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Transformation Report to Council

November 2003

Nazeema Mohamed

1. Introduction

A. Background

A workshop of the Senior Leadership Group (SLG) in January 2003 focused its discussion on transformation and made some key decisions on the direction of the university in this regard.  A number of principled decisions were made which have thus far guided the work on transformation at the university:

(a) There is a convincing rationale for transformation and this should be rolled out:

(i) Transformation will be mainstreamed and fit into the core responsibilities of the university.

(ii) All employees at pay class level 13 and above will be held accountable for transformation through performance contracts.

(iii) The Deans and Heads of Department are critical to the process of developing a transformation action plan.

(b) A transformation manager and employment equity manager should be employed. The responsibilities of the transformation manager would include reporting, monitoring and advising on transformation. The employment equity manager would be responsible for supporting Faculties with the development of employment equity plans and transformation action plans more generally.

(c) The areas of transformation that will be addressed include:

(i) Staff diversity– UCT must develop the competencies to attract, develop and retain South African and international staff who add to the university’s diversity.  The South African staff must reflect a critical mass of African, coloured, Indian and white employees, and there must be improved representation of females and employees with disabilities at all levels of the organization;

(ii) Student equity and access – the UCT student body is already diverse, but access (particularly to certain programmes) and success rates remain skewed by race and gender.  Continuing to strive for equity of access – through creating access opportunities for talented students from diverse educational backgrounds – and equity of outcomes – where the graduate profile resembles the intake profile – is a key element of transformation.

(iii) Institutional Culture – the development of attitudes and behaviour based on respect for human dignity; a visible and meaningful respect for diversity, the need to change the image of UCT as an elitist, white institution, the need to shift from closed, exclusionary systems, processes and procedures to open and transparent participation;

(iv) Curriculum – addressing the public good and ensuring greater diversity and representation in curriculum development; developing a teaching and learning environment that is accepting of all races and cultures; curriculum content needs to be supportive of anti-discrimination and cultural diversity; the teaching and learning environment should promote African scholarship;

(v) Leadership and Governance – the need for leadership accountability and ownership of the transformation agenda; a re-examination of leadership styles in the interests of better participation in decision-making;

(vi) Systems and Processes - The need for capacity building and induction to permit broader participation in meetings; A more visible and planned commitment to staff development, the need to shift from closed, exclusionary systems, processes and procedures to open and transparent participation;

(vii) Resourcing – commitment to transformation must be supported by appropriate resources

The first phase of transformation as per the principles outlined by the SLG workshop has been that of setting the foundation for the development of a transformation policy and action guide.  Our starting point was essentially the employment of the Transformation Manager and Employment Equity Manager.  To this end, Ms. Nazeema Mohamed began employment as Transformation Manager in April 2003. At the end of April she left for maternity leave and returned to the university in the middle of August.  Dr. Sabeera Surtee started as Employment Equity Manager in May 2003.

Alongside these processes, the Office of the Vice Chancellor initiated a campaign that was aimed at engaging the university community on the SLG’s rationale and key objectives for transformation.  The Vice Chancellor and Deputy Vice Chancellor, Prof. C. de la Rey, addressed faculties, PASS Departments and the Student Representative Council.  As a follow-on measure, the Deputy Vice Chancellor for Research and Transformation, requested the Deans of all faculties and the Executive Directors of all PASS Departments to develop transformation policies, strategies and action plans which would specifically address the transformation objectives spelt out in the Vice Chancellor’s Presentation.  

The Transformation Manager has subsequently been meeting with faculties and PASS Departments to ascertain the ongoing support and advice required in the development of an action guide for the mainstreaming of transformation.  It is envisaged that once these plans are available that they would form the basis of an institution wide transformation plan.  

This report provides a general overview of transformation initiatives and progress that has been made since the briefing to Council on 5 March 2003. It will focus specifically on the institutionalization of a transformation agenda at the University and will attempt an overview of strategic transformation initiatives that are currently in place.  The Report is divided into three sections.  Section one focuses on work-in-progress and the strategic areas for transformation identified by the SLG Workshop; section two focuses on policies and implementation and section three looks at the existing infrastructure for transformation. 

Section One: Work-in-Progress

Interventions made within the Office of the Vice Chancellor, under the leadership of Deputy Vice Chancellor, Prof. De la Rey are:

1. The initiation of fund-raising to support an employment equity plan for academic staff in each of the faculties.  Accompanying the plan are guidelines and support strategies for succession planning, mentoring and staff development.  The financial support from donors will constitute seed funding for employment equity planning with the goal that UCT eventually takes on staff members appointed on equity funding on a permanent basis. Thus far two faculties have secured funding, Humanities and Science. Based on faculty equity plans, specific departments with profiles that are largely white or white and male have been targeted for change. 

2. An institutional wide survey and focus group study on the institutional climate of the University of Cape Town.  The survey of staff has been commissioned to the Psychology Department and is already in motion. The report on the survey will be available in December 2003.  A survey on students as well as focus groups and an ethnographic depiction of transformation at UCT, will occur in 2004.  The ethnographic depiction will be conducted by the Department of Social Anthropology.  It is envisaged that disposal cameras will be handed out to a randomly selected group of staff and students.  These students and staff will be asked to photograph their perceptions of what constitutes UCT’s institutional culture.

3. Providing capacity to the Institutional Forum through the Office of the Transformation Manager.  The Transformation Manager has taken over the position of Servicing Officer from the Office of the Registrar.  

4. Defining the role of the transformation office.  The first phase of work since the employment of the transformation manager, has been to support the DVC for research and transformation and to acquire a sense of the various developments at the University, which can be classified as transformative.  This process is ongoing and is reported upon and monitored by the Transformation Manager.  Areas of involvement include: 

(i) The Curriculum Working Group

(ii) The Quality Assurance Working Group

(iii) The Committee on Admissions

(iv) Employment Equity Discussions

(v) Faculty transformation initiatives e.g. each faculty has developed its own model for facilitating transformation.  

(vi) The Senior Leadership Group

5. One of the aims of the Transformation Office is to:

(i) Extract the key committees and structures responsible for strategic transformation objectives and to analyse the extent to which they are responding to these objectives and determine the support they may require if they are to respond in a meaningful and fruitful manner.

(ii) Work alongside the Planning Department in extracting the quantitative data that will assist in reflecting the demographics of students and staff currently resident in the university.

(iii) Analyse the extent to which the university is engaging with the changes in and debates on knowledge dissemination and production at a local, national, regional and global level.

(iv) Define methods for coordinating, reporting, monitoring and advising on transformation.

6. Action Guide on Transformation See the enclosed action guide. (Annexure 2)  The highlighted areas are in the process of being implemented.

Section Two: Policies and Implementation Planning

In 1992, the then Vice Chancellor of UCT, Stuart Saunders, wrote in a letter titled, UCT as an equal opportunity institution:

I take personal responsibility for leading this important process of enabling UCT to be a model for transformation in our society.  I have charged Dr. Mamphela Ramphele, to act as the Deputy Vice Chancellor who will be responsible for facilitating implementation of equity programmes, as well as for monitoring the progress we make in attaining our goal of becoming an equal opportunity institution where excellence is pursued vigorously.  She has assisting her in this task…….I would however like to stress the importance of integrating equal opportunity goals in the work we do at the university at all levels.  We can only achieve our goal of becoming an equitable, excellent institution which celebrates and builds on the rich diversity of our society, if each one of us becomes an active agent of this transformation process.  I am confident that I can rely on your active involvement and support. 

It is almost ten years later and the University of Cape Town has shown little progress in relation to its employment equity profile.   A detailed discussion on the situation of the University with regard to employment equity is spelt out in the Report of the Employment equity Manager to the Executive Director in Human Resources.  The key point of departure in the Report is that the current employment equity policy must be revised and aligned to both the University’s wider transformation strategy and national policy.  The Employment Equity Manager recommends that the setting of EE targets, the development of EE Plans and the implementation of EE must become a line management responsibility.  She further asserts that line management’s accountability for employment equity must be reflected in the University’s performance development system.  EE targets must be taken into serious consideration during the hiring, retention, development and promotion of the designated groups.  

The recommendations of the EE manager are one would argue routine, if the university was in line with the requirements of national legislation.  The issue at hand is what is currently not happening in the system?  How effective are the current procedures, recruitment strategies, advertising and selection processes?  Furthermore, what essentially will a new performance management system do and how will it be implemented if EE targets are to be reached?  There are two arguments currently that prevail, the first is that there is no political will to transform the university by opening up access to black staff and the second is that black staff who meet the performance criteria of UCT are hard to come by and that they are extremely marketable.  There is truth in both statements.  The issue, however is that the University needs to demonstrate that all its systems are operating efficiently and effectively where employment equity is concerned.  Can we confidently do this? It is recommended that a review of the systems and procedures currently in place occur and that recommendations for change and lines of accountability be proposed.  

Currently a climate survey is being undertaken.  Used jointly with the review of current practices with regard to employment equity, it is possible that a set of recommendations could be reached that may indeed provide an avenue for constructive change with regard to the employment and retention of people from designated groups.

It is our contention that a key problem around policies on transformation at the University of Cape Town may be a lack of coherence in terms of the conception and implementation of transformation. The reason for this may be that we as an institution have not sufficiently engaged with defining a common understanding of transformation.  The term transformation is nebulous and this looseness by its very nature creates an environment, which acts against change rather than facilitating it.

An overview of national developments in higher education and the manner in which transformation is being grappled with in other higher education institutions illustrate that this problem is not unique to UCT but is also a matter of concern in other institutions.
  The general restructuring of the system with new quality assurance systems, a new qualifications framework, a new funding formula, research assessment exercise etc. has led to a perception that there is overwhelming change happening to the point that there is transformation fatigue.  At the same time there is great concern that institutions are not doing enough to change.  The contradiction stands out but essentially what it points to are two sides of a loaded coin, where one side is systems restructuring in terms of core business that is the core business of higher education.  The second side is the issue of human agency and the legacy of disadvantage that continues to impact on certain sectors of the population.  This side deals specifically with mediating fairness, social justice and equality of opportunity for groups whom by virtue of their class, race, gender, physical ability and location are disadvantaged.  The loaded coin analogy is used because the flipping of the coin constantly results in the systems restructuring part going first.
It is recommended that concerns around human agency, which deal specifically with matters of redress and promoting equal opportunity be attended to with urgency.  The university has policies and structures in place, which are meant to give attention to these matters.  The policies are:

· Employment Equity Policy (1992)

· Sexual Harassment and Rape Policy (1992)

· Racism and Racial Harassment Policy (1992)

· Operating Principles in respect of Disability

· Affirmative Procurement Policy

· Language Policy (Approved Senate 23 June 1999; Council 4 August 1999)

· UCT Values

Thus far the Employment Equity Policy and the Policy on Rape and Sexual Harassment have been reviewed and are in the process of being finalized. The issue, however, of concern is that while the university may have policies on these matters, the review, monitoring and implementation of these policies have been less than satisfactory.  

In all likelihood, the results of the institutional climate survey may assist in the review process, however, while that is still occurring it is recommended that the university set up a process, which will ensure the following:

1. A conception of transformation that provides coherence and definition to the university’s    transformation strategy and which has the buy-in of the university community.  

2. An assessment of units and structures responsible for implementing policies on social justice and equity with regard to students and staff;

3. Examine the academic services of the institution in terms of its research,  teaching and community service on issues of transformation and social justice;

4. The development of a policy on gender equity that deals with:

· Sexual harassment and rape

· The promotion and development of women staff members

· The development of women students in disciplines that are dominated by males;

· The inclusion of gender in the curriculum;

· The teaching of gender related courses;

· Women studies/ gender studies as an academic discipline

5. Review the policy on racial harassment by ascertaining the extent to which there is awareness of the policy and the extent to which it has been implemented and has furthered the goal of attaining a university climate that is free of racial discrimination and prejudice.

6. Finalise the redrafted Employment Equity Policy and Policy on Rape and Sexual Harassment. 

Section Three: The Existing Infrastructure for Transformation

In terms of the current state of affairs areas of work that are directly linked to the transformation objectives are reflected in the institution at the following levels:

· Institution-wide 

· Committees of Senate and Council – Committee on Admissions, University Human Resources Committee

· Employment Equity Management Board – for faculties with donor support for equity posts. (Donors: Mellon and Transatlantic Philanthropies) 

· Working Groups- Quality Assurance Working Group, the Joint Consultative Forum on Employment Equity, Curriculum Working Group, the Recognition of Prior Learning Working Group, the Short Courses Working Group.

· Institutional Forum

· Faculty committees, forums or portfolios 

· Humanities – Equity Task Team

· Science – transformation led by the Dean

· Engineering and the Built Environment – transformation led by the Dean

· Faculty of Health – led by the Dean with portfolios allocated to transformation, gender and disability.  The Faculty has also recently appointed a Transformation Coordinator

· CHED

· Commerce –

· Graduate School of Business – a transformation forum

· Units linked to equity goals – DISCO, HIV AIDS, Disability Unit

· Designated persons - a Transformation Manager and an Employment Equity Manager.

· Specific Policy e.g. Employment Equity Policy, Sexual Harassment and Rape Policy, HIV AIDS Policy, Racial Harassment Policy.

In terms of a general overview of the current structures and committees, it is quite clear that there are a number of actions occurring with regard to transformation.  However, the extent to which these are coordinated and thought through in a coherent manner which reflects the overall transformation orientation of the university is limited and this is primarily because the university currently does not have a specific vision or orientation.  In order to deal with this problem a transformation working committee of key members of the SLG will be established to guide and coordinate the work on transformation in the university.  This group will be constituted of:

Prof. C de la Rey

Prof. M. West

Mr. D. Van Eerden

Ms. N. Mohamed

Ms. J. Favish

Annexure 1: 

Annexure 2
Guide for Action: Institutional Transformation

	I. Work Team
	II. Strategic Purpose



	Convenor:  Cheryl de la Rey

Members:   Hugh Amoore, Robin Cohen, Hugh Corder, John Critien, Martin Hall, Loveness Kaunda, Benito Khotseng Gerda Kruger, Cyril O’Connor, Prags Naicker, Njabulo Ndebele, Nicky Padayache, Doug Pitt, Ian Scott, Nick Segal, Enrico Uliana, Dave van Eeden, Martin West
	In pursuit of its mission, UCT must be an institution continuously responsive to internal and external challenges, recognizing that at times it must be willing to implement, and capable of implementing, fundamental transformation.

	Strategic Objectives


	Action steps
	Accountable
	Timing
	Resources

	1. Staff Diversity
UCT must develop the competencies to attract, develop and retain South African and international staff who add to the university’s diversity. The South African staff must reflect a critical mass of African, coloured, Indian and white employees, and there must be improved representation of females and employees with disabilities at all levels of the organisation


	1.1. Conclude and publicise the barrier free action plan for staff and students with disabilities.

1.2. Establish a network and database of competent black academic staff.  This includes, inter alia, interrogating the alumni base, liaising with an academic 
entrepreneur, and using our non-black academic staff.

1.3. Ensure that the remuneration premium issues are solved in the July remuneration review.

1.4. Identify and remove all system and process barriers in the UCT recruitment and selection process.

1.5. Recruit a significant number of black academic staff, noting the following:

· In clearly identified niche areas

· To fit the desired UCT “shape”

· Focus on professors and HoD’s (and not just entry level)

· Within a non-apologetic strategic context

· Allowing for flexibility

· Being aware of credentialing criteria

· The majority funded from current posts 

1.6. Introduce very attractive PhD scholarships per faculty by exploiting existing opportunities and introducing new ones.

1.7. Review the EDP process and methodology and change it.

1.8. Introduce a minimum number of three-month sabbaticals for academics per faculty per annum.  Include high profile black South Africans in an associate programme.

1.9. Establish mentors for all new academic appointees at entry level, or as required for the initial three-year probation process.  Deans to report regularly on progress.

1.10. In PASS departments, develop a system of internal promotion and development, including a pool of available people for development and appointment.

1.11. Develop and implement an accurate working EEMIS system.
	HTA

Deans/DvE

DvE

DvE

Deans/DvE

Deans 

DvE

Deans/DvE

Deans

DvE

DVE
	
	

	2. Student equity and access (including the student environment, retention, throughput and graduation rates)


	2.1. Initiate systematic and comprehensive research, and the collection of survey data, to establish student perceptions of the “UCT experience”.

2.2. Complete the SEC-approved study of student enrolment by race and gender at the faculty and programme level, in order to provide full and reliable information for planning.

2.3.  Set improvement targets as outputs at the programme level, and use output targets as the primary driver for setting benchmarks for throughput rates, for determining resource allocations for teaching and learning, and setting enrolment targets and limits.

Finalise policy recommendations

2.4. Review the provision of information to prospective students (via the Admissions Office, Faculty Student Advisors and Career Development Programme) in order to ensure clarity and consistency and to improve student placement in courses and programmes.

Complete review:

Implement:

2.5. Review the role of Summer Term, establishing the possibilities for using the “third semester” as an opportunity for improving throughput and retention rates, and for opening “curriculum space” to the benefit of the quality and flexibility of the curriculum.

2.6. Institute a mentorship programme for all academic staff joining UCT with limited experience in teaching and conducting research in a university environment.


	BK/Planning Department/Tim Dunne

MH/Director of Planning/ Director of ADP/ Admissions Office

MH/ Director of Planning/ Director of ADP/ Admissions Committee/ University Strategy Committee/ 

Senate

BK/ Admisions Office/Faculties/Career Development Programme

MH/Director of Planning/USC/Senate/Council

MW/DvE/IS/Marilet Sienaert/CHED/HRM


	
	

	3. Student equity and access: self-perception of academic staff as teachers.


	3.1. Development of an Admissions Equity Plan.  Identify barriers to achieving equity of access and outcomes.

3.2. Recognise student development as good professional practice, and support work in student development through performance appraisal and incentive systems.  

Formulate policy for 2004 ad hominem and promotion cycle:

3.3. Implement the Teaching Charter, as approved in the UCT Quality Assurance Framework, thus providing baseline standards and benchmarks for good professional practice in the relationships between staff and students. 

3.4. Implement arrangements for Memoranda of Understanding between supervisors and research students, as approved by Senate and the Board of Graduate Studies, thus providing a benchmark for the relationship between academic staff and postgraduate students.

3.5. Put in place appropriate suite of courses and programmes in professional development for academic staff wishing to develop their work in teaching and learning, and in research, and link participation in such courses to performance appraisal systems.


	Special Committee to develop recommendations on Admissions Equity Committee –Transformation Manger

MW/SEC Working Group on academic staff development.

Deans/HoDs

MH/Deans/HoDs

CdlR/Board of Graduate studies/Deans/HoDs

MW/CHED and Research and Innovation


	
	

	4. Curriculum (including research)
	4.1  Establish good practice models for “engaged learning” that can serve as exemplars for experiential learning and the engaged curriculum.

Make policy recommendations:

4.2. Establish a central agency for liaison between course and programme convenors and community organizations.

Make policy recommendations:

4.3. Review and revise existing framework policy for the UCT curriculum (the Academic Planning Framework) to take account of more recent curriculum development, and the need for an “engaged” curriculum.
Submit recommendations to Senate:

4.4. Lobby for implementation of the National Curriculum Conference, as committed by the Minister of Education.

Prepare briefing:
	MW/Director of Planning/Jan McMillan

MW/Director of Planning/Janice McMillan

MH/Director of Planning/Faculty Boards/Senate

NN/IS
	
	

	5. Leadership and governance
	5.1. Hold urgent discussions between the relevant line manager and each SLG member with a view to concluding a performance agreement for each SLG member.  This agreement should include (inter alia):

· a preliminary audit of transformation

· action in each of the transformation areas stated as goals

· faculty and department targets.

5.2. Hold an SLG workshop to clarify the Dean/HoD role and relationship.

Hold an HoD workshop in which the role of the HoD is agreed in general and specific terms as far as transformation is concerned.

Note: This item should also address the composition of faculty boards and the contract nature of these appointments.

5.3. Provide appropriate feedback, in a common format, to HoD’s on the outcome of this workshop, the proposed way forward, and their involvement.

5.4. Obtain feedback, as part of the transformation roll-out, from staff on whether “accountability, openness, participation and responsiveness” are being practiced –and report back.

5.5. Resolve the “composition of Senate” issue so that it supports the transformation imperative.
5.6. Review all governance structures to ensure that they reflect diversity as per UCT principles and structure.

5.7. Design, implement and co-ordinate an integrated transformation roll-out process and plan based on a VC-led “case for change” and with appropriate resourcing.
	SLG

MEW

CdlR

SLG members

SLG members

HTA

SLG members

CdlR


	
	

	6. Attitudes and behaviour
	6.1.  Hold SLG workshop on leadership values, attitudes and behaviour as well as next steps.
Note: This item must include:

· A review of symbols

· Rituals

· Naming of buildings

· The possibility of one or more codes of conduct

6.2. Conduct an institutional climate survey to determine assist in determining offensive attitudes and behaviour.

	DvE

CdlR
	
	

	7. The public good


	7.1. Acknowledge the value of “blue sky” and applied research.

7.2. Document and publicise all research and its contribution to the public good.
	CdlR

CdlR
	
	


� The GSB has a Transformation Forum; the Faculty of Health has a transformation portfolio manager and a transformation officer, the Faculties of Science and EBE both have the Deans driving the process, the Faculty of Commerce is in the process of getting started and the Faculty of Humanities has established an Equity Committee.


� See Appendix 1: A letter from Vice Chancellor Stuart Saunders, (12 November 1992) to Executive Officers, Deans, Deputy Deans, Heads of Academic Departments, Heads of non-Academic Departments and Units, Heads of Academic Organisational Units, Heads of non-Academic Sections, List 1, 2a, 2b, 2c, 3 and 5.  The letter is titled UCT as an equal opportunity institution, p6.


� Seminar on transformation for Sociology Honours and Masters Students.  Prersentations were made by Transformation Managers of the three universities in the Western Cape.


This view was confirmed in a meeting of transformation managers organized by the Transformation Manager of the Cape Technikon.  Present at the meeting was the Transformation Manger of Cape Technikon, Peninsula Technikon, University of Stellenbosch and the University of Cape Town.





