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 Align objectives, policies and strategies of all key stakeholders to guarantee 

the effective and efficient implementation of the Articulation Policy 

(Alignment). 

 

 

Figure 7.1: Objectives of the Collaborative Implementation Framework 

Source: Author’s own 

 

7.4 COLLABORATIVE ARCHITECTURE  

 

A blend of multi-sector and organisational collaboration has been adopted in this 

framework. Organisational collaboration refers to people in one organisation working 

with people in another organisation, which Huxham (1996:22) referred to as inter-

organisational collaboration. Multi-sector collaboration has now become a desirable 

and necessary strategy to address development challenges (Mahlangu et al. 

2019:1). Mahlangu et al. (2019:1), assert that multi-sectoral collaboration is critical 

when more than one sector is involved when solving complex challenges in society, 

usually resulting from several determining factors that might not be able to be 

addressed by one sector working alone. 
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The multi-sectoral collaborations have become an increasingly important and helpful 

strategy when addressing development challenges. The difficulties associated with 

the implementation of the Articulation Policy are complex and cannot be solved by 

one stakeholder. The combined effort of all key stakeholders namely SAQA, TVET 

colleges and ECSA, is paramount to the effective implementation of the policy. As 

argued by Mahlangu et al. (2019), the collaborative framework that adopts a multi-

sectoral approach, permits huge responsiveness to situations that are complex and 

leverages knowledge, expertise, resources, reach and innovation from various and 

combined capabilities of multiple sectors. 

 

Mahlangu et al. (2019:2) point out that “whilst the case for multi-sectoral 

collaboration has been widely established, there has been limited clarity about the 

process of collaboration”. According to the research carried out by Mahlangu et al. 

(2019:2), the focus that has been placed on multi-sectoral collaboration has been on 

explaining the main requirements which lead to the success and outcome of 

collaboration. “There has been limited process explanation and the implementation 

in practice…” Limited research has been carried out on implementation. After 

reviewing collaborative frameworks, Mahlangu et al. (2019:5) note that focus has 

been placed on the “process elements” yet limited discussions have been carried out 

on the action that should be taken for the process to be implemented. This limitation 

has created a “black box” and is also the “least understood part of collaboration” 

(Wood & Gray 1991:15).  

 

This Collaborative Implementation Framework therefore focuses on the 

implementation of the Articulation Policy. The Collaborative Implementation 

Framework will address the difficulties encountered during the implementation of the 

Articulation Policy, as identified in Chapters 1 and 3. The findings of this study and 

the review of literature also reflect differences of outcomes to the stated goals and 

objectives due to a “multiplicity of participants and perspectives”, which are also 

challenges faced during policy implementation (Bryman 2007:37). It is therefore 

important that governance structures are established, to deal with such challenges.  
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7.4.1 Governance structures 

The Collaborative Implementation Framework focuses on the structures governing 

the collaboration. As supported by Mahlangu et al. (2019:5), processes and 

governance structures are important for implementation frameworks. The 

Collaborative Implementation Framework therefore ensures that focus is placed on 

governance structures that provide the leadership and oversight role towards 

ensuring effective collaboration and ensuring the implementation of the Collaborative 

Implementation Framework. Mahlangu et al. (2019:6) argues that there has not been 

much literature that has dealt with structure. Most research has focused on the 

processes rather than the organisation. Mahlangu’s study emphasises the critical 

role of governance structures in the development of the framework. 

 

As indicated earlier, leadership is key to any collaborative relationship. Mahlangu et 

al. (2019:9) posit that facilitative leadership creates an enabling environment for 

collaboration that is effective (cf. Chapter 3 Section 3.4.3). The role of leadership in 

collaboration must be linked to an organisation for continuity and not to an individual. 

The research findings in Chapter 6 established that there is no governance oversight 

for the implementation of the Articulation Policy at TVET colleges. Nineteen percent 

of participants highlighted that articulation was not discussed at the highest decision-

making levels within their institutions. Thirty-eight percent of participants were not 

aware if articulation is discussed at their institution's highest decision-making levels. 

  

According to the CHE (2016:108), governance is defined as the informal and formal 

way of regulating organisations that involves the interaction of different role-players 

at the institutional and system level of any organisation. The framework addresses 

this gap through the establishment of governance committees to oversee the 

collaborative efforts of the different stakeholders and ensure the implementation of 

the Articulation Policy. The Collaborative Council, which is constituted by senior 

representatives from each key stakeholder organisation is responsible for 

collaboration oversight. The work of the Council is supported by the Operational 

Committee, which is responsible for the operational matters relating to the 

implementation of the policy. 
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The Collaborative Implementation Framework operates in a networked environment 

that allows people to work jointly or independently on the design of qualifications and 

any other documents required to enhance the implementation of the Articulation 

Policy. The framework allows teams working in different environments to work, 

collaborate and create synergies in their work. Specified technologies are used to 

have a safe, secure and efficient platform that allows for coordination, collaboration 

and co-production.  

 

7.5 PROPOSED COLLABORATIVE IMPLEMENTATION FRAMEWORK 

The Collaborative Implementation Framework highlights the need for role players in 

the NQF landscape to work collectively to the achievement of a common vision and 

goal. The various role players have a responsibility of ensuring that there is “a single 

integrated national framework for learning achievements” (South Africa 2008: section 

5 (1)(a)). The Collaborative Implementation Framework further addresses the 

following issues observed by the Ministerial Committee on Articulation Policy (cf. 

Chapter 1 Section 1.1.1). 

 Unclear learner progression routes and articulation arrangements; 

 Dead-end NQF registered qualifications; 

 Lack of consistency amongst the sub-frameworks of the NQF; 

 Lack of precise arrangements in terms of articulation amongst the different 

qualifications and the types of institutions;  

 Disorganisation in providing training and education; 

 Lack of equality between vocational and academic qualifications; and 

 Lack of adequate responses to the different requirements of the socio-

economic environment, particularly to the aspirations of youths and adults 

who are active participants in employment, training and education. Those 

mainly affected are those who wish to have a second chance in training and 

education opportunities (Ministerial Committee on Articulation Policy 

2014:11). 

 

The Collaborative Implementation Framework is presented below and each of its 

elements is discussed thereafter.  
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Figure 7.2: Proposed Collaborative Implementation Framework 

Source: Author’s own 
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7.5.1 Phase 1: Collaborative drivers 

The foundational elements, which are balance of power, mutual trust, shared vision 

and understanding, common objectives, capacity of members and technology, are 

critical elements that must be built into the framework from the beginning. These 

elements can also be the drivers for successful collaborations. According Rosly et al. 

(2020:5) and Mahlangu et al. (2019), these elements are necessary and key to 

successful collaborations (cf. Chapter 3). 

 

 Balance of power 

Within the Collaborative Implementation Framework, stakeholders and their different 

roles and responsibilities must be evaluated to ensure that there is a balance of 

power in decision-making and driving the collaboration. When power is balanced, it 

ensures that the ideas of the different stakeholders are well represented during all 

engagements. It also assists in building trust as well as a strong relationship that will 

lead to the success of the collaboration (cf. Chapter 3 Section 3.4.1). 

 

 Mutual trust 

Trust forms the foundation for successful collaboration due to the presence of 

multiple stakeholders. Mutual trust ensures that the required commitment from all the 
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stakeholders is established. According to Mahlangu (2019:11), the application of 

good governance principles that include equality, transparency and fairness are 

important in building mutual trust in collaboration. Furthermore, it is equally important 

that knowledge and information are shared, as well as demonstrating competency, 

executing commitments and good intentions to ensure that mutual trust is built in the 

Collaborative Implementation Framework (cf. Chapter 3 Section 3.3; 3.5.1).  

 

 A shared understanding of the problem and a common vision 

Based on the results of the study, there is a lack of common understanding of the 

responsibilities, vision and policy expectations for the different stakeholders of the 

Articulation Policy. Mahlangu et al. (2019:9) also underscore the importance of a 

shared vision amongst the stakeholders by positing that for collaboration to be 

successful, clarity of aims and objectives is required before committing to working 

together. A common perspective and vision of what the collaboration seeks to attain 

should be shared by all the stakeholders (cf. Chapter 3 Section 3.4.1).  

 

Stakeholders should recognise the importance of interaction and their understanding 

and awareness of each other continuously evolve as the collaborative relationship 

matures. Stakeholders should manage resources, exchange information, request 

details as needed, and combine their resources to enhance shared understanding 

and determine what is necessary to effectively implement the Articulation Policy. 

 

The Articulation Policy empowers TVET graduates to articulate to ECSA. The 

common vision of this framework is for the various stakeholder organisations to 

participate within the responsibilities set out in this framework and ensure the 

articulation of TVET graduates to ECSA. The framework provides a platform through 

which the challenges inhibiting the implementation of articulation by each of the key 

stakeholders are identified and discussed for resolution. Negotiation of the difficulties 

and concerns impacting the effective implementation of the Articulation Policy by 

each of the key stakeholders should form part of the agenda of the Operational 

Committee. Initially, there might be different perspectives, but negotiation allows 

everyone to have clarity as well as express their concerns. There should be 

connections and clarity on roles that must be sought by the different stakeholders 

including understanding the benefit of the organisation in the bigger collaborative 
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project. Concerns or challenges that are brought to the attention of the Operational 

Committee and cannot be fully resolved by the Operational Committee should be 

referred to the Collaborative Council for resolution.  

 

 Capacity of members 

For collaboration to operate optimally, the members’ capacity is important. The best-

suited strategies to address complex problems lie with the people who can come up 

with innovation and ideas. Process skills as well as reasoning, negotiation including 

listening are important competencies needed by collaborating members to effectively 

represent their different stakeholder organisations and make meaningful 

contributions. Each of the stakeholders should avail suitably qualified and 

experienced staff to the Operational Committee as well as the Collaborative Council. 

The Chairpersons of the Operational Committee and the Collaborative Council 

should facilitate the acquisition of skills and capacity from the stakeholder 

organisations. As argued by Mahlangu et al. (2019:9), some of the skills will be 

acquired through experience (cf. Chapter 3, Section 3.4.4). 

 

 Common objectives 

The basis and driver for a successful relationship is the presence of a common 

vision and a common goal. If organisations are to work together, there is a need for 

multiple organisations to reach the same goal. According to Mahlangu et al. 

(2019:8), to establish successful collaboration, there must be recognition of a need 

for interdependencies between and amongst organisations. Participants and 

organisations must recognise that there are interdependencies when moving 

towards the common vision or goal (cf. Chapter 3 Section 3.3). 

 

Edwards (2007) further articulates that relational agency involves the ability of one’s 

actions and thoughts to be aligned to those of others. Relational agency theory, 

therefore, concurs with the research carried out by Hakkarainen and his colleagues 

cited in Edwards (2007:4) on “reciprocity and mutual strengthening of expertise and 

competence for the enhancement of the collective competence of the communities”. 
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 Technology 

The interdependence and inferdependence of the different parties should be 

supported by e-collaboration. The right tools enabling effective and efficient decision-

making, need to be chosen. Knowledge and information sharing enabled by 

affordable and relevant tools, should be seamless. e-Collaboration, using 

technology, promotes understanding and sharing of knowledge with different parties 

who are in locations that are geographically dispersed (Varty et al. 2017). e-

Collaboration is, therefore, necessary to allow these different views to be shared 

without limiting people to their geographical locations. The different stakeholders in 

the implementation of the Articulation Policy are geographically dispersed and 

collaboration will benefit from the adoption of e-collaboration technology. The TVET 

colleges are spread across South Africa and will benefit from the use of technology 

to share resources, and exchange views and insights across space and time (cf. 

Chapter 2, Section 2.13; Chapter 3, Sections 3.9.2, 3.9.3; Chapter 4, Section 

4.4.2.2). 

 

The Collaborative Council should consider the use of appropriate technology to 

promote e-collaboration amongst the various stakeholders. The technology platform 

should promote the following pillars to the implementation of the Articulation Policy. 
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Co-production: The co-production of qualifications must take place amongst the 

different role players. The research findings indicate that one of the factors limiting 

effective articulation is concerns expressed by ECSA on the level and delivery of the 

TVET qualifications. The framework provides a platform for the co-production of the 

TVET engineering qualifications by all key stakeholders to ensure that quality 

concerns are addressed at the qualification design level. Based on the feedback 

from the market and consumers of engineering services as gathered by the 

professional bodies, the TVET colleges develop qualifications that respond to market 

needs. The QCTO, professional bodies, as well as SAQA, will review the TVET 

colleges’ qualifications and provide feedback through the e-collaboration technology 

platform. 

 

Decision making: The various stakeholders should have access to information 

relating to the implementation of the Articulation Policy to facilitate ease of decision-

making.  
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Approval: Approval of the TVET college qualifications and key Collaborative Council 

decisions are approved by the Collaborative Council through the technology 

platform. 

  

Reporting: Reporting on the Articulation Policy implementation progress must take 

place. The Collaborative Council should define the metrics and KPIs that are used to 

track and monitor the implementation of the Articulation Policy. 

 

The presence of these key elements will lead to “collaborative advantage” as 

suggested by Huxham (1996:14) in Section 3.9.4: “Collaborative advantage will be 

achieved when something unusually creative is produced – perhaps an objective is 

met that no organisation could have produced on its own and when each 

organisation, through the collaboration, is able to achieve its own objectives better 

than it could alone”. The above-discussed key elements are key to the success of 

the Collaborative Implementation Framework and once in place, will lead to 

collaborative interaction. 

 

7.5.2 Phase 2: Collaborative Interaction 

Collaborative interaction relates to teams from SAQA, ECSA, and TVET colleges 

developing a relationship built on trust in order to share knowledge and common 

objectives through a technology platform. According to Akinsola and Munepapa 

(2017:4), collaboration is essential in the public sector to assist in meeting the 

aspirations of stakeholders, comprising citizens and several parts of communities in 

the country. The realisation of articulation of TVET graduates to professional bodies 

such as ECSA, requires the presence of the above elements which form the bedrock 

for effective collaboration. Leadership and strategic planning are fundamental 

elements that bind collaborations (cf. Chapter 3 Section 3.4.2). 

  

Strategic planning provides concrete and defined steps on how the objectives of the 

collaboration should be achieved. It is therefore key that the leadership in a 

collaborative environment has the appropriate technology that drives the 

collaboration.  

 
 
 

 

©©  UUnniivveerrssiittyy  ooff  PPrreettoorriiaa  

 



 

203 
 

 

 Strategic Planning 

Strategic plans are designed by top management and the focus is on the entire 

organisation. A strategic plan assists in guiding and monitoring the progress as well 

as the outcomes evaluation (Mahlangu et al. 2019:9). According to Smit et al. 

(2016:131), strategic plans ensure the alignment of the organisation as a whole amid 

ongoing changes in the external environment. There should be concrete and defined 

steps on how the objectives of the collaboration should be achieved. The plan has to 

specify activities and objectives, outcome measures, an indication of how financing 

will be done for the plan, timelines and costs. A plan will also assist in guiding the 

monitoring of the progress as well as the outcomes evaluation (Mahlangu et al 

2019:9) (cf. Chapter 3 Section 3.4.2). A strategic plan will assist in guiding the 

monitoring of the progress as well as the outcomes evaluation (Mahlangu et al; 

2019:9).  

 

Empirical evidence indicates that even though there are policy-defined 

responsibilities for the implementation of the Articulation Policy for each of the 

stakeholders, these imperatives have not been elevated to the strategic levels of 

some of the stakeholders. Implementation of the Articulation Policy remains an 

operational issue without sufficient airtime at the board level, hence impeding 

implementation. The framework recommends that conversations pertaining to the 

implementation of the Articulation Policy be elevated to the board level through its 

inclusion in the respective strategies of the key stakeholder organisations. This 

improves the monitoring and evaluation of the implementation of the policy. 

 

 Leadership 

Mahlangu et al. (2019:9) posit that leadership is a critical enabler in the policy 

implementation process. Facilitative leadership creates an enabling environment for 

collaboration that is effective. The leadership should drive the agenda for 

collaboration. 

  

Leadership is key. It is the glue that puts everything together. The complexities can 

be overcome when there is strong leadership. Mahlangu et al. (2019:9) posit that 
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leadership is an important enabler in the implementation process. Facilitative 

leadership creates an enabling environment for effective collaboration. According to 

the CHE (2016:108), leadership promotes and establishes the direction of institutions 

and systems as well as the development of strategy, policies and priorities aligned to 

the rules that would have been established (cf. Chapter 3 Section 3.4.3). 

  

The Collaborative Council, as provided by its charter, shall provide strategic 

leadership for all collaborative efforts of the different stakeholders. Senior leadership 

such as the Chief Executive Officer or equivalent from the various stakeholder 

organisations will constitute the Collaborative Council. The Collaborative Council 

oversees the implementation of the collaborative framework and ensures that 

articulation takes place. The Chief Executive Officers (CEOs) of the stakeholder 

organisations or their nominees shall constitute the Collaborative Council. The 

leadership position should be taken by a person who is credible and has the power 

to influence and convene other stakeholders’ decisions in terms of the programmes 

to be prioritised (Mahlangu et al. 2019:9). The Chairmanship of the Collaborative 

Council will be rotated on an annual basis. The leadership of collaboration must be 

linked to an organisation for continuity and not to an individual (cf. Chapter 3 Section 

3.4.2; Chapter 5, Section 5.6). 

 

If collaboration is to be effective, it is important that for each of the key stakeholders, 

the responsibilities and roles towards policy implementation be elevated to the 

stakeholder’s strategy. 

 

 Key stakeholders  

Freeman (1984:46) defines a stakeholder as “any group or individual who can affect 

or is affected by the achievement of the organisation objectives”. Stakeholder 

identification can begin from this definition and zoom into the stakeholders using the 

theory of stakeholder salience, which identifies the stakeholders. The theory of 

stakeholder salience goes beyond stakeholder identification. Consideration is given 

to the inherent complex dynamics that exist in each relationship. These dynamics 

are not explained with the stakeholder theory. The theory of stakeholder salience 

“explains to whom and to what managers actually pay attention”. Reddy and 

Govender (2014:172) explain that distinguishing between policy role stakeholders 
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and players is important before identifying policy role makers. Stakeholders in policy 

can be identified as having a direct or indirect influence during policymaking. 

Stakeholder salience theory identifies stakeholders by having some of the following 

characteristics: 

 The authority that the stakeholder has in influencing the organisation; 

 The stakeholder’s legitimacy regarding the relationship with the organisation; and 

 The pressing nature of the claims made by the stakeholders on the organisation 

(Mitchell et al. 1997:854). 

 

The most important stakeholders in the implementation of the Articulation Policy are 

the DHET, SAQA, TVET colleges, QCTO and professional bodies. The relationship 

amongst these key stakeholders is characterised by interdependency and mutual 

benefit. The independent actions of the DHET, SAQA, TVET colleges, QCTO and 

professional bodies have a bearing on the outcomes of the Articulation Policy. It is 

therefore critical that the key stakeholders realise the significance of collaborating 

and sharing in the common vision of making articulation from TVET colleges to 

professional bodies a reality. The different d responsibilities and roles of the 

stakeholders are presented in Figure 7.5 and discussed thereafter. 
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 Department of Higher Education and Training (DHET) 

According to Section 18 of the Articulation Policy, DHET’s role is to ensure the 

overall implementation of the Articulation Policy in the PSET system. Furthermore, 

the DHET must ensure that there is a policy framework and guidelines that guide 

articulation across the PSET system. The DHET further clarifies and simplifies the 

roles that must be played by the different entities in an evolving PSET system. The 

DHET also commissions research into emerging praxis and theory relating to the 

development and implementation of articulation across the training and education 

system. The DHET develops guidelines aimed at improving the implementation of 

articulation. It is also responsible for working with other governmental departments 

such as the Departments of Labour and Basic Education in eradicating outdated 

legislation and policies relating to or impacting articulation. The DHET must also 

ensure that there is parity of esteem for all qualifications when it comes to 

employment opportunities. Therefore, the DHET must lobby the Department of 

Labour to take into consideration trade certificates when setting standards within the 

engineering profession (DHET 2017a:7-8). 
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 South African Qualifications Authority (SAQA)  

According to the Articulation Policy (DHET 2017:8), SAQA’s role is in ensuring that 

there is the implementation of the articulation by the QCs. The general oversight in 

the implementation of this framework is the responsibility of SAQA and this includes 

the overall secretariat roles relating to the various governance and management 

structures set up in this framework. 

 

 Quality Council for Trades and Occupations (QCTO)   

According to the Articulation Policy (DHET 2017a:9), the QCTO’s role is to work 

collaboratively with SAQA and ensure that all the submitted qualifications have clear 

articulation routes. The QCTO must also work with education and training providers 

in developing and implementing progressive CAT, access and articulation policies. It 

must also monitor, report and evaluate the implementation of articulation across the 

training and education system. The QCTO must also ensure that it identifies and 

eliminates dead-end qualifications and work with the DHET in ensuring the 

development of learning and occupational pathways. The QCTO should also work 

with accredited education and training providers and ensure that they have fair and 

credible articulation policies in line with the Articulation Policy.  

 

Empirical evidence suggests that QCTO does not always work closely with 

professional bodies or with the relevant people within the TVET colleges which has 

created gaps in the identification of the relevant skills and labour market needs to be 

included in qualifications. This has resulted in the development of qualifications that 

are not in sync with the labour market being offered by education and training 

providers, including TVET colleges. The QCTO must ensure that learning 

programmes taught at TVET colleges must have simulated practice and theory and 

then articulate into a workplace-based component, as indicated in the Draft 

Articulation Policy (DHET 2016:25). 

 

 Engineering Council of South Africa (ECSA) 

Although professional bodies are active role players in the NQF, the policy does not 

make specific mention of the role that they should play in this space regarding 

articulation. Empirical evidence shows that the omission of professional bodies 

 
 
 

 

©©  UUnniivveerrssiittyy  ooff  PPrreettoorriiaa  

 



 

208 
 

leaves a huge gap in ensuring the holistic implementation of the policy. The 

Articulation Policy (DHET, 2017a:12) observes that because of the mismatch of the 

labour market needs, the skills in the country and the programmes, people most 

likely remain unemployed. Since professional bodies are at the nexus of the labour 

market and education institutions, it will be onerous to ensure that the Articulation 

Policy is explicit in defining the role that professional bodies play to address the 

identified gap by the inclusion of professional bodies. 

 

As SAQA’s recognised statutory professional body recognised on the NQF, ECSA is 

required to comply with the Articulation Policy and Policy and Criteria for 

Recognising a professional body and registering a professional designation for the 

purposes of the NQF (as amended, 2023) as set out by SAQA. This includes 

removing barriers and allowing the articulation of TVET graduates to the professional 

body. The current study’s findings point out that ECSA had concerns relating to the 

quality and level of TVET engineering qualifications which prevented articulation 

from taking place. The involvement of ECSA in the development and modification of 

the TVET qualification assists in addressing some of these challenges. To this end, 

the Collaborative Implementation Framework proposes the following roles to 

enhance the participation of ECSA in the development of TVET qualifications. 

  

ECSA shall be responsible for setting the standards for the enrolment of TVET 

students and contributing to the TVET colleges’ curriculum to enhance the quality 

and esteem of the qualifications. The professional body shall also be charged with 

the responsibility of identifying competence gaps between the graduates and what is 

required by the engineering labour market. ECSA shall partner with the other 

stakeholders in the development of the standards required for TVET qualifications 

specifically focusing on the review of the proposed qualifications and changes to 

qualifications. ECSA shall align its internal policies to ensure that there are 

articulating pathways for both new and updated engineering qualifications. 

 

 TVET Colleges 

The findings of the study indicated that TVET colleges design their engineering 

qualifications in isolation without feedback from some of the key stakeholders in the 

implementation of the policy, specifically ECSA. The study also confirmed the public 
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perception relating to poor quality graduates being produced from TVET colleges 

and this has significantly impacted the implementation of the Articulation Policy. The 

framework suggests additional roles to the TVET colleges, such as developing 

qualifications in consultation with all key stakeholders and the delivery of the 

curriculum which responds to the professional needs of the labour market. 

 

TVET colleges should review existing qualifications and develop new engineering 

qualifications in consultation with ECSA, the QCTO and SAQA. The qualifications 

should be shared on the electronic collaboration platform for comments and inputs 

from ECSA, the QCTO and SAQA before finalisation and approval by the 

Collaborative Council. TVET colleges should also respond to qualifications change 

or refresh requests from ECSA, the QCTO and SAQA or any other key stakeholder.  

 

Empirical findings indicated that the TVET graduates lack essential information on 

articulation to ECSA. TVET colleges should thus create awareness of the articulation 

pathways available to their students after completion of qualifications and support 

students through career guidance, as highlighted in Chapter 2. The active marketing 

of TVET qualifications and graduates in the labour market will improve the esteem of 

TVET engineering qualifications. Furthermore, TVET colleges shall negotiate and 

enter into a Memoranda of Understanding (MOU) with employers and professional 

bodies to facilitate the mobility of the TVET graduates. As articulated by SAQA 

(2020:32) and highlighted in Chapter 2, section 2.11.2, articulation can be improved 

by establishing, committing to and implementing formal articulation agreements such 

as a Memorandum of Understanding (MoU) and/or a Memorandum of Agreement 

(MoA). 

 

Secondary stakeholders to the implementation of the Articulation Policy should 

create an inferdependence network. Chapter 3, Section 3.15 explains that the 

interaction of influence and dependency creates inferdependency, which can be one-

directional or bi-directional. The parties enjoy dependence and influence. 

Stakeholders may not be dependent upon each other, but their independent actions 

may influence the common outcome (Ruppretch et al. 2017:94). Though these 

stakeholders are not dependent upon each other, their independent influence 

impacts the outcomes of the Articulation Policy. 

 
 
 

 

©©  UUnniivveerrssiittyy  ooff  PPrreettoorriiaa  

 



 

210 
 

 

Workplaces, government departments such as the Department of Labour and 

politicians are some of the secondary stakeholders. The Department of Labour is 

responsible for creating an environment with fair employment opportunities that allow 

everyone to access and progress in workplaces, notwithstanding their educational 

background. Government departments indirectly contribute to the Articulation Policy 

when they implement fair labour practices and desist from discriminating against 

some education and training providers' qualifications and politicians dictate policy 

direction. Therefore, the improvement and implementation of the Articulation Policy 

would be successful when politicians seriously lobby for all stakeholders to 

implement it. 

  

Through stakeholder collaboration, impact awareness and shared knowledge should 

promote the implementation of the Articulation Policy. For collaboration to be 

successful, it requires interdependency and inferdependency relationships. For 

collaboration to be effective, stakeholders should closely work together in a mutually 

beneficial relationship that is interdependent amongst stakeholders. To ensure that 

all key stakeholders are identified and their legitimate interests are taken into 

account by the Collaborative Council, the identification of key stakeholders should be 

refreshed periodically. 

 

In the Collaborative Implementation Framework, there are key role players and 

secondary stakeholders, as highlighted above. It is also important to illustrate how 

these stakeholders co-exist during the implementation of the Articulation Policy. The 

collaborative model depicts the relationships that will be in existence in this 

Collaborative Implementation Framework. 

 

The Collaborative Implementation Framework also allows the use of e-collaborative 

tools and ICT to enable better decision-making. The use of e-collaboration enables 

decision-makers to receive and share information to enrich their insights and support 

decision-making (cf. Chapter 3 Section 3.14.2). The interconnectedness that exists 

amongst the key stakeholders should be considered in the Collaborative 

Implementation Framework. Bringing together several participants in the PSET 

sector provides the opportunity for coordination and communication that assists 
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policy implementers in continuously checking the alignment of objectives, goals and 

outcomes. 

 

As indicated earlier, various role players in the collaborative workflow have different 

responsibilities and bring about a variety of expertise. These key stakeholders are 

the DHET, SAQA, ECSA and TVET colleges. During the implementation of the 

Articulation Policy, stakeholders need to communicate when sharing information and 

ideas and during decision-making. Pérez Vega et al. (2021:8) state that a 

“successful collaborative process involves a philosophy of emphatic interactions that 

acknowledge the diverse languages, perspectives, skillsets, backgrounds, and 

expertise of each domain”. Collaboration involves interaction amongst the different 

stakeholders and to ensure effective interaction. 

 

This phase of the Collaborative Implementation Framework allows participants to 

respond at any decision point during the process of implementation of the 

Articulation Policy. This reaction from policy implementers determines if 

implementation takes place or whether it should be returned to the agenda or any 

other stage of the model. This depends on the point where that conflict took place 

(Brynard 2007:36). The diagram (Figure 7.6) provides the iterative process that could 

serve as a guide during the implementation of the Articulation Policy. 

 

 
 
 

 

©©  UUnniivveerrssiittyy  ooff  PPrreettoorriiaa  

 



 

212 
 

 

 

In the diagram above, the DHET is responsible for responding to the challenges 

associated with the articulation of TVET graduates into the world of work and 

professional bodies through policy formulation. This is currently characterised by the 

Articulation Policy. The key role players in the implementation of this policy namely: 

SAQA, Quality Councils, professional bodies and TVET colleges, consider the policy 

and its implementation providing feedback on any perceived implementation 

challenges to the DHET. The comprehensive and consolidated feedback is 

submitted to the Collaborative Council for consideration. The Collaborative Council is 

responsible for communicating the implementation challenges and potential 

recommendations to the DHET for consideration in policy updates. The National 

Treasury, through the DHET, avails the financial resources to support the 

implementation of the Articulation Policy and the different role players are 

responsible for ensuring that managerial capacity is in place. At any point in this 

phase, the different role players have open access to the Collaborative Council and 

the DHET to raise concerns about the implementation of the Articulation Policy.  
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7.5.3 Phase 3: Collaborative outcomes 

Effective collaboration will foster good communication, coordination and cooperation. 

In Chapter 3, Morley and Cashell (2017:212) explain that communication enhances 

other determinants of collaboration such as trust and respect. Communication 

among members is another critical requirement that supports collaboration. It 

synchronises approaches that guarantee that the agreed goal is achieved 

(Ruppretch et al. 2017:94) and thus coordination and cooperation of operations with 

the strategically selected role players is key (Marqui et al. 2013:199). Through 

cooperation, coordination and effective communication, the stakeholders can 

effectively implement the Articulation Policy. 

 

 Communication 

The exchange and flow of information between and among stakeholders is important 

as it conveys stakeholder attitudes and values. The interaction with others 

demonstrates the essence of teamwork and the direction in which communication 

flows. Effective communication is critical in building a mutual understanding 

(Wilczenski et al. 2001). Mahlangu et al. (2019:10) point out that there must be 

dialogue, transparent dialogue and assertive discussion as these are “critical 

communicative practices for meaningful participation”.  

 

The findings of the thesis have also indicated that communication amongst the key 

stakeholders has been limited especially between the TVET colleges and ECSA. 

The content of the communication could also be improved to focus on critical issues 

concerning the implementation of the Articulation Policy. This framework establishes 

consistent and focused communication amongst the key stakeholders in the 

implementation of the policy. The communication will also focus on key metrics to 

the execution of the policy such as the count of students who articulated, and 

challenges inhibiting the articulation of TVET graduates among others (cf. Chapter 3 

Section 3.5.1; Chapter 5 Section 5.6). 

 

 Coordination 

Teams must work together to achieve common goals. Strategic partners must 

coordinate to guarantee the realisation of collaborative aims. Coordination is at a 

 
 
 

 

©©  UUnniivveerrssiittyy  ooff  PPrreettoorriiaa  

 



 

214 
 

higher level than cooperation. It involves a movement of important information 

continuously with the utilisation of information technology (Farouk et al. 2020:3). 

Coordination is important as it harmonises the efforts of different organisations. It 

becomes even more crucial when it includes organisations at various levels as it 

prevents redundant efforts and the ineffective utilisation of resources (Mahlangu et 

al. 2019:10) (cf. Chapter 3, Section 3.3, Section 3.8; Chapter 5 Section 5.6). 

 

 Cooperation 

Cooperation is key in this Collaborative Implementation Framework. If stakeholders 

do not work together, collaboration might not be successful. The importance of 

collaboration must be understood by all stakeholders so that they cooperate with 

each other. All role players must buy into the ideas that will be proposed. It is 

therefore important that all stakeholders are given equal opportunities to present 

their ideas and the ideas must be considered to ensure that everyone in the 

collaboration feels valued. According to Farouk et al. (2020:3), to meet the needs of 

clients at minimum costs, there is a need for close cooperation from autonomous 

organisations which are involved in the collaboration. When organisations cooperate, 

they exchange information and develop long-term relationships necessary for 

collaboration (cf. Chapter 3, Section 3.3; Chapter 5, Section 5.6). 

 

7.5.4 Phase 4: Implementation 

The implementation phase encapsulates monitoring and evaluation which are 

explored in detail in the following sections. When the Collaborative Implementation 

Framework is implemented, monitoring and evaluation is key. Monitoring 

encompasses the gathering, analysis and providing data reports on outputs, inputs, 

impacts, outcomes, activities and external influences, all aimed at enhancing policy 

implementation (The Presidency, 2007:1) (cf. Chapter 7, Section 7.5.4). Rabie and 

Cloete (2018:273) explain that policy evaluation is encapsulated in the question 

“what difference will or does/did the policy, programme or project make?” (cf Chapter 

2, Section 2.8.4). 
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 Monitoring and Evaluation (M&E) 

Monitoring encompasses collection, analysis and reporting of data on outputs, 

inputs, outcomes, impacts and activities, together with external influences, in ways of 

supporting effective management (The Presidency 2007:1). Monitoring targets to 

offer other stakeholders, managers and those who make decisions with consistent 

implementation updates on results and development relating to the implementation 

of the Articulation Policy. Monitoring of results provides an early warning system for 

any problems to ensure timely remediation, which entails the evaluation of actual 

performance against expected performance. Empirical findings of this study have 

also indicated the lack of consolidated monitoring and evaluation of the performance 

of the key role players towards the implementation of the Articulation Policy. Most 

stakeholders do not even have Key Performance Indicators (KPIs) that relate to the 

implementation of the Articulation Policy; hence this is not monitored.  

 

The importance of implementation evaluation is cited as an important stage during 

the public process (cf. Chapter 2, Section 2.8.4). Implementation evaluations take 

place at the inputs, activities, outputs and outcomes levels. It also evaluates what is 

happening and why it is happening (DPME 2011:10). The framework recommends 

periodic monitoring and evaluation of performance towards implementation of the 

policy. Evaluation as a periodic and time-bound activity is meant to offer useful and 

credible information to respond to questions to assist in the making of decisions by 

policymakers, managers and staff (The Presidency, 2007:2). Evaluations may be 

utilised to assess efficiency, relevance, effectiveness, sustainability and impact. The 

evaluation may also be utilised for extracting lessons that are crosscutting from 

operational unit experiences thereby shaping any need for modifying strategic results 

frameworks. 

 

Evaluation is time-bound and should be carried out on a quarterly and annual basis. 

The comparison of current performance to baseline targets enhances the 

implementation of the policy through the identification of performance gaps and the 

adoption of appropriate remedial actions to ensure the achievement of performance 

targets. The monitoring and evaluation of the implementation of the Articulation 

Policy provides a window of opportunity for the governance committees, providing 
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oversight to monitor the optimal and productive use of public resources towards the 

attainment of articulation (IIe 2014). 

The Operational Committee is responsible for identifying the different responsibilities 

of each key stakeholder towards the implementation of the policy and establishing 

Specific, Measurable, Achievable, Relevant and Time-Bound (SMART) KPIs for 

each stakeholder. Each key stakeholder organisation is responsible for generating 

management information and reports tracking the KPIs assigned to it under this 

framework or through its legal mandate. On a quarterly and annual basis or any 

other frequency as determined by the Operational Committee, the key stakeholder 

organisations shall submit their performance information reports for discussion 

during the Operational Committee meetings. The reports are submitted to the 

Collaboration Operational Committee to check, challenge and review by the 

members of the Operational Committee. The consolidated report showing the KPIs 

and achievements of all key stakeholder organisations is submitted to the 

Collaborative Council for review. It is the Collaborative Council’s responsibility to 

guarantee that appropriate remedial action is adopted where significant performance 

gaps are identified. 

 

To effectively implement the Articulation Policy, certain strategies to monitor and 

evaluate will be deployed, as indicated in subsequent sections.  

 

 Quality improvement strategy 

Quality management is central to monitoring and evaluation. Quality management 

should be seen as integral to monitoring processes. There should be quality checks 

throughout the monitoring process that includes developing and implementing 

monitoring plans that contribute to the Articulation Policy’s effective implementation. 

Tools namely, peer reviews, reports and action plans should be utilised to support 

the achievement of quality (Ile 2014:194). The quality improvement strategy is 

adopted during the implementation of the Articulation Policy to enhance quality in the 

processes and results. 
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 Inclusive and participatory M&E approaches 

The quality of any monitoring and evaluation can be improved if it becomes 

participatory (lle 2014:195). All stakeholders will perform reviews of the information 

shared through the Operational Committee meetings to enhance the quality of 

information. Feedback relating to reports quality shared through the Operational 

Committees meetings should be shared during the meetings for purposes of 

recording and effective tracking of action plans. The reviews performed at the 

Operational Committee meetings do not replace the responsibility of each key 

stakeholder to ensure that its internal quality management tools are utilised.  

 

 Developing a learning culture and insights sharing 

Monitoring and evaluation thrive in an organisational culture that supports 

information sharing as well as learning (Ile 2014:196). Organisations and teams 

become effective where the culture and relations that underlie the partnerships are 

sound. Leadership and stakeholder organisations must therefore invest in creating 

the right culture in the Operational Committee meetings, Council meetings and 

throughout all engagement to ensure that the learning culture is embraced over time. 

The feedback received during these engagements should not be viewed as punitive 

but rather as a support activity that will assist with the delivery of results. 

 

When executing M&E, there is an important role evidence plays (Ile 2014:196). 

Stakeholder organisations should ensure the availability of reliable evidence to 

support the reported performance. The national articulation implementation progress 

is tracked on the performance information reports which should be based on valid, 

complete and accurate supporting evidence. 

 

 Use of benchmarking strategies 

Benchmarking is important as it assists policy implementers in gaining perspective 

on how other policies have been implemented. When the best benchmark is 

selected, it sets a target that is above average for measuring against, and to improve 

upon in practice (lle 2014:197). The Operational Committee is responsible for 

benchmarking and the adjustment of the KPI targets for the key stakeholder 

organisations. 
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 Peer M&E strategies 

M&E of peers by other peers should be carried out to reduce “the risk of policy failure 

at service delivery points” (Ile 2014:197). The lack of adequate M&E may lead to 

several policy challenges that may not be picked up and may eventually lead to 

several challenges for the implementers of the Articulation Policy (Ile 2014:197). 

 

7.6 A FINAL WORD 

The Collaborative Implementation Framework was developed from elements derived 

from literature review in Chapters 2 and 3 as well as the data analysis in Chapter 5. 

Several elements, which play different roles and occupy different levels within the 

Collaborative Implementation Framework, are important when collaborating; 

however, leadership and technology play a pivotal role as enablers of successful 

collaborations. Key to successful collaborations are good relationships and a 

network of expertise amongst the stakeholders, whose roles are vital, particularly 

with regard to how these stakeholders interact within the Collaborative 

Implementation Framework. 

 

This study aids the practice of public administration in the field of policy 

implementation. The proposed Collaborative Implementation Framework is scalable 

and can be adopted to the specific setting and context of the different public policies 

to be implemented (Ananiadou et al. 2019:156). The Collaborative Implementation 

Framework provides a blueprint to assist policy implementers manoeuvre the 

complexity of public policy implementation. Additionally, the framework provides 

public functionaries with a structured approach to coordinating and promoting 

collaboration amongst the different key stakeholders. It can be applied by 

practitioners to design formal oversight and governance structures to monitor 

collaboration and implementation of public policies. The Collaborative 

Implementation Framework contributes to public administration literature on 

collaboration and offers an opportunity to inform future theory development.  
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APPENDICES 

APPENDIX A: INTERVIEW QUESTIONS 
 
OBJECTIVE ONE 
1. In your opinion, what is your understanding of articulation? 

2. What is your understanding of the Articulation Policy? 

3. What is your involvement in Articulation? 

4. What is your institution’s involvement in articulation? 

5. What initiatives does your institution have towards the implementation of the 

Articulation Policy? 

6. In your understanding, what progression pathways are available to engineering 

graduates from TVET colleges? 

7. What articulation pathways are embedded in the engineering qualifications from 

TVET colleges? 

 
OBJECTIVE TWO 
8. In your view, what is the attitude of the industry, professional bodies, and the 

Engineering Council of South Africa (ECSA) towards the TVET Engineering 

graduates. 

9. In your experience what factors do you consider hinder the articulation of TVET 

engineering graduates to ECSA? 

10. How do you perceive TVET engineering qualifications considering their 

acceptability by ECSA? 

11. In your view, what factors could assist the implementation of the Articulation 

Policy? 

 
OBJECTIVE THREE 
12. In your opinion, is there sufficient collaboration amongst the different 

stakeholders such as ECSA, TVET colleges and professional bodies to assist the 

implementation of the Articulation Policy? 

13. Are there systems in place to allow for input and feedback from the various key 

role players towards the development of TVET engineering qualifications? 

14. What do you think are the solutions to address those challenges? 

15. What is your opinion of soliciting key stakeholder views and feedback when 

designing TVET Engineering qualifications to ensure successful implementation 

of the Articulation Policy? 
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APPENDIX B: PHASE 1 ETHICAL CLEARANCE BY THE UNIVERSITY OF 

PRETORIA 
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APPENDIX C: PHASE 2 CONDITIONAL ETHICAL CLEARANCE BY THE 

UNIVERSITY OF PRETORIA 
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APPENDIX D: FINAL ETHICAL CLEARANCE APPROVAL BY THE UNIVERSITY 

OF PRETORIA 
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APPENDIX E: APPROVAL LETTER BY THE ENGINEERING COUNCIL SOUTH 

AFRICA 
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APPENDIX F: APPROVAL LETTER BY THE SOUTH AFRICAN 

QUALIFICATIONS AUTHORITY 
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APPENDIX G: APPROVAL LETTER BY THE DEPARTMENT OF HIGHER 

EDUCATION AND TRAINING ON BEHALF OF TVET COLLEGES 
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Combined Letter of Introduction and Informed Consent  

Department of Public Management and Administration 

A collaborative implementation framework of the Articulation Policy: case of TVET colleges 

and the Engineering Council South Africa 

Research conducted by: 

Ms N Mukari 

17236887 

0729123447 

Dear Participant 

You are invited to participate in an academic research study conducted by Nyaradzai Mukari, a PhD 

student from the Department of Public Management and Administration at the University of Pretoria. 

The purpose of the study is to understand the challenges faced by technical and vocational education 

and training (TVET) colleges and professional bodies with specific reference to the Engineering 

Council South Africa (ECSA) in implemeting the Articulation Policy.  

Please note the following:  

 This is an anonymous study and your personal information will not appear on any transcript.  The 
responses you give will be treated as strictly confidential as you cannot be identified in person 
based on the answers you give.  

 Your participation in this study is very important to us. You may, however, choose not to 
participate and you may also stop participating at any time without any negative consequences.  

 I understand that all data collected for this study will be stored on a safe and secure platform as 
governed by the University of Pretoria’s Research Data Management Policy. 

 During the interview please answer the questions as completely and honestly as possible. The 
interview should not take more than 45 minutes of your time. 

 The results of the study will be used for academic purposes only and may be published in an 
academic journal. We will provide you with a summary of our findings on request. 

 Please contact my study leader, Prof N Holtzhausen, natasja.holtzhausen@up.ac.za if you have 
any questions or comments regarding the study.  

 

In research of this nature the study leader may wish to contact respondents to verify the authenticity 

of data gathered by the researcher.  It is understood that any personal contact details that you may 
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provide will be used only for this purpose, and will not compromise your anonymity or the 

confidentiality of your participation. 

Please sign the form to indicate that: 

 You have read and understand the information provided above. 
 You give your consent to participate in the study on a voluntary basis. 

 

 

___________________________     ___________________ 

Participant’s signature       Date  
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