrated Institutional Capacity Building
Programme.
Figure 1: Intervention Logic - IICB Programme

Under SO2 of the IICB programme the Secretariat is receiving Technical Assistance and support in four areas, of
which Change and Knowledge management is one of them. The focus of the IICB (SO2) is to transform the way of
doing business at the Secretariat which is directly related to Change Management and Knowledge Management. An
equipped and capacitated SADC Secretariat will be well poised to respond effectively and efficiently to changes
that could arise in areas of donor funding, socio-economic and political fields and to disruptions that are continuously
being brought by the rapid changes in technology. Besides, an appropriate organizational work culture, based on
interaction, collaboration and adaptation and a value system aligned to the attain-ment of the SADC Vision,
Mission and Objectives is critical for the Secretariat to overcome the silo mentality and foster cooperative
actions. Given its role in supporting the planning, coordination, implementation and evaluation of regional
integration projects and programmes in Member States, an improved knowledge management system is crucial to
support peer learning as well as the strengthening of the internal corporate culture. Another important focus of
SO2 will be on strengthened internal service level agreements and implementation of performance benchmarks
among the departments con-tributing directly to the effectiveness of project management and capacitating the
Secretariat to foster its service delivery.
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Objectives and Purpose
The specific objective of the assignment is to strengthen change and knowledge management at the SADC
Secretariat through assessment of opportunities and threats to change and development of tools to implement
and monitor change and knowledge management.
During the Diagnosis and Design Phase as an outcome of the detailed culture and organisational analysis, this
broad objective of the ToR will be further developed into specific change management and knowledge
management objectives detailed in respective institutional strategies. Without prejudicing the outcome of the
analysis, common change and knowledge objectives include:
▪ Effective project/programmes planning and implementation require change and knowledge management
principles to be embedded in processes. It is of paramount importance that the SADC Secretariat, as the chief
execution and coordinating arm possesses an in-depth practical understanding and use of change and knowledge
management theory and accompanying tools.
▪ Collaborative working to effectively exploit the Human Resources of the institution, and promote knowledge
sharing between business areas, be established with a cultural/ attitudinal change approach that challenges silo
mentality and is supported by Knowledge Sharing tools and systems.
▪ Information and organisational learning: For an entity like the SADC Secretariat with a remit for coordination
and cross-national integration and a staff establishment with turn-over, establishing tools and system to support
the development of institutional memory and learning/adaption process is mission-critical.
▪ Effective service delivery enhanced by ensuring efficient work processes, as well as a solid shared evidence
base for all parties, and reducing the opportunities for duplication of activities.
The outcome of the envisaged change and knowledge management assignment will be an organisation with staff
committed to the capture, dissemination and sharing of both explicit information and implicit knowledge; efficient
and adaptive work processes; an openness towards change; and the processes and tools to enable this. By improving
internal efficiency and effectiveness of operations, SADC will be able to enhance its service delivery in support of
regional integration.
The purpose of the Contract is to provide technical assistance to the SADC Secretariat aimed at strengthening
change management and institutional capacity for identification, storage, management, and preservation of
knowledge in the implementation of the RISDP/SIPO.
By establishing an organisational culture that is open to change and knowledge-led, the project will provide the
foundation for a responsive institution better able to fulfil its strategic remit. Both change and knowledge
management rely on effectively harnessing the human assets of the organisation and have the same ultimate
objective: creating an adaptive, dynamic organisation that is sustainable rather than stagnant. The success of both
work strands is interdependent: change requires knowledge of what is and what could be; embedding knowledge
capture and sharing at the heart of the organisation requires a change strategy and processes that support continual
learning and evolution. For the purpose of this project, the two work strands are brought together to ensure that the
overall transformation objectives are achieved and that the Change and Knowledge activities complement and
reinforce each other. During the initial Diagnosis Stage, the Lead Experts will work jointly on a number of baseline
assessment and training activities which will also help minimise impact on Secretariat time. As the Project progresses
to Implementation Stage, the Experts will work in close connection but focus on delivering the specific activities of
their own work strand.

Overview of the first quarter of service delivery
The first quarter which spanned the period September 2021 to November 2021 was preparatory in nature and saw
the setting up and implementation of the project governance structure which was critical in getting the project
underway. A series of meetings with the project Technical Working Group (TWG), the Steering Committee and the
Management Committee and at a strategic level, with the Executive Team were instrumental in coordinating, guiding
and providing shape to the project activities. These meetings, which were held at different times over the course of
the quarter resulted in key project preparatory activities being achieved namely, the deployment of diagnosis and
assessment tools, the laying out of a general communication framework which included the announcement of the
project kick-off to all staff by the Executive and detailed staff engagements where the vision, objectives and project
road map were shared and discussed and the deployment of an online change readiness survey, situational
analysis interviews and the appointment of Change Champions wrapping up the set of preparatory activities under
this quarter.
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2. Progress achieved
General Approach
To ensure successful and sustainable changes, the project is based upon a user-driven methodology that ensures
active staff engagement at all stages from project governance through problem-identification and solution
intervention. Consequently, the initial project set up is critical to subsequent activities and over the last three months
the Consultants worked closely with Secretariat counterparts to build this foundation. Our approach during this time
was to build the relationships and project systems that would encourage a participative, consultative, collaborative
and interactive project.

Progress Against Roadmap
The overall project has five phases:
▪ Inception (May - June 2021)
▪ Preparation and Diagnosis (September - December 2021)
▪ Designing (January 2022 - March 2022)
▪ Delivering (April 2022 - March 2023)
▪ Stabilisation and Monitoring (April – June 2023)
Building on the workplan developed during the inception phase, the Consultants worked with the Task Manager to
develop a project Road Map (Annex H) which provides greater detail of key activities and sub-activities required to
deliver the agreed project results. Within the two project components (change management and knowledge
management) there are a number of results that the project is intended to deliver, and these are marked on the
Roadmap at high level (e.g. A.1) with activities (e.g. A1.1) and sub-activities (e.g. A1.1.1) noted as well. While
related, the result areas are not necessarily sequential, and work will occur throughout the project on different areas
at different times to reflect the priorities of the Secretariat. Consequently, the Roadmap will evolve over time as
activities are further refined or adapted to ensure that the results can be achieved. Within a given quarter, the Roadmap
will reflect the intended activities for each result area being worked on and record project progress and detailed task
management.
The key objectives during this quarter involved:
▪ Establishing a strong and representative Technical Working Group led by the Task Manager
▪ Briefing the Executive and seeking their strong sponsorship for the project
▪ Building the communication approach and channels
▪ Beginning the work of staff engagement including presentations and identification of change champions
▪ Conducting a Change and Knowledge Management Baseline Readiness Survey
▪ Initiating the situational and functional analysis.
These activities have helped position the project as driven by staff, and to establish a working approach which
models the communication style and adaptative behaviours that will engender organisational change. The
detailed Roadmap with the result areas and related activities scheduled for this quarter is below.
Table 1: Road Map September to November 2021
KEYS
Overdue

KE1: David Chiveso

Phase 1: Preparation and Diagnosis Phase

Not yet started

KE2: Tanya Karlebach

Phase 2: Designing Phase

In Progress

NKE: Non Kex Experts

Phase 3: Delivering Phase

Completed

TWG: Technical Working Group

Phase 4: Stabilisation and Monitoring Phase

Ongoing Activity



Deadline/Deliverable
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Activity

By Whom

Sep
2021

Oct
2021

Nov
2021

Status

A. Develop and Implement a SADC Secretariat Change Management Theory
KE1, NKE

A.1.1

Conduct an internal organisational change management
readiness assessment (with clear identification of SADC's
delivery capacity to implement the strategy), mapping and
profiling, and formulate a SADC change management
strategy and plan
Functional and Institutional Assessment

A.1.1.1

Develop assessment tools (survey and interview guides)

KE1, NKE

A.1.1.2

Agree interview list with TWG

A.1.1.3

Carry out interviews, focus groups and survey

KE1, NKE

A.2

Develop Communication Programme

KE1,NKE

A.2.1

Management Communication to sensitize employees on
the change and knowledge management concept
Assist in developing project brief for general
communication and drafting initial presentations for
Directorates
Send out first general communique to staff and other
stakeholders on Change Management project.

KE1, NKE

A.2.4

Conduct Introductory interactive presentations
Directorates/Units on Change vision and objectives

to

KE1, TWG

A.2.4

KE1 NKE

A.3

Launch Communication channels and first ‘drop in”
session.
Establish Governance

KE1,TWG

A.3.1

Agree Role of Coordinating Group

KE1,TWG

A.3.2

Confirm Weekly meeting slots

KE1,TWG

A.3.3

Discuss any capacity needs for Coordinating Group

KE1,TWG

A.3.4

Confirm approval process (e.g. Coordinating Group,
PMC, Executive) and what activities or deliverables need
to go through what stages
Arrange meeting (by 17 Sep) with other IICB project
teams to allow for project coordination
Establish a transformation management structure (change
leader and champions) to oversee the development and
implementation of the change management strategy and
plan

KE1, TWG

Assist in identifying and setting up of Change Champions
CKM Team
Work with TWG and use Project briefings to
Directorates/Units to identify and appoint Change
Campions.
Set up schedule of meetings for Change Champions

KE1, TWG

Set up project communication tools as agreed (e.g., whats
app groups, portal sites etc.)

KE1,NKE

A.1

A.2.2

A.2.3

A.3.5
A.3.6

A.3.6.1
A.3.6.2

A.3.6.3
A.3.6.4
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Activity

By Whom

Sep
2021

Oct
2021

Nov
2021

Status

B. Develop and Implement SADC Knowledge Management Strategy (KMS) and System
B.1

Establish Governance

KE2,TWG

B.1.1

Agree Role of Coordinating Group

KE2,TWG

B.1.2

Confirm Weekly meeting slots

KE2,TWG

B.1.3

Discuss any capacity needs for Coordinating Group

KE2,TWG

B.1.4

Confirm approval process (e.g. Coordinating Group,
PMC, Executive) and what activities or deliverables need
to go through what stages
Assist in identifying and setting up of Transformation
Management Team
Work with Project Task Manager to prepare appointment
letters for TWG and Transformation Management Team
members
Set up, manage and document Team Meetings

KE2,TWG

KE2,TWG

B.4.

Set up project communication tools as agreed (e.g. whats
app groups, portal sites etc.)
Meet with other IICB projects to ensure coordination
across programme
Functional and Institutional Assessment

B.4.1.

Develop assessment tools (survey and interview guides)

KE2,NKE

B.4.2

Agree interview list with TWG

KE2,TWG

B.4.3.

Carry out interviews, focus groups and survey

KE2,NKE

B.4.4

Draft initial findings (report and presentation)

KE2

B.5.

Assess the current electronic depository

KE2

B.5.1

Meet with ICT Team to current status and plans

KE2

B.5.2

Review existing structures online

KE2

B.5.3.

Prepare draft assessment report

KE2

B.7

Develop Communication Programme

KE2,NKE

B.7.1.

Management Communication to sensitise employees on
the change and knowledge management concept.
Assist in developing project brief for general
communication and drafting initial presentations for
Directorates
Send out first general communique to staff and other
stakeholders on Change Management project.
Conduct Introductory interactive presentations to
Directorates/Units on Change vision and objectives
Launch Communication channels and first ‘drop in”
session.

KE2,TWG

B.2
B.2.1

B.2.2.
B.2.3
B.2.4.

B.7.2

B.7.3
B.7.4
B.7.5
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2.2.1. Roadmap Status Update
All scheduled activities are on track and there are no outstanding issues likely to impact either deliverables or results
in the following quarter.

Progress Against Result Areas
During this Preparation and Diagnosis Phase, the Consultants worked jointly on the various activities. This was a
deliberate approach designed to minimise the project impact on staff time, ensure a common knowledge base
for both project components, and to set the tone of the project as approachable, team-based and responsive.
The information from the ongoing assessment will inform the individual interventions for both the change and
knowledge management components but it is essential that the analysis is shared, and the proposed solutions are
complementary.
2.3.1. Change Management
Work was undertaken in this quarter on the following result areas:
▪ A.1 Organisational Change Readiness Assessment
Notable progress was witnessed in this area with the designing and approval of the Change and Knowledge
Management Baseline Survey (Annex E) and Situational Assessment tool (see Annex F) which were deployed at
the end of this reporting period. The online Survey and the Situational Analysis interviews were ongoing at the time
of writing this report with results coming out in the next quarter when reports on the two result areas will be presented.
▪ A.2 Development of Communication Programme
A Communication plan whose elements included key stakeholders, planned messages, enders, recipients and
channels was developed and shared with the Technical Working Group and Steering Committee. Whilst initial
communication activities such as announcement of project kick off to all staff and introductory project presentations
to Directors and staff (see Annex A, B, C) have been initiated and are operational, the importance of a more elaborate
and efficient communication structure was acknowledged resulting in the agreed need for a dedicated
communication non-key expert to be part of the project support. The required paperwork for motivating the
engagement of this resource have been submitted but the procurement process has not started yet.
It is vitally important that this process be expedited as there are a number of areas that could be negatively affected
by the delay in launching key communication and awareness activities especially those that are meant to ensure that
staff remain engaged and focused the project's vision.
▪ A.3 Establish Governance
The governance structure (Annex D) has been operating effectively during this quarter with the required minimum
number of meetings being held and key coordinating decisions being made. The TWG has been key in the success
of the Divisional/Unit staff engagements, the scheduling of situational analysis interviews and relaying feedback to
and from the Steering Committee, Management Committee and the Executive Team. Change Champions who are
part of the Change Transformation structure have been identified and formally appointed following the
development of their Terms of Reference and selection criteria with their induction slated for 8 December 2021
(Annex K).
2.3.2. Knowledge Management
Work was undertaken in this quarter on the following result areas:
▪ B.1 Establish Governance
See progress reported under A.3 mentioned above.
▪ B.2 Assist in identifying and setting up of Transformation Management Team
To support the identification of Change Champions, the consultants included both a person specification and role
description in the introductory presentations to Directorates. This initial brief was followed up with a request to all
Directors to nominate the champions. The final list of champions was approved on 22 November and initial
communication made with staff scheduling an induction session for 8 December (see Annex K). Initial planning and
development of presentations for the induction session were also undertaken.
▪ B.4 Functional and Institutional Assessment
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As noted above in the progress reported for A.1, a survey tool and interview guide were developed to support the
assessment. The KE2 worked with Secretariat ICT staff to develop the survey into an online tool which would allow
for a baseline snapshot of the Secretariat’s current readiness for change and appetite for knowledge management. A
list of interviewees was developed and agreed with the HR Officer on the Technical Working Group and a series of
38 interviews with staff from all Directorates and at all levels, scheduled for November and early December. The
purpose of the interviews is to elicit 1) an understanding of the functional operations, processes and systems of the
Secretariat 2) individual staff experiences of these and the organisational culture. By 30 Nov a total of 32interviews
were held.
▪ B.5 Assess the current electronic depository
Conversations were held with key internal Stakeholders to commence mapping the information and data currently
held by the Secretariat. An initial information matrix was developed and reviewed with the Technical Working Group
(see Annex G). Work has begun to populate the fields and answer some of the key questions. Additional research
was done on previous attempts within the Secretariat to implement a knowledge strategy and determine why this
may not have been fully successful. This assessment is ongoing and there have been some delays in gathering the
information as it is difficult to determine who is the right person to speak to in relation to specific systems. However,
the work is progressing, and it seems highly likely that enough information will be gathered to allow for an effective
assessment of the current situation and the development of recommendations for management of electronic data
and information.
▪ B.7 Develop Communication Programme
See also progress reported on A.2 above. As part of the division of labour during this initial phase, the KE2 led on
defining the tools and mechanisms for project communication including designing the proposed project site and
procedures for content population and maintenance (see Annex J for agreed project page). A memo was prepared for
the ES (Annex I) to approve the creation of the site and initial conversations held with Secretariat webmaster about
building the site. There are constraints on the Webmaster’s time so the KM Advisor may take on more responsibility
for actually building the site, so it is hoped to launch this before the Christmas break or early in the New Year.
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3. Challenges encountered and measures adopted
Timeline
At the point of project Inception, it was highlighted by Management that the project kick off had been delayed by a
couple of months whereas the project closure is fixed to July 2023.The quarter under review had to make its activities
fit into the reduced timeline without compromising on the agreed project deliverables. This situation calls for
concerted efforts in tightening and constantly fine tuning the schedule of activities as outlined in the project
workplan. Any schedule slippage at this point going forward can be difficult to recover in view of competing
requirements for time and other resources that come with each new year.

Process for Approvals
The signed contract and approved workplan form the contractual foundation of the project. Nevertheless, the
Secretariat procedures and/or culture, require a sign off at the highest level for many project related matters. This has
implications for the delivery of project activities as it is both time consuming and leads to delays in receiving the
approval as management at all levels have multiple demands on their time. As a project management structure in
form of the TWG has been set-up to guide the project, it would be recommended to delegate responsibilities
for sign-off on this level for all activities already detailed in the Project Roadmap. The process of developing
new ToR, selecting the respective expert and mobilizing him/her, needs to be clarified as it is crucial for project
implementation as a number of short-term expert missions are planned.
The project Task Manager has worked extremely hard to monitor progress and push for completion of the recent
developed ToR for communication support with impact on his working time which has limitations.

Time Commitments
As a change project, the involvement of staff is vital – without staff engagement it is not possible to deliver the
planned activities and without their ownership the desired results will not be achieved. In discussions staff appear
to be interested and keen to be involved in the project. The experience of scheduling and getting attendance at
TWG meetings, interviews and presentations has raised some concerns that relevant staff members may not have
adequate time to participate in project activities. In addition to their regular workload, staff are also involved in a
range of other reform projects which has an impact on their available time. The introduction of virtual meetings has
resulted in a significant increase in the number of meetings being held so it can be extremely hard to hold discussions
with staff – often officers will be scheduled to attend 2-3 meetings at the same time. So far staff have been very good
about making time for the project but there is a risk that meeting and 'project’ fatigue will negatively impact
engagement. In order to manage this we will try to limit online meetings and provide visible feedback wherever
possible to demonstrate the value of participating.

Virtual Working
Developing effective working relationships, building the trust needed for reforms and understanding the complexity
of the Secretariat’s systems and processes has been made harder due to remote working. While significant progress
has been made, it has taken longer and, in some instances, e.g. assessment of physical repositories and electronic
depositories, the assessment will have to rely more heavily on second-hand information and impressions. The
Consultants have attempted to mitigate these challenges by reinforcing multiple means of communication,
adopting an open and approachable communication style and requesting additional support from the TWG
in gathering information. However, there is a limit to how effective these measures will be during the
implementation stage – while it may be possible to deliver the planned activities remotely there is a serious question
as to whether or not this will then result in the desired outcomes. Change is dependent on an enabling environment
that includes not just new procedures and systems but modelled behaviours and positive personal engagements
through a range of capacity building initiatives. While it will be possible to technically deliver capacity building and
introductions to new approaches remotely it is highly debatable if these changes will be adopted and owned without
regular in-person monitoring and support. We therefore propose to foresee a first mission to Gaborone as soon as
possible to mitigate this challenge.
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4. Planning for next quarter
Roadmap for Quarter 2
During the next quarter, the project will move from the Preparation and Diagnosis Phase to the initial part of
the Designing Phase. To maintain staff engagement and project momentum, it is critical that the project is able to
report back on findings to the broader Secretariat staff early in the new year and to present a clear plan for addressing
the issues identified. Working with the TWG the Consultants will also begin to develop the agree priority
interventions. The key objectives of this quarter include:
▪ Completing the diagnosis and preparing the assessment report;
▪ Carrying out validation on findings and agreeing the way forward including approving strategies for Change
Management and Knowledge Management;
▪ Providing feedback to all staff on the results of the survey and situational analysis;
▪ Conducting initial capacity building for champions;
▪ Designing the initial priority implementations for Change and Knowledge Management.
The full Road Map can be found in Annex H.

Planned resources
During the next quarter the two Key Experts will continue to provide support in line with the agreed workplan and
be assisted by the Non-Key Expert on communications which is to be contracted. Depending on the public health
situation it is foreseen that the first in-country visits and in-person workshops and capacity building will take place.
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5. Contract and resource management
Contract management
No contract modifications were done during the reporting period.
However, there is need for formal approval of the submitted ToR for the contracting of a Non-Key Expert supporting
the communication activities of the project

Resource management
Since the beginning of contract implementation in April 2021 and up to the end of the reporting period in November
2021, both key experts, the Change Management Expert - David Chiveso (KE 1) and the Knowledge Management
Expert - Tanya Karlebach (KE 2) were mobilised as follows:
Table 2: Overview of worked days

2021

2022
Feb Mar Apr

Apr May Jun Jul Aug Sep
Oct Nov Dec Jan
KE 1
0,0 9,0 3,0 0,0 0,0 13,0 12,0 14,0
KE 2
0,5 6,5 2,0 0,0 0,0
5,0 4,0 18,0
Interim 1
Interim 2
Interim 3

Jun Jul

2022
Aug Sep Oct

May

51,0
35,0
Interim 4
2023

Nov

Dec Jan

Total

Feb Mar Apr May

June

July

KE 1
KE 2

Total
0,0
0,0

Interim 5

Interim 6

Interim 7

Interim 8

Interim 9

Reimbursable Expenses
As part of this contract there is a budget for Reimbursable Expenses of USD250,000.000 which cover as specified in
the ToR and the clarifications received:
▪ Flights for mobilization and demobilization of short-term experts using the most direct route (economy class).
▪ Per diems and Regional flights for short-term experts when undertaking approved assignments related to this
contract outside Gaborone as well as per diems for nights spent in Gaborone.
▪ Translation of project related documents as approved by the Procuring Entity.
▪ Flights for Key Experts using the most direct route (economy class) as well as Per diems when undertaking
approved assignments related to this contract outside Gaborone as well as per diems for nights spent in Gaborone.
In this quarter no reimbursable expenses have been made.

Non Key Experts
As part of this contract there is a separate maximum budget of USD692,000.00 which has been set aside for NonKey Experts whose Man-Days and Expert Category will be determined and approved by SADC Secretariat during
Contract Implementation.
In this quarter no Non Key Expert has been mobilized.

Project Monitoring during Quarter
The project is part of the IICB programme. One of the key initial activities was to establish project governance that
would support the responsive adaptative works style and ensure Secretariat ownership. The agreed governance
structure is in Annex D. The structure emphasises staff engagement and input at all levels. Key monitoring and
decision-making activities include:
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▪
▪

The agreed roadmap is reviewed weekly by the Consultants and the Task Manager;
The Technical Working Group meetings involve reporting on progress, discussing next steps and consultation
on substantive issues. Minutes are kept for these meetings and these also include a quick reference action list
which includes sub-tasks required to deliver the activities in the roadmap. These action items are assigned to the
appropriate Member of the Group and allow us to resolve issues before they impact project activities or
deliverables;
▪ The TWG reports on progress to the Steering Committee. Originally is was proposed to have bi-weekly meetings
but it is currently discussed to reduce the meetings to monthly or even quarterly in line with the submission of
progress reports;
▪ The Chair of the Steering Committee briefs the PMC.
At any stage issues can be escalated for resolution or action to the next body, and ad hoc briefings and discussions
are encouraged.
During this quarter:
▪ The Task Manager and consultants met 4 times;
▪ The TWG held 9 meetings;
▪ The Steering Committee met twice ;
▪ Presentations were made to the Management Committee and the Executive on the project progress.

6. Conclusions & Recommendations
Despite the initial delay, progress has been made and staff engagement appears to be growing. The hard work
of the Task Manager, and the broader TWG to progress approvals and support remote activities must be commended.
The next quarter will be crucial in building on this foundation and ensuring that the momentum is not lost.
The next project activities are outlined above in Section 4.1.
There are no recommendations to be made at the end of this reporting period.
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Annexes
Annex A – Change & Knowledge Management Presentation
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Annex B – Directorates and Units Introductory briefing to staff - Meetings Schedule
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Annex C – Memo - Introductory Presentations- CKM to all employees
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Annex D – Change and Knowledge Management Governance Structure
CHANGE AND KNOWLEDGE MANAGEMENT GOVERNANCE STRUCTURE
STAFF

F
e
e
d
b
a
c
k
L
o
o
p
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Annex E – Change and Knowledge Management Baseline Survey
PREAMBLE
You will by now be aware that the Secretariat recently launched a Change and Knowledge Management project
whose main objective is to enhance the Secretariat’s service delivery capacity to its various stakeholders by
transforming our way of doing business. This questionnaire has been developed to assess the Secretariat’s readiness
for the changes that this project will bring. This will be measured along five main dimensions: (1) Awareness of the
need for change 2) Desire to participate and support the change (3) Knowledge of how to change (4) Ability to
implement the change (5) Reinforcement to keep the change in place. The results of the survey will assist us to
establish what interventions, if any, will be needed to be made before and during the project’s course. The
questionnaire should take no longer than 10 minutes to complete.
Completing the questionnaire
The questionnaire is anonymous, so your answers cannot be traced back to you individually.
The assessment includes two sections –one for Change Management and the other for Knowledge Management and
each section has 8 - 10 questions.
Each question needs to be completed for the survey to be submitted; please click the relevant button next to each
question to answer, YES , PARTLY or NO
When you have completed all questions, press “Submit” .
Thank you in advance for your participation in this Survey.
The questions below will be used to assess an Individual staff Member or each Directorate/ Unit’s or stakeholder(s)
readiness for the change.
☐ Individual: ___________________________ ☐ Team: ________________________☐ Stakeholder:
A. Questions To Assess Change Readiness
Yes Partly

No

1. (Awareness) Do you understand:
1.1 the problems inherent in the current situation?
1.2 the opportunities that are being missed if the change doesn’t happen?
1.3 what is trying to be achieved?
1.4 how things will be better?
1.5 how the change will impact your area of work?
1.6 what your role will be in the change process?
2. (Desire) Do you…
2.1 know that management is aligned with the change efforts?
2.2 feel your concerns, questions, and needs are being heard?
2.3 feel hopeful about the future?
2.4 see value in the change?
2.5 believe a well thought out strategy is being put in place to achieve the change?
3. (Knowledge) Do you… (skills, informational, training)
3.1
3.1. have the necessary information, knowledge and skills to successfully fulfill your role
in the change?
3.2
3.2 know where to go for additional information about the change?
3.3 know what Secretariat resources are available to support the change?
3.3
3.4 know what success looks like?
3.5 have a plan to achieve success?
3.6 know which behaviors will need to change?
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A. Questions To Assess Change Readiness

Yes

Partly

No

Yes

Partly

No

4. (Ability) Do you… infrastructure (systems, tools)
4.1 believe that the organization has provided appropriate resources (time, staff,
information,
etc.) to support the anticipated change?
4.2 have the necessary systems, processes, and policies in place?
4.3 have the ability to execute the new behaviors required for the change?
4.4 know how to align with the organisational values and new culture?
5. (Reinforcement) Do you…
5.1 view management as a resource for removing/overcoming barriers?
5.2 have mechanisms in place to reinforce the required behaviors
5.3 have systems in place to assess or monitor the ongoing effectiveness of the change?
Total

B. Questions To Assess Organisational Approach to Knowledge
1. (Awareness) Do you understand:
1.1 What knowledge management is?
1.2 The organizational approach to knowledge management?
2. (Desire) Do you:
2.1 Believe that management is committed to the Secretariat becoming a knowledge
organisation?
2.2 Believe that your knowledge and experience is valued?
2.3 Want to learn from others?
3. (Knowledge) Do you:
3.1 Know where to go to access organizational knowledge?
3.2 Have access to the learning and experience of your predecessor(s)?
3.3 Have an understanding of the role of other Directorates and units?
4. (Ability) Do you:
4.1 Believe that the organization has appropriate procedures and tools for capturing and
sharing knowledge?
4.2 Have the time to contribute to the sharing of knowledge and experience?
4.3 Have the resources/support needed to implement changes based on learning?
5. (Reinforcement) Do you……
5.1 Have incentives for sharing knowledge?
5.2 Receive feedback when you share knowledge or make suggestions?
Total
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Annex F – Draft Interview Protocol Situational Analysis

INTERVIEW PROTOCOL
Situational Analysis

Introductory Notes

A. The Purpose of the interviews is to develop an understanding of the Secretariat operations and
culture. Interviews are loosely structured and free conversation is encouraged, so responses will
not be attributed and reporting with be anonymous
B. The functional review is focusing on similar activity clusters across all organizational units of the
SADC Secretariat including Satellite offices (description and analysis).
C. The assessment does not constitute a performance assessment at individual staff level! It rather
aims to assess structural and operational aspects of the Secretariat’s work organization and to
mirror it against agreed institutional objectives and strategies.
D. Information is collected though structured interviews at individual level with
•
•
•

Directors;
Heads of unit;
Selected technical / administrative staff (possibly groups).

E. The functional mapping is built on 2 consecutive steps:
•

Description of the Status quo covering (potential) 7 activity clusters for each organizational unit
(covering what the directorate does to support Secretariat mission, activities involved, how work
is assigned, managed, monitored, reporting etc.).

•

Analysis of the Status quo – gap analysis. The gap analysis incorporates the views of the members
of the respective unit and the views of the consultants.
F. The institutional assessment is built on 2 consecutive steps:
• Drawing conclusions from the functional review according to the 4 assessment criteria, that is:
Value added and quality of services for recipients of AUC Services, Effective Structure and
organisation, Operational efficiency, Institutional sustainability: Human resources capacity
enhancement and institutional learning.
• Judgement/Assessment by the consultant
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Name of Directorate
Name of Unit where applicable
Designation and name of person interviewed
Date of interview
Name of Interviewer on behalf of Particip (if more
than one interviewer “lead interviewer” named first)
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Functional Review
Synoptic information
▪
▪

Directorate Mandate
Portfolio of services
provided
▪ Activities performed (as
perceived by interviewed
person)
▪ Main characteristics / issues
/ strengths / challenges in
(a) Service delivery
(b) Work organisation
(as perceived by interviewed
person)
▪ Number of positions at different
hierarchical levels / number of
staff /
▪ Vacancies
▪ General description of staff
situation (Core, Project,
Seconded, etc)
Other remarks

Functional Area Review
For the assessment of the status quo in the various functional areas, the interviewer may refer to the following
assessment grid which is of indicative nature and used only to facilitate drawing of conclusions and formulating
recommendations:
To a large
Partially
To a low
Fully existent
Not existent
Not assessed
extent
extent
existent
existent
existent
5

4

3

2

1

n.a.

Functional Area /
Status quo
Envisaged next steps and Further comments / (gap)
Indicator
desired situation
assessment of interviewer
1: Service delivery functions: (advocacy for) program/project implementation / (technical) service delivery
/ standard setting
A: For technical departments / divisions / units:
Systematic Project Cycle
Management related to: -*Identification;
*Formulation; *Planning,
*implementation
Consensus building and
support to policy planning,
formulation and
implementation at Sector
and Member States level.
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Functional Area /
Indicator
Formulation and brokerage
of policies in the respective
responsibility area.
PCM focused on advocacy
for implementation / setting
standards (subsidiarity) for
other implementation
partners (mainly
Development Partners or
Non-State Actors)
Other (please specify)

Status quo

Envisaged next steps and
desired situation

Further comments / (gap)
assessment of interviewer

B: For “internal service departments” (service delivery to “internal clients”-Within the Secretariat)
Service Needs assessment
Planning and organization
of service delivery
Delivery of Service
Follow-up and monitoring
Other (please specify)

2: Management Functions: oversight and coordination (within the organizational unit)
Effective management and
oversight of the
organizational unit’s
operations and external
service providers
Coordination of activities
and communication within
the organizational unit
Coaching of and support to
staff members
Effective information flow,
communication and
reporting (to higher and
from lower hierarchical
levels)
Staff monitoring and
performance assessment.
Quality assurance for the
organizational unit’s
outputs
Staff recruitment for the
respective organizational
unit
Other (please specify)
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Functional Area /
Status quo
Indicator
3. Leadership and strategic functions

Envisaged next steps and
desired situation

Further comments / (gap)
assessment of interviewer

“Service Strategizing” –
adherence to specific
technical strategies and
activities going beyond the
current operations and
management of the
organizational unit (such as
development of new
services/tools etc.)
Strategic oversight / and
contributions to further
Secretariat strategic
development and plan
(Internal “Strategizing”)
Conversion of Secretariat
Strategic Plan to strategic
approach for respective
organizational unit
Program Cycle
Management at strategic
programming level
including program:
*Identification,
*Formulation, *Planning,
*Implementation
Organizational
development and Kaizen
4. Coordination functions: consensus building; cooperation, co-ordination and communication beyond the
boundaries of the organizational unit
Communication
(formal & informal),
networking with
Stakeholders from Member
States, RECs, external
partners and Stakeholders
from within the Secretariat.
Coordination with
stakeholders from
Members States, RECs,
other external Partners and
Stakeholders from within
the Secretariat
Harmonization of stakes
and interests / settlement of
conflicts with stakeholders
from outside the
organizational unit
Networking and
communication related to
individual career
development
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Functional Area /
Status quo
Envisaged next steps and Further comments / (gap)
Indicator
desired situation
assessment of interviewer
5. Support functions: compliance, administrative, financial, logistical and other support
Activities related to
internal standard setting.
Activities to ensure
compliance with internal
standards, procedures,
access to facilities and
tools and procedures;
Administrative and
logistical support (such as
secretarial functions,
records management,
travel, bookkeeping,
documentation etc.)
Access and use of
appropriate physical
infrastructure and IT
systems
6. Resource mobilization functions: securing and management of funding
Number, share and
functions of externally
financed staff
Importance of external
programme financing.
Planning and securing of
external (program-)
budgets for the respective
organizational unit;
Functions related to the
compliance with technical,
administrative / contractual
/ financial requirements
from external financing
partners such as drafting of
ToR, coordination
meetings)
7. Cross-cutting and Institutional learning functions: knowledge management, Monitoring & Evaluation,
audit functions
Documentation,
Information storage and
retrieval. (What gets
documented,
where/when/how, what
systems in place (manual,
procedural, technical), what
is not formally recorded,
challenges faced in sharing
information, informal
mechanisms for learning,
feedback loops etc.)
Knowledge sharing tools
and systems in place and
their effectiveness.
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Functional Area /
Indicator
Existence and use of
monitoring and
performance appraisal
systems
(Technical) reporting such
as writing reports, ensuring
QA for reporting and
dressing up reporting of
third parties
Use of Kaizen principles
and tools (such as activities
related to the
standardization of
operations, M&E,
supporting innovation,
Research and continuous
improvement of processes)
Planning, implementation
and follow-up of staff
training and (career)
development
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Institutional Assessment – conclusions and recommendations resulting from the Functional Review
For the assessment of (2) effective structure and organization, (3) the operational efficiency and (4) institutional
learning capacities, the interviewer may refer to the following assessment grid which is of indicative nature and used
only to facilitate drawing of conclusions and formulating recommendations:
Fully existent

To a large
extent
existent

Partially
existent

To a low
extent
existent

Not existent

Not assessed

5

4

3

2

1

n.a.

Taking into account the importance of the effective (2) structure and organization and for (3) the operational
efficiency for the assessment, for each of these two, an overall assessment and a summary of recommendations is
provided.
Assessment
criterion
– Summary
assessment
and Recommendations
indicator
conclusions
1. Value added for recipients (Internal & External) of Secretariat service
A. For technical departments / divisions / units:
Value added: Relevance, effectiveness, quality) of services for
recipients-Internal & External
Clarity, subsidiarity and
complementarity of services
provided at MS level
Link between program offerings
and overall strategy
Flexibility to accommodate new
programs, program growth and
replication
External communication,
presentation and “branding”
B. For “internal service departments” (service delivery to “internal clients”)
Consistency of services with
internal mandates and assigned
responsibilities
Utility for and responsiveness to
needs of recipients (including
complementarity)
Other indicator (please specify)
(1) Effective Structure and organisation
Overall assessment: current organisational structure relates to the Secretariat Strategic Plan (conclusions at
Divisional or unit level):

Summary of main recommendations for the further enhancement of the structure and the organization of the
organizational unit assessed (at Divisional / unit level):

Specific indicators:
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Assessment
criterion
– Summary
assessment
and Recommendations
indicator
conclusions
Level to which current
organisational Structure relates to
RISDP & SIPO
Clarity of roles & responsibilities &
reporting lines (documented,
understood, and communicated to
staff) Absence of overlaps and
“service gaps”
Quality of the oversight of program
staff and other program-related
external service providers - culture
of Result-Based Management (as
opposed to activity orientation) targets linked to overarching goals
and strategy, quantifiable, outcomefocused, with annual milestones,
and being long-term in nature
Adequate span of control -oversight
of assigned staff and delegation of
responsibilities.
Existence of performance
Management tools (culture of
Results-Based Management)
Effective coordination and
communication /
Existence of working groups/ tasks
forces (intra-departmental and
cross-cutting) / knowledge
exchange tools/Utilisation of
synergies.
Good level of integration of
(external) service providers
Institutional flexibility to
accommodate for change or any
upcoming needs
(2) Operational efficiency
Overall assessment: appropriateness of positions in the respective organizational unit in terms of staff numbers
and allocation of functions. (conclusions at Divisional / or unit level)::
Summary of main recommendations to adjust the allocation of functions and staff (at Divisional or unit level):
Specific indicators
Existence of operational policies
and procedures - the extent to
which policies and procedures are
sufficiently detailed, and regularly
reviewed and updated
Availability of human resources to
fulfil functions (also considering
job vacancies)
Availability of financial resources
to fulfil functions
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Assessment
criterion
– Summary
indicator
conclusions
Compliance - robust systems and
controls that govern all financial
and technical operations and their
integration with budgeting, decision
making, and organizational goals
(including compliance with internal
(quality) standards)
Stability of operations
(responsiveness to requests, time
management, compliance with of
operational planning)
Effectiveness of supporting tools
(e.g. IT infrastructure, office
accommodation, etc.)
(3) Institutional sustainability
Existence of staff that are aligned to
Secretariat values and to a culture
of reliability, loyalty, commitment
to organization’s success and to
“making things happen”; often
going beyond call of duty; able to
work easily with wide range of staff
and play core roles without special
supervision.
Staff motivation (Leadership styles,
Institutional transparency in
decision making, level of
delegation, favourable conditions of
service and performance-based
career development
Team-oriented and “silo-braking”
approach to working.
Knowledge management:
(knowledge generation, storage and
dissemination and sharing)
Use of effective Monitoring &
Evaluation tools and consideration
of M&E results for future activities
Reflection on / implementation of
change management and
organizational development
principles (such as e.g. Kaizen)
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Synoptic Assessment
Criterion

5

4

3

2

1

Value added
Structure and organisation
Operational efficiency
Institutional sustainability
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Annex G – Secretariat Information and Data Mapping
Secretariat Information and Data Mapping
As part of the Knowledge Management diagnostic exercise, both the general scope of tacit knowledge held by Secretariat staff, as well as the explicit data and information
captured in organisational systems, will be assessed. The former knowledge assets will be identified during the situational analysis discussions and through the online
survey, and the tangible information and data assets will be mapped. The table below outlines the Secretariat’s major repositories and internal communication channels
for recorded information. For each system//repository the key questions are:

1. What is the content and what is used for (e.g., what process or activities does it support)?
2. What format is the content (e.g., paper files, database, etc.)?
3. What is the governance for the repository (e.g., who manages it, who uses it, what are the access/security rules, are there user manuals or
guidelines)?
Repository
Official ‘blue’ files

Shared Drive
Secretariat Portal
Extranet
EDRMS
SharePoint
PMS
M&E
SIMS
Financial Reports
ESS
BarnOwl
Library
Social Media
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Annex H – Roadmap
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Annex I – Memo -Change and Knowledge Management page on Intranet
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Annex J – Project Site Layout and Content

Secretariat Transformation:
Change and Knowledge Management Project
Resources
Hyperlinks to various
project, reference and
background documents
(including text,
presentations, recordings
etc.). Added to as project
evolves, with TWG
approving new additions.
Project ToRs
Project Governance
Project Roadmap
Introduction Presentation
Survey Results
Organisational Change…
Introduction to
Knowledge
Management…
Capacity Building…
My Change Journey…

What We Do
The SADC Secretariat is undergoing a programme
of transformation and the change and knowledge
management project is a core component of this.
The project supports the Secretariat to identify
process, culture and knowledge issues that
hamper effective and efficient services, and
design and implement solutions to address these.
The project is driven and owned by the
Secretariat, and we encourage all staff to be
actively involved: raise issues, share experiences,
offer suggestions and participate in project
engagements – we need YOUR voice to make real
change.

Who We Are
Interactive org chart which has pop up boxes to
list individuals in the project roles, a photo of
them, a quote about their involvement in their
email address.

What’s Happening
List of project activities
updated by consultants.
Each item will have a pop up
description of the
event/activity
Project Briefing Sessions 112 November
Readiness Survey (link to
Survey)
Situational Analysis
Interviews 12 Nov – 7 Dec
Change Champion Induction
8 Dec 14:00 (link to zoom
meeting)
Next Drop-in: 15 December
16:00 (link to zoom meeting)

The entire project team, from the Executive to
the Change Champions, are committed to
working in an open, collaborative, and positive
manner. We value honest feedback, active
participation and believe in an equality of
opinions.

Getting Involved (need to add in FB, Twitter, Whats App)
True transformation relies on staff engagement, so we want to offer as many opportunities as possible for all staff
to contribute. We will hold regular drop-in sessions (virtual and in person) to report on progress and discuss
issues, various capacity building events, and other forums for staff to share knowledge and experience. You can
also always get in touch directly with us, either anonymously (link to web form) or directly
(david.chiveso@particip.com, tanya.karlebach@particip.com) to share your thoughts and ideas. We are also
happy to meet with you individually or your team to discuss your particular needs and challenges.
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Annex K – Change Champions Appointment and Induction
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