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There was a  significant  difference in  the
- prioritisation of the competencies between attorneys

practising in 'di'ffe:tj:ent: gized organisations. A need

‘for training in eight competencies ﬁh;i.ch:'would' be

classified as business skills and "iht.eipe'x‘sdhal/ '

communication ch’aradt_éri_stics  was _:i'.’_di_antifie_d.. There -

' was mors congansus amongst aﬁtorneys on the in@brtanqe
‘of the identified competencies than on the need for

ti:_airiing_ in the competencies.

The iaenﬁified cﬁfn’peﬁenciéé“and the ;pércéiired néed f'c.vr
: _t.::ainiiig in t_::ertain aompétenciés can bhe used as a
basia for the education and trainihg and development:
of pracf.isin’g attorneys and | proépeative aﬁt':iornéys' in
order to . enhance their ef_fedtiveneﬁs. ‘a8 legal

practitioners,



ii
BSTRACQCT

_.In order to 'prﬁvide' an effective .leéal servicé,_ an
'aﬁto;ney mugt,_intefﬁalia, be'an effeqt¢ve manager and
_sefvi¢e _prévideri .Compétencies dre ch&raﬁterisﬁics
.thét ére"_dauéally felated tc. effective performande. 
The - stﬁdy' investigated the managérial'.and_ service
competenqies which attorneys .?equiré_ ko perform
ZEfféﬁtiﬁeiy;  In additidn,'“thE_ pErGEived"'tfaininé
needs of attorneys in the identified coﬁpetencias were

investigated.

The competencies were initiaily ﬁdeﬁtifisd.by means of
a literature review and interviews with senior members
of the legal profession. - The thirty—one competencies
. 80 identified formed the basis for a questioﬁnéire
which was administered to practising_attornéya. The
85 respondents  rated the - impartance _ ﬁf'.ithé.
competencies and determined the need for tfaiﬁing in

these competencies.

The -survey revealed that twenty-nine competencies were
coneidered important for effective management . and
gervice provision. The campétencies were ranked in

order of importance.-
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D, . th_'e_ course content of the obligatory practical
"iegal training sourses run by the provin¢ial

law societies;

. E. performance appraigal criteria fqr_éttorneyﬁ} 
¥.  oriteria for selection and recruitment of
attorneys aﬁd_daﬁdidate.attorneys :

6., whether individual at:ﬁ_ornéys hav_e. a need for
_training in theae cofnpétem“‘ es in ordér' to
facilitate the peraonal growt:h and &evelopment_ h

. of attcrneya

Each of the abote elements. van contribute Etowards
imnroving the effectiveness of 'a'ttcrneys and the
provzsion oi legal services by enhancing the managerial

and service competence of attorneys.

';‘hé second objective of the research was to establish
whether there wag = perceived need amongst aktorneys for
f._rainiﬁg 'ir_z the identifled qompétendi_es; Madden (1991¢,
p. 769) ig of ‘the opinion tha& thé prbfessioﬁ iteelf and
the academic institutions involved in legal education :
"hHave a Joint responsibillity towards tra:l.nﬁ:ng. because
‘they Yoth have a common objective which should be "to

render a more effective legal service to the community."



‘and better service providers'than they-currenﬁly are. An
_improvement in the managemént of a practice énd the
' 'proviioh of. 'lagél gervices by that . practice, rﬁtiat
resulh in a more effective legal practice. The fbregoing_-
providaa compailing reagons fbr the primary objective of |
the ﬁesearﬁh which -was: the identification of those
 managerial and smexvice compétencias which wili_ enable
_ éttorneYs to p’roﬁide an effective and :i:ele‘frant_ legal

 gervice,

It was anticipsted that once these competencies have
‘been identified, they ocould be used as input for
establighing: | |

" a, training courges for exiéting and prospecti#e_
attorneys whether provided in-house in legal
Eirme, or whether provided by the Continuing
Legal HBducatlon department of the Association
~ of Law Societies; '

B. the conteht of legal aducatiqn_at'univarsities
and.technikans {if the recommendations -
refarred to in paragréph 1.1 above are
accepted) . Madden (1991b) believes that
practice .managamant shonld be a cors subject '
in the education of an attorney; '

¢, the curricula of the vooatlonal training

“gehool of the Assoclation of Law Societles;



1.,;,3. Service Industiv _ _

u _Ahtorneys:'oparate in the sexvice industry Vand
increaaingiy, there is a realisation that the iésue
of tHE':quaiity of ‘service ig also relevant!

 [A9acciatiun of Law Scwietles, 1994, p.'lﬁ)f The
monbpdiy “which attorneyé_ hold over cértain legal
.éarviaes is under chreat £roim inatitutiona such as

benks and from other professions, moat-nbﬁably:tha-.
accounting profession. The only defence attorneys
have against thesé threats is that they are -more__

. gompetent than 6théra“at_pmoviding these services,

. e conveyanging. This cdmpéﬁence"diiierential must

be maintainéd_ and continually improved upon as a
' competitive advantage. Attorneys must .ﬁbaué on
- providing a service of the highest quality which is
.effective ~and éffidiﬁnt, yet which ‘s stdll

affordable.

The naed to'identify competencies as part of a process
of improving the effectivenass of atto:neyﬁ ad managers
and gervice proviﬁers gave rise to the 6bjactive9 qf'che.

* veseaxch which are discussed next.

ll,g Ohiectives of the Regemrch
 The threats and challenges facing attorneys are many and
vaxied, Attofneya will be able bto wore easily deal with

those threats and challenges if they ave better managers



| managemeht_, £inancial management and self management
is  wore - likely to make a suqcess of applying
principle to p;adtice". In other words a graduate

with_hore apprdpriate.skills for_tha_mbdefn'busiﬁéas

environment should pradﬁide more effectively.

The poor economic conditiohs and high inflation which
* South Africa has experienced in the zeaggt past, hag
' réaﬁlted in a continuous escalatidn in the costs of
runnimg_a.iagag bractidé; ”Coup1ed with.this,”ﬁény.
once  lucrative - areas. of  practice such  as
conveyaneing, have  dwindled = in slze and
profitability. The'problem.of the inaccessibility of
the 1aﬁ.and legal assistance to the ordinary.citizen
{5 increasingly becoming more acute becauge of
spirallify increases in legal fees. " Hutchinson
:{1954, p.29) mtates that 'the professions in any

event operate at a cost level béycmd the means cf..

most of the people who need those services®,

Effective and efficient management practices ocan and '
- should curtail costs, which in turn could lead to
mere affordable and therefore more. accessible legal

sarvices,




_and competehcies 'fequired of _legal.'practitioﬁefs to
pradtice:.éffedtiveiy, now, and/or in ‘the fubure;_
According to Madden (1991¢, p. 768) some professions
"~ have enjoyed an infusion of wodern business pradtices,
but'“by contrast theféouth_African legél profession his
;chnaen-a_lonély and patochigl r&ad .o " It is essential
that.attorneys'manage_théir praétices ag eﬁﬁedtivaly.and

as efficiéntly'aa.poséible for_the'fqllOuing.reasonsz"

1.1.1 Legal Pragtice Management

Ik makeé.good buginess séﬁsa:as a-lagél practice is
after all a business,  Sound busiﬁeéa skills axe
therefore  essential far  effective '_ practice
management.  The large majority of _attorneys' are
eiﬁhaf one-man practitioners or practice in emall
partﬁershipa_ and - have to manage -theif.fpractices.
themselves. If  the recommendations of Ehg
Associlation of Law Societlas (1994) faferréd to above
are acﬁeptgd, the number of paralegals in attorney's
practices will probably increase and.attorneys.will
have to manage more staff and more .reacurces.
Attcrnefﬁ in lsrge practices, many of which have
melet-million xrand turnbvers¢ require substantial
managerial expertlse to ﬁanage thesge husineaaés.
‘Madden {1991a, p. 616) contends that a graduate

Yaymed with the principles of human resources



competition. But, they alsoc emphasise the point that
' South Afrida needs attorneys with . more appropriate

skills: This research ié_direoted at -ldentifying those

‘gkills in velation to the attorney's roles of manager

‘and service provider,

From the above, it can be seen that there is need for

the “legal prbfession' in South Africa to sorutinise

 .caréfully the content of legal education and training in _'

order to provide more effsctive, more affordable and

" thore relevant legal services to the commuaity it merves,

The recent changes in the requirements for admission to

the profession and the recommendations of  the .

Association of lLaw Societies (1994) referred to above,

show that the'legal profession in geﬁeral, iz in a_ététe
of f£lux. Attorneys, in particular, are facing end:moué
challenges and threats, The _.1egal . profession _ ié
inherantly _conéérvative, and Madden (1991a) believee
thét-éttorneya.have a high resiatancé to change which

can be attributed to their academic training where there

is a heavy emphapls on the precedent system. The legal

‘profession must adapt and respond to the challengss and

threats it faces in order to survive,

" A review of the literature xevealed that no research has

been aonducted into the managerial and service skills



that the attorne?s' ‘traditional sﬁyle of
practice is coming under threat,"

© Madden (19923, p. 617)

The Access Cé_nference of the Association of Law
Societiss referred to above resulted in geveral
recorrméndations : aa‘.t‘ned. at §mviding mofe relévant - and
more affordable legal gervices withoui* detracting from'

the quality and standard of 1ega:| aarvicea.

t Théaé'reéomméndatioﬁs were'béaed oh.tha.qotian that the
golution to the _pr}oblem of _unéqual access to justice l_a"y.
in producing -hqre :l.a'.\.:.ye;rs. neith more appropriate -skills'_"
(Asgooiation ﬁf Law'Sociéties, 1994, p.4) and. that hthe
prevailing view at the moment is that univerait:ias and
the profeas;ons should share the responsibility to traln.
. future ‘lawyers for practi_ce". ({Assooiation of Law

Societles, 1994, ».11).

The recommendations of the Association of Law Soclaties
{1994} -ép@cific_ally' dealt with pafalegala and a ladder
system of iagal education which would é.ilqw_r graduates
with lesger. qﬁalifications to practice in ciroumsoribed
areas of _Ithe. law. Thege :Eecor'nmendations .in themselves
pose a thi‘eat to attorneys, in that if implemented, many.
traditional areas of practice which are currently

regerved exalusively for attorneys, will attract i_ntenae'



scale {thoae.whc are ablé to afford 1egai'
services or %whd- 'are funded | through =
-emplcyment or otherwise) and those at- the
lower end of the scale who qualify for lagal
aid,_.' are capabl_.g of receiving = legal
aggistance. The total of these two groups
a_méunts_ to some 10 % of khose who need 1ega:_L.
_. gervices. The "vas_{: majority of people
ﬁherefore have diffiCulty or total inability
in affording legal sarv:.c:ea and - therefore

" have little or no access to juatice"

(_Hutchinson, 1994, pp. 8 = _iu-)- )

This mean‘é ‘that attorf:e:ys' ér'e féilihg ko provide an
appropriate legal service to the ‘broader '-_Sotith 'African
. community. Attorneys can bégi_n' to address tliia pi:oblém -
by managing tﬁe:l.r practices more offectively and by
'providing a more accessible legal service, in a more
cost af__fectivé maoner. The identification’ of'manag.erial
and service competencies will greatly assist attorneys
to manage their practices in a way which is more in
keeping with modern _t::_;ends. This L8 nevessary for

according to Madden {(1991a):

WWith such fundamental differvences between
the way attorneys practice and the rest of

the commercial world it is hardly surprising



namely those of ranagex and service provider. Ti'ii_s_
reaéarc!h ‘st out: to identify the ccmpetenciés réquired-
“of attorneys to perfom those rolaa effect:.vely. The
resaarch would thereby contribute towards ‘both improving.
legal training educat:.on and improving the’ effectiveness'
of the prov:.sion of lagal servicesl by att:orneys, to the

' South African community.

- The ident::.f:.cation of theaa competenc:.es will prov:l.de ‘a
"model for esta.blish:.ng what conmstitutes effective and/or -
guperior pez-formance {n the _job._of- an attorney and is
. t:heréfore a prerequisite fq’f. the efféctive. devalopmeﬁt
of attorneyé. The iac_k__ of adaquately trained atbhorneys -
restricts the 'ability of the South Africén legal system
~and its component :.nst:itutions to prov:l.de 3ust:|.ce foi

all the peOple of South Afru.ca.

The legal prc;fess':i.on. in South Africa faées a c:i'edibility
. orisis for the simpiq reason that it is far removéd from._
wany South Africansg. The - large majority of sbuth
Africana are denied access to the services offered by'
the legal profesaion and therefcre to juatice besause of
the ' structural  economic, aac:.al and pcnl:.tical :
inequalities of. South Africa. According to Hutt::h:.nson.
(1594} ¢

"It has been estimated that only a small

percentage of people ait the top end of the



CHAP . INTRODUC!
1.1 Backar -md to E._k_;e R gs_lea:_r;. ch”grop;' em
Professor :.Mauro Cappelletti, Professor of International
‘Legal Studies at Stanford University, delivered the
opening address at the Access Conference of the
Asscqiatidn of Law Sovieties of the Republic of South
Africa (“Aasoaiatibn of Law Sdcieties"} held in ﬁrﬂtdﬁia

in October 1991. He stated the fdllbwing{

"I..a.w_"' is not only, and I would s.ay fiot . even

- principally, norm and dbctrihe,_ it comprises
the proceasés; the'éctors,_the institﬁtions
which creaté and operate tﬁe-legal systemm 
Thus,'legal_edncaﬁion hag to fcdus.on such
processes,. actors and 'instituticiié,* and to
~evaluate criticaliy their actiﬁn in view of
the basic ideals of our time: Freedom and
eQuality" o _ ' |
' | ' (cappelletti, 1991, p. 18) -

fhé aim of the réségrch was to discover the manééerial
.. ang sérv:l.c:e . cbmpétencies that one of the 'principal
‘actors involved in the law, the attorney, requires in
order to be eff.éctivé. Iﬁ doi‘ng so it was 'hecessary to
' consider the content of practical and formal .1egal

education and | two important roles of the attorney, _
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development ahd-use of maiy new technolégies{ This in
turﬁ, led to the employment.of large numbers of people
in factories and.thé utilisaﬁich'of huge quaﬁtities'of'
“yaw materisls and obher regources. Thesa resources had
' to.halﬁanaged. According to Stoner & Freeman (1992};_
_the naednto co~¢rdinate all.thesé elements gava.fiSé 
ko the pystematic approach to management. A number of
_ managemanﬁ'théorias have develdpéd over'ﬁhe course of
'time and the more dimportant  theories ‘and  their

‘signifigancs for this reséarch_is-diécuéséd'below.

The first of thase is kﬁown as classical or
'traditional management theory;Z{Fo: eése of refererce
the term “classical management thE6ry' will be used in
this dhapﬁer). Clagzical managamant'thebry'soughh to
create frameworks for deacribing what managens shbu;d_
do., One of the earliegt and. most éignifidant attEmpta.
at doing so is fouﬁd in the theory of salentific
management which, is_genérally attributed to Frederick
Taylor. .According to Stoner & Freemﬁn (1992) this
theory arose in part from: the need to increase
produckivity by.raiaing the efificiency of workers, In
assence, :scientif:a managemant  is '“bha _syatematic

analysis and breskdown of work into its smallest



21

regponsibllities or bdth, depends to a large exhépt,
on ibks managers.” ¢ is s.uggeatad. tha__tt: the crisis in
‘the 1egal.prbfessicn évidgncad by the lack of accesa
| td-juétiue'for the majority of South Africane must in
part be due to the failure of the legal profession té
dEVElo§ efféctive managers tharéby féilipg.tc dévelop
its managerial ca_pacity.- The obvious remedy is to -
~ develop effective managers. Competencies are .widaly

used as & basis for training and developing., The

identification of managerial and service competencies =

will thénfdséiat-in'devalcping_gfiéctive managers in _ 

the legal proféssion,

2.5, Managémg nt ‘I‘heorz. | _

In order to understand the 'managérial' rdie of an
“attorﬂay:-it ‘iz necessary to first understand what
managers in ganerai do or are reguired to dd. Although
paople have managed and been managed in varicus social
grouplngs for centuries, ib_is"only:in the recent past
 that mankind has aaﬁght to develbé Itheories of
management . a theory ocan be defined am a .“coharent '
group of aasumptibns put forth to explain the
relationghip between two or more 'observable facty”

(Stoner & Freemafi, 1992, p.28).

The importance of management to soclety grew out of
the In%wstrial Revolution which resulted in the
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" been on the manney in which attorneys practise. The.
-manner in which attorneys :ﬁanaged their piractices wag
all ‘but ignored in the t:rain'ing' and devélﬁpmeht: of
attorneys.. If thé distincﬁion is maide. attorneys wili
“have t.o._identify. those skille that will enable them to
maﬁéga thelr practices effectively. This research set

, - out to do that very thing.

It is orucial for attorneys to provide an effective
gervice and to manage effectively in ordexr to. mest the

needs of their clients. Human (1991) states that:

“It is the funotion of : man_&gémeﬁt: in a.
soclety to take charge of organisations as
ins'truments by which the £ull rénge 'of.
individual and social needs of all the
members of esociety ave. 'sér._ia:ﬁi_ed. The
sudcess Or .fa.\ilure J.IJ. the ability of a
mociety to satisfy these needs ig largely
dape_\ndant upon ite managarial vapaclty,
. and consequently its ability to develop
effective managers.” ' ' |

(Human, 1991, p.276)

This ldea lg supported by Stoner & Freeman (1392, p.6)
who bel_iave that “how suecessfully  an _organisatio,n .

achieves ite objéctivés, satisfies  soclal
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chﬁllenge of dcingrmore with'less..Attorneys_are.nbt
exempt ~ from these requirementd and straﬁegic
.challengea,”Thié means-ﬁhat the individual managerial
~and- aerv:l._de skills that are reqﬁ_,ired by attorney;a for
.the future may bé different £rom tﬁose.reqﬁired ih'the_'
pagt, This notion ig supported by Sayles (1993, p.245)

who balieves_that'éll managers must ba flexible and:'
op.eh.'to new iaa_rning ag “whé.t waé good practice or
- worked yeaterday may twrn out to be E£lawed today”.
For - thasé 'feasqnsg the .ressarch'_éoncenﬁrated on the
managerial and séﬁ?ica.: dompetenciés ' fequired of

attorneys to ptactice'effectivaly”in the futurse.

_. 2.4 Thé at;;orhey;:. ag Manager _

A rapidly changing environﬁeht which is apféature of
modern businaés. Thig  feature nb# only requires of
attorneys that they reconaider the nature of the
organisations. in which they operate, but also that .
they reconsider the gkills base which up till now they
have considered to. be - gufficient to wmanage their
practidesﬁ Madden (199ib) helieves that attorneyes muat
- learn to distinguish the _r.na'nne:l:" in whidh- they practise
from the manner in which they-hanagé their practices.
This is_an-important digtiinotion which has not been
nade by attorneys in’ the past. The fallure to make
thig' dlstinction has Idetriméntally' affeated legal

education and ptactica beoause the ewphasls has always
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attorney as manager therefore, 1f ‘to ensure that
his/her organisation gerves its basic purpose which is
the efficient previmion of legal services to its

. clients.

‘In Bouth Africa, an attorney can practice or conduct

buginess in any one of three organisational forms:

A, for his/her own account in 2 one-man
_ practicé; oi o _ |
B together with othex aﬁtﬁrnays.infa :
| partneréhip_{Limited to 20 partners}}
or |
a. 'together with other attorneys in a

corporation (more than 20 attowneys).

For many years Lhé typioal legal organisation'haa been
a partﬁaréhip but according to Madden (1591b) this
tust change in the future, No modern orgahiaation can

dontgnue operating in the same manner it did in the
past. All organisations will have bto adapt in some way
_ to the rapldly changing and turbulent”enfironmént in -
.'which thay operata;'Kantéﬁ_(isasi ehsetves.that the
dominant business. paradign - is changing and that
organisétions of the future will have to be more
- flexible ard will require a ve_'ry“ different set of
- individual skilles in order Lo meet' the Strétegic
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pogsible  the 'fequirements- of dcntinﬁity and

predictability.

Cascio (19363 contends that all organisatiohs in

" gociety have the following eix common characteristics: o

."Ever? arganisation is ... composed of
paoﬁle, . who'bafform specialised taskas,
. that.éfa_qo;ordinated{ ..{'ta enhance
the valué or utility, ... of some good or -
:saz?ice,'_l;. 'ﬁhat.'is.'wantéd._by"and:
provided to a set .of customers or
_clienté.“_ | | :
| .'tcéadic, isés,.p.ar

This description can be accurately applied tb any
attcfneyié' practice whataver the size. | A legal
practice is composed of people who perform specialised
tasks that are qo-prdinated to enhance the value of a
iegai. service that is wantad..by and provided to
-clients. The theory wrelating to the management of
organisations and the Ehaéry relating'tO'manégers in
oxganisatioﬁs is thereforé relevant to this.étﬁdy, The
primaxy objective of a managei;'accordiﬁg_Eo_Mintzberg
{1973), is td ensure that hig/h~+ organisation merves
its bésic'purpose-whiah is the efricient production of

goods and pervices, The primary objective .pf  the
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'attorneys have developed and which they ut;llae to

provide legal services to the community.

'As_aocietieé.have_developed and be@ome-mpre qgmpiex,-
8o have. the 'wﬁnté and néedé of those Eocietiés.
Concurrently, the methods of. satisfying those wants
and needa havé also becomé more cdmplex; Accofding te
Caadio (1956), naeds and wants cannot be satisfied
:randomly or haphazardly rather. contxnuity and
predictability are essential requirements for the
deliVery of goods and Bervices aé meanéjdf'satiaffing
needs and wants. In tha modarn_world continuity and

. p:ediqtability are made possible by organisatiOna;

Mintzberg (1989) describes modern scqiety as a sodiéty
pf organisations, for the reason that whateVér.happena
.in Boaiaty today tends to'happéﬁ mostly in the context
of organisations, from birth in hospitals to-huriél.

From funérallparlours.

Owing to the complexities of modern sgsoclety, the

attorneys profession 1is also required ta provide
cdntinuity and predictability in the delivery of 1egal
aervides.':n the process of doing éo,'attoﬁnays too

. have rmesorted Lo the use of organipations to make
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dharadterf of attorneys had begun to take ghape in
_Engiand by the 15th century. For wmany yaars. the
typical attorney practiséd :on his'3own with- thé '
" assistance only of a eclerk. Through the years;, the
legal system has developed and the modern attcrnéy ig
very different from the Dickens' type of aolicitor of
the nlneteenth century, Today's attorney can in many
raspecta be claasified as a buaineaaman with a proflt

motive operating iuo a. business orlented environment

DesPite these changes, the function and purpose of the
legal profesalon haa remained conatant. Lawiu (1982)
states that: '
© “The legal ptdfession_ is a neceasary'
':lnstrument of order au? civilisation and
it is - easentlal not only that averyone who
aeeks te  practice 1aw ahould be
| appropriately qualified, but alao that in
| the copnduct of -thelr ~ practice, the
qualified should  fulfil the duties and
cbserve the restraints_which thé'morés of
the community impoge on them.” |
| | {bewis, 1982, p.2)

The prasaurea'the modern business world has, howevar,

affected the Ainstitukions and organisations which
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CHAPTER TWO - LITERATURE REVIEW

2.1 _Introduction o .
This chapter  sets out the theory bage which_ ig
relevanE to this research aﬁd _whiqh-'suppcrtsu-the
" findings of - the .researchr"Firstly;' the nature of
organisationé Cin wﬁich attorneys practice. is
 diacuaagd. _The .two important roles of -manaéer and
servica,.prOQider_ mentioned earlier will 'then' be
‘canvassed. The role 'of_ manéger is discussed in
velation to the theory . of ménégamenEQQnd managérs in
modern organisations. = The empirical = approach to
-managemeﬁt in tﬁe.'fbrm of the identification of
;éompetencieﬁ as developed by Boyatzis (isai)-is'then'
met out in detail. Thereafter, the attorney's role qf.
sexvice provider in the context of servicé'-industry .
managemént ia-.discussed;' tastly, the application of
" competericies in  the trailning and. developmeﬁt of.
attorneys will be considered. o | |

? ’ .
2,3,  The Legal Profeséion _
The legal profession 1s a very old profesasion, héviﬁg
its rvoots in the anclent world., The South African
legal system has its origins in Roman law, Romén-Dutch
law and English'law. COﬁséquently,'tha profeaaion_of 
an attorney has'developeé and been transformed over

- time. According to Sampson {1983}, the proelessional
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changiﬁg:.The attbrhey‘s.roles of wanager and:sérvice.
prbvidex' have received very little"atteﬁtibn in the
education and development of attorneys in the legal
‘profession: The ' identification of 'manageriall and
sefvice compeﬁéﬁdiéé will  not only draw at;ehﬁion ta
‘these i‘oles, but will also _a_ssis:t. the attorney in

performing these roles more effectively, -

The next chapter contains a review of the literature
and a discussion of the theory applicable .ﬁp this

research.
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of the research reé'ults. This proposition could be

tested in later research.

all the raspoﬁses were from atkorneys opera.ting in an
‘urban environment and any attempt to generalme the _
findinga of the research to attcrneys operating in rural

areas without qualifmation, must be cautioned agamst. _

The - aim ©of this i:eséarch was  to i_c‘iént_‘:.i.f'y' those.
. competencies which ar: attomey requi:t"es ‘to manage his -
'.practic'e,_ which is hz.s/her bus:.ness, effect:.vely. ~In
addition, there is a growa.ng reallsation that attorneys
'_are pro\'ri_ding a service and that - principles of gervice
industry management' ép_p_ly ko the managerﬁent .of_ an
attorney's practice. Fcr.the.ée réascns ,_. -only ma.nage:'rial'
and aér\rices'competencies'wefe ideniﬁs‘.fied,_ ait:hough it
i acknowledgad that there may be other rele\}ant'
' competencies. ' As no research has been conducted into
managerial and 'aervice competencies required of South
Afyican attomeys, this can be rvegarded as exploratory

regearch.

The attorney is a key actor in the operation of the.
South African legal system and will continue to

- perform a key role even though t'he legal system ia
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It must be stressed that the identification of -
manegeﬁial and service ooﬁpetencieé ie merely the first
step towards 1mprov1ng the management of legal praotaoee.f
‘and the provision of legal serv1oes‘ It ig merely ‘the
groundwork for laylng ‘a foundation upon Whlch the
: profeslion as a whole can build. It gan therefore be

_ _regarded as preparatory research.

-The 1egal-3ystmn in Bouth Africa is extremely-oomplek'
and beset by many problema, many of which ara a direot_
reeult of this . oountry's regent past There are many
factors which affect the provision of legal serv:oes and
the management of a legal praotice. The'researoh ohiy
.fooused on the attorney and the ind;v;dual oompetenolee
which he/she requires to manage effectively and provide
an effective legal mervice, The scope of the research
preoluded an'invesﬁigation into other faotore.erd their:_
effeot on. a legal practioe, although thelr signlfloanoa

'ia reoognlaed

The.quotd gample was drawn'from attorneys in the Gauteng-
area only. This area ds the most densely' populated
provinoa in South Afrioa and has tha largest number of
attorneysa. There may be differences in competenoiea
required of atﬁorneys. practiging elsewhere in South

Africa and this factor will affect the generalisability



37"’

| to the jeb of an attorhey, is extremely useful in _
'clérifying the role dilemma experienced by attorneys. |
- Madden (1991b} believes that attorneys have this
- dilemma because a legal p_ractica ig a business whare
 the sams.padple bccup?-the posltions of owner, manager

and worker simultanecusly.

fhe research focused prﬂ.marily on the role of the
attérney'as managgr.and sough:-té'bring clarification
to .t_h_al: role by idéritifying ‘the cofﬁpetenciaa whi.ch
~ attomeys require to perform that role effectively. It
algo focused on the role of tha attornéy-asi a persan
providing a marvige, An understanding of thése roles
i8, aa statad above, an impartaﬁt.considaration_in’the
jcb.competan_cy approach to management:, which is the

approach followed in the resesrch,

2.7._Job Competenny Approach

The development of the job oompetency approach to
management 1ig generaily acqradited to David MeLelland
folllow:l.ng vegearch in which he smought to identify .
" wvariables which “could predict job performance and were
not blaged”, ~ (Spencer & Spencer 1893, p'-' 3}
.Mcbelland's mot:.ivat:i'on | for his zesearch followed a
veview of studles showing that traditional aptitude -

teats a_:nd schogl grades did not predict job pé'rfomanca.
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B ) ¢ MINTZBERG!

NAGERTAL RO

Figurehead:

" lLeader: -
Liaisoni
2}  INFORMATTONAL-
: Monito::'
Spokesmany

Digseminator:

3)  DECISTONAT
' Entyepreneur:

Negotlatonr:

_Rasource'alloaatorz

This Yrvefers %o routine,
geremenial, - soclal or legal
functlons ¢f the manager.

 Selecting, motivating, deve-

loping and giving inatrucu
tlonas.

‘Maintains & nétwork - of

iwportant contacts.

Keeping up to date on deve-

loptments, both inside and :

outiside the organisstion and
understanding the srganisa-
tion and ite environment.

Provides information to out-
glders regarding the work of
the . organisation.

Organideing information after

interpreting and integrating
that information.

Searching the environment
-and continually innovating

change in the orgenisation.

Digturbance . handler.Eundling conflict and pecple

problems,

Allodating resoutces

Enters into negotlations on

organisation's behalf,

Mintzbexg (L973) esuggested that these rolea . weze

common - to  all managers

and on that bhasis ikt is

 proposed that these role definitions can be applied to

atborneys. The application of these wole definitione
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‘Studles of a similar _nature were carried out.'by
Mintzberg ~ (L973) . who eoriticised the -classical

management school__on the basia that it falled bo

describe what managers actually do. In response to .

this perceived failing MihtzberQ-{lB?S) focused cn'the
work content and work activity of managers. Mintzberg
{1973} bal;eved that there was. a graat deal of
misunderstanding about managers which he refarred - ko
‘ ap. managerial myths, The only way to dispal these
myths was by studying'the manager at work, Mintﬁberg

{19873) 'dlaéely scrutinieed ‘the work activity of 5

aanior executiven: and identifled ten different rolea

which managers could assume at differant times..These._'

roles are set out in Table 1. A “role' is defined by
Mintzbérg: (3973, 7Pp.54) &8 "an organised set .of
behaviours belonging to an identifiable office or
position. Individual personality may affect how a role
s performed, not that it is performad“. This latter
observation is an important consideration in the
compatency apptoaah to management, It le impartanh to
identify the roles of the attorney in managing his/her
practice in order to understand the nature of the

'managerial work an attorney performs.
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have béen'deve-loped by these theoiists, the most v_:éll—'
knawn be'ing"the _path-goal theory, the Hersey and
Blanchard modal. and the Vroowm - Yet:tén mc_c‘l_el. .t'I'hé
scope of this l_i'ﬁe.rat..ure" teview precludes a discussion
| 'of these theories). Yukl (1989) believes that although
the gituationsl theories do prpvide Elbiﬁa i-nsighta int;é
the reamona .fnr.'- l.éad'e'rship ef'fectivénéss, l;hey all

have gome conceptual weaknesses that ldmit their

utility, = However, - these theories emphasise that

situational factors such ag the env__ircnment ‘cannot be
igno:r:ad__" and - wust be. con_sideréd when e#ai‘nin:!.ng_ .
lzadership effe_ct:iveneas._ It Jila zrecognised that
situational factors afé important variables but: thﬁey‘.
ware not taken into adecount in this research. They

vould be considersd in future research,

The third approach to leadership is found in the
behavioural approach to leadewship, The behavioural
approach, in essence, looked at a leadex's belavioux
fram ‘two - aspects, namely, task or production
orlentation and relationship or people orientation,
"This approadh 'gavé rige to what Yukl {19'89, F.89)
' desovibes as "ﬁhﬂ.versal .theoriea' of effective leader
behaviour which poatulate that the pame style of

leadewship is optimal in all situations.
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.p.zoz}.._HOWevsr, according to'.Yu_kl {1589}, more.:t_:'acent .
studies of ~leader traits haﬁe beén_mo;a produotiva_ag
more relevant traits were included, better measures of

traity were uSed; tfaits battarné waré éxamined aﬁd
lcngitudiﬁal:résearch was used. Mintzberg f1573} in an

eaﬂi_é.r work shared the beliaf that the fault of the
early traic apﬁroach- to iaadership"lies in. the
particulax 'traits the researchers .chose_ to measure..
Fcr: this - reason; Mintzberg :(1973, 'p.lsg)-'cbnteﬁded

that - “the 'di.ff.icult'y in isolaﬁiﬁg 'énd héa_sur:i_-.né
general managerial trailts should hét atép our search
~ fox persanal charéctaristics that Llead some_pécple to
sucdeed and others to Fail ih .é wide variety of
managerial jobs.” The more'iecgnt studies referved to
by Yukl {1989) vevealed that “some personality traits
“found to be relevant for effectiveness include éelff_
confidence, amotional  stability, enexrgy level,
initia_tiva,' stress toleraﬁdé, and  lack | of

defengivaness.” 'mkl, 1989, p.zuz.i These f£indings

- are particularly ralavant: for the identification of

managerial and service competenciss of attorneyé.

A further approach to leadership is found -in the
sltuational theoriea_df leadership, These theories ave
_'based On. hhé  balief that. thers i& =2 réiationahip
betwaen gituationsl vawiables and leader be aviour and .

'_ affectiveness. Various situational leadership models
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:and culture” (Yukl, 1989, p.Si.'If you compare thie
‘definition to . Mintzberg's (1973) . definition of
 mana§ers_aa;péap1e_formally in charge of 6rganiaationa
or. sub~units_ of 'oiganiéations,. Eha. overlap is
| apparent. Many of the activities mentioned in Yukl's
(1889) descriptioh of leadership are equaily
appropriate for & definitien :of_ management. Yukl
(1989)'-uées the terms “management’ and - ~leadership
intarchaﬁgéahly. A -dafinition- or 'explanatidn'-of
eithex térm will often contain a reference to the
.other, Sayles (1993y,,fcr'example; believes.that the
ggsence of management is work 1eadarahip. Mintzberg
(1973) believes that leadership skills, which he
definés'as.the ability to deal with subsrdinates and
to- m@tiﬁéha and train them, should be taught to
managers. It is therefore necessary to aanéider the
more important approaches to leadership, as it appears

to be an important aspect of management.,

One - of the ~earliest attempts at discovering what
constitutes effective leadarship.is found in the trailt
'.approaah. This.approach wag baged on the premise that
certaln people awe bern  leadars | and . posseés
vharagteristics or.traiué-not possessed by othexs. The
sarly trait studies were inconclusive as “Individual
traits falled to correlate in a strong and conglstent

wanner with leadership affectivensss” (Yukl, 1989,
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In recent .years a popular approach to. mﬁnagement'
developed ﬁhrough the influence of the behavioural or
© gocial sciences, .Mintzberg (1973} - described this
approach as not so much focusing on the job of 
i managing but rather focuaihg on the man in the job by
. seeking to discover what set of_perSOnélity traits ox -
 managerial styles lead .a. .manage-: to effective
.parformaﬁce; The behaViduial "séiehca_'approach:'is

therefore relevant to this research.,

| Oné-éf the.majci preodmupation'é:of uhiﬁ behavicural
sciences approa&h té' management wag the attempt  to.
diatinguish effective  management  From effective
ieadérahip; 'Thére ig considerable diségréemant about
' the difference between leadership and management.
Yukl (1989] believes that the essential distingtion
between ‘managers and leaders is that leaders influence
commitment whereas managers merely carry out position

responalibilities and'ekefcisé authority.

Howeven, fhere appears to bhe a'gieat deal of overlap
bétween leadership and'managamant. Leaderghip can be
descfibed aé “including'inflﬁance.proaeéaés invoiving'
_determination of thea group's oxr organisgationts
objectives, motivating task behaviour in pﬁrsuit of

these objestives, and influenclng group maintenance
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Conversely, according to Anderson (1992}, humanistic
theory attempted - to balange’ the”'nee&s_ of thé
ind_ividxial with the goals of the -organiaétion but was
acoused of 'sacrificing organisational b&ttom “line
: résul_l:s _fo_r the sake of human vélues such aé an‘.lp.loyae
rhorale;- .q'.ua.lity:'-' of work life, 'mﬁtﬁal -'tr_ust and
. productivity Based ei  the _i-nt:e.rnai. motivation of
wﬁrkars. In'.addition' Stoﬁef and Freeman {1992) -
-'mainﬁain'.ﬁhat ‘attempts at 'improvihg'-produqtivity by

 simply improving working .candiﬁibns _and} eméloyee :
gatisfaction were not &8 successful as .éxpeqted' as

thesé matters were moxs compléx: than originally

thought.

Barker 11992}.ccmmented that the humanistic approach
to management' focusad on intér;peraonﬁl aspects and
therefore provides minimal clues for idéntifying
mspecific gompetencies required by managers. However,
it is submitted @hat the human relations movement drew
attention to the imporgance of pEQple-management
gkills as egsential skille for any manager, including
the " attozney, énd this aspect algne. hasg impqrtant

implications for identifying managerial cbmpetancieé.
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2,5.2.'; - Human galations'm.gxement
Fdllow‘ing" the Hawthorne experiments conducted by. the
| dndustrial paychol.ogist Elton Mayo, in Ghicagd in the - |
'1920's  at  Western - Electric. '-Company,. the human
' _x_‘élai:ions -or humanistic .'théory of mané.gement gainad
prominéhcé. The human relations movement attempted to
| .disccver the _éociologiaal and__'psychologi_.cal factors . -
‘that afféc’téd human relations in organisations and how
these  factors .irﬁpacﬁed _oﬁ .t:he _-.'eff_ecﬁi\iene'ss of

‘orgatil sations. .

Acccr&ing .to Casoio (1986) ﬁhése'thaeries émphasiséd
't'tioi.:ivation _amd group morale as the organisatién wal
seen as a sccial system in ccnﬁrast to Taylor's view
 of the"oz;ganiséi,t.ion ‘a8 a technical economic system. -
Stone:.:"and Freemar (1992) belisve that the human
_relati-oné approach highlighted the i_mporﬁanca of a
rnanagér'_s gtyle which : revclutidnised management
't':rainir_lg .anc'i.-led ko wore a.t:teni:ion being focused on
teaching people-management akills and less on 'tea,c':hing'
.tec'hnic.:al 'skiil.sl. Managers aleo began'focusing. on.
- group dynamics, group processes and group rewaxds.

This movement was driticised by'daacio {1986, p,42)
for manipwlating workers to achieve short tewm - géals .
- “rather than for the lan_g ‘term goal of aat:i-s:fying'

worker needs while meeting organisational needs”,
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..ciaééical managemén: theory.és not réally.describing
ﬁhat managers ‘do but rather taliiﬁg managereg what they
should do.'chcrding to Stoner and_Ffeeman {1992}, ﬁhe
main contributions of  classical management theory
weré iﬂ recpgniaing the concept that management skilla.
_épply tdléll-typas of group activity and that certain
a_iden:ifiabia prindiplgs:underlie_effective-managerial_ :

behaviour. These twod concepts undérpin.thié.resaarch.'-

2.5.2 - Behavioural Séhcdl-
The behavioural school arose f£rom the need to deal”
with the criticisme levelled against the classical
- management  school. Goupled with_'thié, - sédentific
management approaches had also not achiavad thé levels

of productivity -and effiaiency they had sought to

achieve; Stoner and Freeman (1992}"”believe thét the -

behavioural school arose from_the_efforta of several

‘theoriste  who tried to Streﬁgthen olagsical
organigation theory with the ihsights”of'BOGiology and
psychology in an effort ta heip managers deal ﬁoré
effectively with_ the people aide of their
orgaﬁiaations. The efforts bf the behavioural school
have led to Ehe development . of twe digtinot

approaches to wmanageument:

- The human relatlong movement; and

- The behaviourﬁl sclences approach.
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satisfaction and the social needs of workers as  a
group and failed to consider the tensions created when
| ﬁhcse heedé Wefe fruéﬁraﬁed. Thase conaideratioﬁs are
equally impbrtant todaf and any ménager ignores.thém

at his/her peril.

Clagsical rﬁanagement theory described the _manager_'s_'
chief réspoﬁsiﬁility ag the emphasis of prodﬁc'tivity
and efﬁ.icién'c.:y.' i’..:.‘.t.:.tle a'ttei'ltibn. was paid_- to the
n'l'anag"éinent. of peéplef-;. ‘The other l'e'g of claaé'ic:al-
. management theory, whi_qh_'_'S_t.oner.- and Freeman {1992)
refer to as clagsical _orgaﬂisat_iox_:. theo.fy, grew out of
the need %to find wmodels fd?_ fnanaging the emergent

complex organisations such as factories.

In '.1.9.16, Henry F‘aybl, regarded as the founder cf..the
classlcal management - school, identifiéd five eiement:a
of managing: "planning,' organising, corﬁmanding,- 'cb‘-
ordinating and con'trcll:l.ng’.’ {Koontz & Welbrich, 1988,
p.33), Theee five elements are still used exten’aively.
today to demcribe the tasks of managers and the .ﬁature_ |
of management. ‘Stoner & Freeman (1992, p.&8), for
example, | .de-fine ma_nagement as  “the p’roceéa' of
plahn.iz_ig._. organisiry, leading and cbn’trol_ling tha
efforts of .organiaation members and using all other
_organisaticnal regources to achie'\re. atated

organigational goals”,  Mintzberg (L971) critlcised
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. -mechanicﬁl elements and rearrvanging them into thely

most efficient combination”. {Cascio, 1986, p.38). '

" The many contributions of sclentific management such

as _improved.;prpductivity, job design and efficiency 

- techniques are still with us today. BEvery legal firm

has benefited from these advancements, yet every

modexrn manager ', including Ehe attorney,-mﬁst strive

for further improvements in  these - dreae.

© Productivity, | efficiency, Jjob desigﬁ and work

organisation.are important concerns for every manager

and sérvice pravider and hence they réquire skills.to

deal effsctively with these issues. ' Stoner and

Freeman (1992) believe that scientific manégement
theory fosteréd_ a rational approach to. solving
organiéatiOhal problems and laid the groun&work for

the professionalisation of management.,

- Belentifie ﬁanagement' has, 'hOWever, been criticised

for ignmoring the human and social aspects of work.

Casoio (1986) maintains that this shortcoming has led

to rigidly controlled environmeﬁts in 6rganiSations

__with distinct hierarchiea and formal relatibnahips,

with a heavy emphasis on rules. This description can
gtill be spplied to many legal practices; Furthermore,
Stoner and Frueman {1992) maintainlthat_the sciéntific

management model overlooked the human desire for job
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2.7, Generig Competencies )
_In the research referrad to in'paragraph 2.7.3 Boyatzis_'

 (1982) identified 19 competencies that had been shown to
'  lead two affective perxformance by managers . _'These_19_
competencies pad consistently distinguished superior
_'ménagers' in differemt organisations and in different
functions, Tﬁeag competencics wers grouped inte Efive

dlsninet clusters:

. The Goal and Action Management Cluster

Bfficienay crientation
- Pro-activity

Diagnostic use of concepts

Concern with impact

The Human Resource Cluster

- Use of socialised power
~ Positive regard

-  Managing group processes

- Agcurate self-apsesEment

The Leadership Cluster

- Self-confidence

=~  Use of oral presentations
- . Logical thought '

« . Conceptualisation
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~ This dis&inc;ion was used in the resesrch in the
ldentiflecation of competencles, Technical akills-wefa_
therefora = excluded in. the  identifiocations of

competencies,

2.7.8 _Future Orlentation | _

" According to Woodruffe (1993) - competencies must be
orlented to the future and must not be a mechanism for.
clcning_the;pasﬁ and one muat not rely on the present.
and past  to define competehcies.-  Considering ‘the
comments by Madden (1991a, ?. 616) that attorneys hava
."a tEndeﬁay to loqk tc'thé past fof guidénce" whidh
_ “reaulté in legal practices having a high' degree of
Cinertia®, the . future orieptation in  defining
competencies was amphaéiaad in this  zesaarch.
Spangenberg (1§90) gupmorte the view that competencies
are not static, but must be §daptad to meet the changing
damands of the envivomment and whe&e the environment and
khe demsnds of the Job - change, aspacts of the

competencies and the way in which they ara used, will

have to chiange. For these reasons the compateﬁdiea which

the study soﬁght to._'identify, focﬁsed on the

competencies which an attorney requires for effective -

performance in the next five years,
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the development of attbrneya. Legal education in South
Africa ig primarily aimed at imparting knowledge and
'undarstanding'of the law. Emphasis ig placed on general
| principles pf spacific areas of_Ehé_law such asg général'
| priﬁcipiés_of cohtfacﬁ. Procedural agpects of owiminal
‘and civil law are also studled. The practical legal
‘tralning schools provide .trai_.n:'l.ng in technical aspeats
of 1legal. prodadures  such - as .thé draﬁting of eount

. pleadings and drafting of contracts. These skills are

| of a tachnicai;hatuxe énd éccarding to Pattison and Boér
T (1993), ﬁdst of a'profgaéiona1 attornay's'Eraiﬁiﬁg deals
with the technical aspacte of his/her job, Theaé can be
regarded as technical skills, ' |

According to Woodruffe (1993) caliing theme technical

- skllle 'competence's!':

vis likely only to muddle the
definition of a'aompatEncy agaln, and
it seema betber to use a separaté

label, Theme techuical skills and’

~ abilities apply particularly to those
jobe with a professional component,
for example, the Job of a smolloitor.
{Woedruffe, 1993, p.30)
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Boyatzis._s. (1‘982). made a furtler distinction regarding
competencies by distinguishing a threshﬁld competendy
| fxom_ 6thar- ccmpeteﬂéiea. A threshold :aoﬁpetenqy was
descxibed by Boyatzls (1282) as a person's g'ener_ia
| knowledge, motive, trait, self-image, social :ole. _.or
skill which is.esséntialito pe:fqrmiﬁg.a jobk, but is.hot.
éauéal;y related to superior job perfdrmanga;n-Waodruffe _
_{1993)_critidiagd this distinction on the bésis that it
could reault'. in | cver~simp1ificati6h with certéiﬁ 
'_cémpetenéiea' belng  desoribed as more  important than -
 others, leading to  the empbasis  on performancé
ccmpéﬁancies at the expense of thréahdld}competencies..
Woodruffe (1993) also believes - that this distinction -
geams to be mors 'é, matter of degrees ra.t:ﬁar than of
| categdfy. ' Spencer & Spenae.r (1993) use pz.'edi'ati:v'a' Job
: performance_-cr;teria to divide cquetaﬁcias into two
_ catego_r;l.aa: thresheld and di'ffarem:i.ating‘ competencies,
Thrasghold cdmﬁeteﬁcies éra: deseribed as “esgential
. charactexistics (usually knowledge or basic gkills eon)
| that everyane in & job neels to be minimally éffective
E but that do not distinguish  $uperinr Exom avérage'
perﬂbrmars“; (Spencer & Spencer 1993, p. 18}, wheveas
differentlsting comﬁeténaies dlstingulsh superidr from
&verage perforﬁara;' It 1l suggested that the
© dietincbion betwsen threshold and other competencies is.
valid for the job of an attornay and therefore for this

research becausa of the emphasis on technical aspeats in



45

(1993} definitions complement_eaéh other and were uged

in this research for the sake of uniformity.

7.5, ine 5 in Compstencie

. Boyatzig (1982} furthef'diatinguiéhed competencies intb_
" types and levels of competencies, Types of compétancies

refer to the actual behaviours, Levels of competency

can exist in individuals at three'psychologiaal leveld: .

- the \nconscious 1avel,'whidh.réfars td rotlves
and traiﬁg;_ o _

-~ the éonﬁcioua level, whidh refars.to self-imaga;
and ' | -

-~ the behavinurﬁl’level,_which refers to skills.

‘Although cognisance was taken of this important

d;l.stinction,_ the scope of the research precludad_ the
distinction to be pursued in the identification of
competenocies, However, when the identified competencies

are used for training and development purposes,  this

- distinction must be made, In particular, levels of

| dompetency are an important  consideration when designing

training programmas and when congldering appropriate

methods of traluing.
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The job compstency apprr  .as gained in popularity and
ac:capt'ance .' in recent years, although probierﬁs- hzve
arisen becauae oﬁ a fa:.lure t:o understand preclaely what .
1le maant: by a compet.ency. _Woodruffa (1393) ‘in an efifort -
to bring clarity to the iasue, referred to Boyat:z:l.s'
{1982) def_ijrii_tion and defined a éompetency' in | thé :

following tewms:

.-“A competency is the ast of hehaviour
'patté:mé ._that: the inuumbe:i_t:-' n_aeda_ ko
Ering to a posit:i.on in order to perform

: :Lt:a- tasks ~and funiotions = with
competence, ! | '

(Woodxuffe, 1993, p. 29)

Job competence is defined by Duboig (1993, p. .9) ag “an

loyea's capacity ko meet (or exceed) a Jjob's
requirements by pxodusing the jrb outputs at an expected
lavél of quality_ within Ule ccnstraints "of the
organigation's internal and external anvironmenta” ,
This ig cdnéiatant' with the above daf:l.nit:l.cn of job

competency.

Boyatzle (1982) had warnaed that inaceuracles and
prebleme could emerge if the texm lompetency'! was ot

clearly understood. The Boyatzls (1982). sand Woodruffe
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A person's attitudes, valuas o Beli-image.

(8pencer & Spencer 1893 p. 10)

TnEGIIALAON & person has in SPeCiEic CONCent

'areas, (Bpencer & Spencer 1993 p. 10)

The abllity to pertorm a'certain7phygical_cf

mental task. (Spencer & Spencer 1993 p.11)

' ‘The expanded natiqnfof-‘aeifuconcépt? ls Qescribed in-
Table 2 rather than the narrower concept of “self-

image’.

Bpencer & speﬁcaf_(mssa, p. 12) comment:that Emntive,

tréit and self-congept competendies .predict skill
"behavibuf actions which in turn predict jeb performance
outcoma”. This is known as the causal flow modei which

ig shown in Figure 2.

NIQURE 2: CAUSAL FLOW MODEL

| INTENT ~  ACTION OUTCOME
(BEREONAL 1 OB

CHARACTERISTICS |- | BEHAVIOUR |- | PERFORMANCE

Motive - : Skill
Tralt

Belf-conoept

Knowledge

Source: Spencer & Spencer (1993, p. 13)
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ﬁA .job_ competency 18 an undérlyiﬁg -
chavacteristic of a person in that it may be
ﬁ motive, trait, gkill, aspect of one's
_self 1mage or social w:.'.llf or a body of
knowledge which he/she uges. .The existence
and posaeasicn of these characteristice may
or not be kndwn to the perason, ' In this
HEEnse, the 'charactaxistics may  be
unconaciuus aspects of the person. Because
job competenciea are _underlying

: characteristics,_ they can be gaid 'to: be .
generic, 'A.generic characteristid may be B
apparent in’ WALty forms oﬁ behav;dur, or a
wide variety of different actions."

(Boyatzis, 1382, p, 21}

. The compétency characteristics referred to in the above

deﬁinition are defined in Table 2.

IOTIVES: |1The Chings & PeTHOR  GonSiStently Chinks

ghout or wanté that causes - actlons.

(Spencer & Spencer 1993 p. 8}

TRAITS: . | Phymical characteristids ~ and  conslstent
| repponses  to situations or information.

'(spancer & Spencer 1953 p, 10}
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prece.dee and leads to effective and/or
superior performance in that jobr, and
"ln ‘addition to the theeretical
prediction as to the caueal-relat;onship'
between a  characteristic and Job

 performance, an empirical relationship
-betweeﬁ_ _the ‘characterigtics as an

| independene variable and job performance
as a dependant variable ghould EXlEt L

(BUY&tZlB, 1982, p. 23)

- Accierding to Spenc:ef & Spenczer (1993 ,. = .9) causﬁily.

_related means that a competency causes ox pie&icte
behevieur and-perfermance.u The above'ﬁrepeeitiene form
the baeie of  this reeeereh .HThErefere; to engure
effeetive performance, it g first neeeeeary to identify

- those 'eharacteristice that are related to affective

performance as the possession of the characteristics -

precedes and leads to effeetive performance in the Jjob

of an attorney,

2.7, 4 Definition of Competencies - _ _ _
In order_te identify a competency, ona first needs to
_underetand exactly what ig meant by a competeney.

- Boyatzls (1982) formulated the following definition and

explanation of a job compatency:
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 The
- individuals’'
. competencies

‘The
job's.
demands

‘BEfective .
gpeclfic

actions or

behaviour

' The
organisational
environment.

Source : Bovatzis, 1982, p.13
Furthermore, these individual competencies weze

described as:

"Characteristics that are causally
: fela:ad to effeotive and/or superior
performance in a job", and v,.,

posgegsion of the characteriatic
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2,'?.-,_3 Job COmpeEengz. and Eﬂ;_l_ﬁ_lg. ement _ _
This job -compalf.'ency. épproach_was apﬁlied-'_to ‘managerial
jobs by Boyatzié_in the early-1970'a when he, together
o with his.éélleaguea (the most nptablé of whbm_waé David
Mclelland) at McBer & Company, a management consultancy,
conducted extensive research on managerial-competencies.
Theag_studieé were'baﬁéd-on the proﬁositidn that‘#hé  
effecti've_ performance df'.a jab was the. attaihme'rit. of.'
'specific reéults'dr cutgcmes raQuired'by thé'job'thrcugh
9pecifid. actions. Boyatzis (1962}- éﬁd:'his' dbllaaguea'
ware endeavouring td Ajiscover what enables people in
managerial jobé to demonstrate the spacifia actions
which led t§ specificfraaultsf The.ccmpeteﬁdy assessment
- studies were conduated on 12 o'rganisat:ioﬁ.sr and inirdli}ed_
more than : 2000 pecple involved in 41_ _d;.i..ffarent
managerial jobs . Following thess studies, Boyatzis
(1982) developed a . competency medel which postulates.
that effective perfgrmancé on a job depends on the
interaction or f£it between an indi#idual!s competencies, -
the job'a demands -~ and the ofganisatioﬁal

environment . (8ee Figure 1) .
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He:wished to establish the variables which could predict
job performance which in turn led to_the_development of

the job competency. appreach to work.

C2.7.2 'ggp ggmpetendg

fhe'job competehcy.apprbach Eo.wmrk, as an emﬁirical
approach, is based on the proposition: that one must look .
closély-at both the incumbent and the joeb.  MelLelland,
in the:inﬁréductidn to Spencer & SPencér_(19931{ states
-th&t.in the job dompetency-approadh énalyais"starts'with _
the person in the job and makes no prior aséumptiona:as
to what characteristics are required to perform the job

' Qall. This highlights the polnt that although the foous -
iﬁ tha job dompeteﬁcy approaﬁh.is on both the'parsoﬁ and
the job, the emphasis is. bn the person in tha Job .

' McLelland Further atates  that the . job competency -
approach emphasises criterion validity i.e. which
.chéracﬁeristics will cause superior performance.in a job
~ [Spencer & Spencer (1993, p. 7)]. In this case one must

 therefore start.with the person in the'joﬁ, namely the

attorney, in order to establish the knowledgé, skills

and - abillities required of attornays to - perform

_ effectiveiy ag managers and gmervice providers, ¢wo '

important aspects of the attorney's job.
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professional services, buyers care a great deal about

who provides the service.™

The personsl abttributes .or characteristiqﬂ_ of - an
attofney will therefore determine the effectiVEneas of'

the.delivery of'the service.

'_Kotler: and Armétrbng,  .(1959) .mention a fourth
.characteristid,' ‘péfiéhabiiity*, which refers to the-
'_fact.that:é serviog-canhot Ee stored. An attorney will
“have to overcome this problem by ménéging the.demand_and
suppiy of 1égal.sarvices; Specifié cdmpetencieé_éuch as
time management and delegation are important in

overcoming this problem.

* Paraguraman et al (1985) invastigatEd the ispue of
service quality. Thelr exploratory investigation

revealed that:

“A get of key discrepancies or'gaps exists
régarding execuclve parceptions of service quality -
and the tasks associated with mservice deiivery to
consumers, These gaps can be major hurdles in
attembting'to deliver a service which congumers

- would perceive ag being of high quality.®

{Paraguraman et al., 1985, p. 44)
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factors éuch as the people providing the gervice, the
place where'the gervice is'pmvidad, and the price of
the service, The attorney :I.s. the key péraon in
- providing the legal service and the client's
‘perception of the attormey will d:l.rectly effect the
| client's. percept::.ona of the quality of t:_h,_at legal
_Ber_‘v‘i_.cé. Service competencies are therefore v:l.f.'ai_ '

for all attornays.

- _L_E___:gg_n_i&x The service can be delivered

by ‘a1 fferent peopla at different times of the same
p‘eapla at  different times and can therafca_re _ya;ry
gréalﬁly. 'kotle;r' and Armstrong '(19-89) refer to 't':h:l.s.
characl:Ex;:l;étid as 'irai'iability' and polit out that:
the quality of the smervice depands on who provides
© the service and when and where 1t iz prqvide_d.
Consistency and reliability are wvexy important
competencies for dealing with t.he characteriatic of
hatero_gen_eity .

8.3 In ara'_ lit '-.This refers to the fact that
t_lie production and comsumption of the seyvice  take
place at more or less the wmame time, Kotler and
Aymgtxong (1988, p. 578}  comment E.ha_t: tgince the
alient is also presenﬁ ag the service ls produded,
prwider—cliant interaction is a speclal festure of

sérvices maxketing ... in the ocase of - ....
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will). Pattison and Boer (L99%) suggest that one of the
_c:nly‘ competitive advanl:agas available to legal Ffirms '
: _t:oday ig the delivary of a conaistent.ly high quality

BGI'VJ.CE

MacKenzle (1991, p.2) goes furthex by'suggaating_ that

“_aer\?ice._ differentiation through commitment to -sewice

- ‘quality and a ulient need orientation strategy ... is

_what :le requ:Lred by t:h.e legal pro::ession for survival in |

" the 1930's".

It is ganarallﬁi. acaepted that g service héa a.'numbiejr of _
characteristice which dlfferentiates it from a 'préduct._ '
- These chaxdcteristics wust be taken into a,c:cctint. in the
mahagement: of a business, suc.h asgd & 1ega1 practics,
' Which providas. .a service, :Parasuramé.n, _Zeithﬁml and
Berry (19.8_5) maﬁt‘ian. _ ' three wall  dooumented
characteristics of _servic_éb which must ke acknowledged
in oxder to understand what constitutes service quality:

8.1 _Intan ity - the service cannot - be
identified by any tangible evidence before it is
~ bought. Kotler and Armstrong (1988) believe that
buyers will look f£or migne of service qiié.lit:y to
reduoe - t:he uncert:ainty brought about by the
intangibility of the servica. The client obtaining a

legal service will draw conclusiona of guality from
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These.étudies all show that the job competency approach B
to managament enjoya ‘widespread écdeptanca in Scuth
Africa and is a useful model for enabling an attorney to

provide a more effaative legal gervice.

The ﬁéjof advantage of the job competency approach is
that it is bé5ed on a study of the manage;'in the job
~and _tharefore requires the inpﬁt of thé -incunbent
”Codkerill {19439, p. 56) ddmﬁents that in his expérienbe_
tha “comnetency baaed approach to management development _
has 3 high and demonstrable payback for the investmant_._
i requires, i8 relevant to . the challenges of the
present and future, is based on behaviou: that managers
usg and .that can be clearly observed, rather than
_sufroundiﬁg itéglf inﬂ:myaticism and ié walcomed by
. managers” Thié_statemant-encapaulahes the advantages

' of an empirical approach to management.

B .a 10 ndust Management _

The attorney operates within the éervice industiy.
Kotler and Armstrong (1989, p. 575) define a service as
*any activity or benefit that one party can offer to
another that ia' essentislly intangible and does not _'
result in.tha cwnarship.of anything; Itte prbduatimﬁ

may or may not be tied te a physloal product.t A legal,
service can be eilther intangible {e.g. legal advice) or

it can produce a physical product (e.g, & contract or a
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relevance to this research ae they studied competencies.
- which ware relevant .to consulting, which also operates
fin_ the services industry, the induatry in . which
attorneys operate. Nell (1992) developed_& condeptual
‘service competencies model which 1lists the following

-competencies as being important service competencies:

A, .Individua1 ccmpe§e;cigs_"
-~ Integrity |
"+ Confidentiality
= 4_.:Gﬁdgemént 
- Abgountability
- dbjectivity

B. Service Attributes
| - Reliability

- _Rﬂsponaivenéss
- hesurance

- Empathy

c, Eﬁﬁective_coﬁsulting - Consultant Fqcus.
- Quality service
- Client'needs
- Cost effective mervice

-~ Achievement of results
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for Iher _reaéarch questionnaire. The _raaﬁlté of Bussin's
(1892) research showad that the same competencies were
 not required to manage the different stakeholders; . that
tha- importance of the compet_-.enc_iea waa_ dependént on the
specific stakeholder; and that in order to bﬁpe with

. the changing socio-political environment, wmanagement .

require an arxay of competencies and skills.

3&:_:ke_x (L8992} .ini}estig.r_ated the manégerial _ compe_tencies
of the clergy and the dompe&encies _' geﬁer’ated_ by that-
ptudy were used in .th:l.a _ reweaxch. The reéeé&dh- |
ﬁ’x_ethodologjr used by Barker (1952) was of -_partidular.'

relevance to the present study..

Miller tisszJ gtudled what both clients and consultants .
bellieved  constituted _ competencies  for | affective
" performance in ménagement-donsﬁltancy.._..meli {1922) éet
‘out to measure the sexvice compét_enc_iea displayed in the
executive recruitment consulting and used Duiewicz's
(1988) list of supra-competencles in his gtudy. The
g.eneral perdeﬁtion of Nell | (1992) following his reaearéh_
was that while executive recruitwent consulting may
differ from other management | congulting. forme or
‘procesges, deneri¢ competencles hold true across
.functiqnal bouﬁdariea. . This wa.s' an aréa for' fuether
. veseaxch sﬁggested by Miller .(1992}.' The resaérch- of
hoth Nell (1992) and Miller (1992) is of pavticular
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The 'final' 1ist of competencies included in the
_ QUEétionnaifé 18 also ‘met out ih-Téble 3 fdr purposes of

'dbmbarisqn..'Spancer & Speﬁcer (issﬁ;np. 23} point.out -
that ‘“mamy Jobs require unique combinations OF
.'compatencies" used similtaneously'. Those aspects Oof
the joh of an aﬁﬁo'rney whiéh relate to the attorney as
mahagér and service provider also require  a unique
.combination of compstencies.  These 1ist‘.s'___1;:_h_'a:afore,_._'
formed the -basia f_or the _identific:ation of inahagérial

and sexvice compétend:_tés_ of attarﬁey

2.7.8  South A. frican R.gggargh cn'-dqmg.g;encieé

Generic managerisl competency modéls have formed the
basis of numerous studies into competepcies in the South
Af;:'ican' dontext.. Lapinsky (1989) usedﬁ the Jjob
cbmpétency .m'ethod developed _by McBer & Company to
' aaté.b-;lsh a .modei of management which was _rele_nrant to
the South_nfrican context., Lap'insky's (1'98-9) rasearc:h”
prodﬁced ginilarities with the",findihgs' of the
| international gtudy, although important differences did |
emerge such Ias khe .abilit:y to ha.ndl'e. éomplex E
aocio.w.pcil:l.tical' change which emerged as a Eiist;inguishing

 competancy for the lowal management sample.

Bussln (1%92) investigatad .I:.'aa managerial co'rmetencies
. for managing stakeholdere .n the retall anvironment and

used Dulewlcz's flsas} supra-competencies as ths basis
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pf@feas;i.éns.l competencies which are ﬁlso_ set out in
.Table' 3, it is evident from. Table.z' 3 that.‘.. 'th_e're a.s a
g:r:eat. déa;l. . of | over].;;:-p -betweenﬁ t_..hs'\..se-._. J_.ists of )
competencies, Aithé'ugh Ithe competencies have .dif_férenﬁ
iai:els"they' often refer to thé' '.same c.har.actefi.stiéa.' '

Dulewicz (1989} '_c'om'rnents. that:

“Aft;er ._ 20 yéaré é:merié_ncé of m.aﬁ.ager:['.a_ls
éaSessﬁent- and jc’:b. analyslié_ in a w’idé ‘range.
.6f ..organiaatiq.ns, I :'hav'e _ lo‘n_g ..felt. that |
lists of éo:ﬁpe'té_ﬁcies'géneratéd by different
organisations for saimilar levels - of
management have .a high degree of
commenality.” .I B |

{Dulewicz, 1989, p.57)

In Table 3, the researcher has attempted  to group
competencies which have différe.nt.. labels . but which in
the ressarcher's opinion adre éimilar. :_."I'able 3 also
contains & nunbe_r._of the compet.encies 'ident;l_.f’t'Lele by
. Bazker __{1992) which ‘wag gimilar to the generic

competenciles referred to above,
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The Directing Sub-Ordinates Cluster
- peveloping others |
" . Use of unilateral power

S Spontaneity

The ﬁ'ocﬁs_'. on Others Cluster
« " Self-control. |
- DPerceptual objédti.vity'.
- Stamina and adaptability

- Concern with close relationships

.These 19 céﬁ\p‘et_éncies_ can b'é referred tu as & generic:
_ job ddmp’etenc:y 'rnode_l- for managérs' and have been uged
widely in the application bf@ompetenqieé .t'o mai:.égerﬁaxits.
| development. Duleﬁidz -{1989) idEnti.fi_éd. 12 indepénﬂént_:
- dimensions of .rnanagerial pérfcrmande ;, which he t:_a‘lled

supra-competencies, Dulewicz's (1989) list is set out in-

Table 3 which contains a comparison of these supra-

competencles with. Boyatz'i.s'- (1982} job cot'_a'pet:.er'm.':'yr nodel
foz"_ms;uiagers:. Woodruffe (1993}' also developed a list :of
g‘e.rit‘eric competencies and these -tdo are sst out in Table_
3. McBer, the management conaultandy_ raferred f.o_ above,
haa coﬁtinually built upon the research of Boy.at.:zis-
.(19_82) and has conducted further research of its own
resultimj' in further job compatency todels being

developed. One of these congists of McBer's {undated)
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CHADTER THREW . RESEARCE ATMS AND PROPOSITIO

a4 roduc
"I'he overall mtention of the study was to contribut:e :
.'towa.rd the improvement of the managerial effectiveneee.
of, and . provision _of eerv:.cee by,'_ Andividual
_attorneys. The job competency approach was cone:.dered '
.an effactive means of J.denr.ifying the cha_ra_ctari_stics_
which would _eneble_ eﬁtorneys_'td_-be mora effective.
‘managers end'serviee providers. Thiefahepter diecﬁeses
the aims and. Ire_'se_ar'c.':h | p.rop'osit:ieee whivh ~were .

f_ermulated for hhe resesrch.

3.2 ;Heggific§§¢gg.gﬁ ggmpeﬁencigs

' The resesrch primarily set out to. tdentify the
managerial and service compet’enciee. of attorneys by
est.ablishing the types of qompetencles - required by
atterneye_'fer effeotive managerial performanee and for
the ﬁrevieioﬂ-oﬁ a high 'quelity' .eewice. ‘In other
words the reeearch set out to c‘levelop a job competency
model in respect of the attex'ney'a roleg of manager

and gervice provider.

I o‘t" e of Comg tencie
.The campetenciee ident:.fied. would be priorltiaed by

determining their relative importance to attorneys.
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bupiness requires that they_ he go’o_d service providers.
The fob competency approach is a ugeful method of
approaching these roles in that it will establish what
_ charéat:_er:l.ati.ca. skills  or behaviours tha attorney
requires to perform the tasks and functions of the xolea -
of managéx' and gervice provider with competence. The
ubiquity of the job comﬁatency-approach was illustrated

" by reference to its app;ication to other human resources:
B development iqitiatives. Finally.the-iegal:training of
progpective attorneys was discussed and job'comﬁetency
approach wae conaida:éd to ha a uaefﬁlzway_cf improving

the training.and_development'of attcrnaya;
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Frem the above, it is clear that until very recently
the training and educétion whidh an attorney received
concentrated on technical skills and knowledge, -
ﬁadden (1991a, p. 616) :commenta .that _“candidate
atto:neyé emerging from articles way be outstanding at
drafting, liﬁigation and négotiation ' ..,“'but ffail
misersbly in the business of law." It i only
_recently that the importance of management as. & vital
element.of.iegal training'haa been récaghised;. Thig
'is:seen'iﬁ the inclusion of ﬁradtice'managemént in the
| School :fbr Legal Practice cdurae} Howaver, thié_
coursé i ot dompﬁlaory' and thereforé hot all
'prospeétiVe attorneys ‘will rveceive this training.
There is #till not direct tralning in service industry

. _ management,

The identificstion of managerial service competencies
- of atto:neys can be used in the formulation of
training programmes 4in  respect of attorney's

managerial and service provider roles.

- 2,11 Conclusion

‘The literature reviewed discussed the .importanca of -
management to modern business organisations.  Attorneys
are businessmen operating in organisations. One of their
important roles 1s to he effectivé managers. They alﬁo'_

operate within the service industry and the demands of
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The practical legal training offered by ‘the

Assogiation of Law Societies now takes two'forma:

An'

. A compulgory practical legal twaining course of

‘approximately six weeks duration; The contents

of thiﬁ_coufse ia met oﬁt in Appendix 1., This

" gourse offers rio management training apart From

legél accounting.

An optional course of efx months duration

'_prasente&.at one of the Asgoglation of @aw

Societies' schools for legal praqtide.'-rhasé

‘schools have recently been established and are a

welaome addition to legal training. In 1994 the
Pretoria School for Legal Practice became a . '
pexmanent. institution of the Association of Law
Societies. This was initially the only centre
ﬁheie the mchool was presented. During 1994;
schoola For legal practice were presented in
Duxban, Cape Town and Johanneshurg for the f£irst

time. The ayllabus c£ the 8chool for Legal

‘Practlce is set out in Appendix 2. Practice

management and administration and legal -

acoountancy form part of the fourth module of the

courss,
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“princdpal', In terms of the{Attorﬁeys Ach,_sa of 1979,
the articled clerk is raguired to aérve.the.period:of“:
articles of clerkship in the office of his principal
under his direct peiabnal supervision or under that of
an attorney who is a parﬁher oL manageﬁ of his
principal. The nature of the traininy the articled clerk
receiﬁes ig oniy presdfibed in terms of.general'ﬁubject
:métter and not content. There wés_ and etill .ié, no
gpecific reqﬁirémeﬁt'_fcr management training .by  the-

'principali.'xn_iBTT-an ad'hnc_cgmmittee éppointéd by the

| Association of Law Societies to examiné the whole Bystem

. of 1egai education :aaommendgd - that “a _EYstem of
 practical traininé for articled clerks ghould be
' intrdducéd. with a wview to. suppleﬁenting the training
récéived frqm_principals-which in many cases left much

to be dealred” (Sampson, 1983, p.13).

| Apart from practical training, the main object of
articles of clerkship is the socialisation of the
candidate attorney into the profession. The above
recomﬁéndationa led to the establishment of Practical
‘Legal Training Schoole in the various provinces in the
aérky 1980'g;. These training sqhoﬁlé have atﬁempted'ta
provide all dandidgte attorneys with practical legal
training., In terms of Section 11 of the Attovneys
.Amendment Agt 87 qf 1939 attendance bE a practical legal
training course 1s now a prerequisite to admissioﬁ'as an

attorney. .
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action programmes in South African organisations need
to ba competency based in order to be auccessful.
This 1 an Iimportant application of the competency.
'appraach ko an igsue which is a atrateglc meeratlve

for all South Afrlcan organisations.

" Human - (1991, p.276} :-:lt:ates that: much of the think:l.ng_.
on management development in South Africa is ot
shaped by the needs in soclety but -rather by 2
élnblst natlre of the academic aativity and therefore_{
management education and development initintives
appaar to be pushed into the future by tradibion and
| historieal . demand rather than baing pulled by real
future demand. This is true of the management
 edugation and developmerit' of attorneys too, ‘which .:L's'

. discussed next.

2,10 Legal Tyaining _

" Until fairly_recantly; thé institutioﬁ.df ~§rtidlea qf.
r:lerk'slhip_' p'rdvided' the only means of entry to the
attoineys prqfession;'xt was also the only vehicle for
practical trainiﬁg available te attorneys. prevé:, the
prapticai training which candidate attorneys received

during articles was unstructured and haphazard.

Pollowingy a fbrmal' legal education obkained at a
univéraity, a prcspective attorney is required to obtain

articles with a qualified attornay, known &8 a
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Glaze (13B9f believes that the 1énguage of comgetende
has made  possible a ‘more .pxofesaional Cinfluence on
aediéioﬁa dondarﬁing the salection, de?ldymeﬁt. and
'deﬁelopmént of . managers in7the work situaﬁibn;'MacKenéie
(1991) states that competencles which lead to success in
. the job Qan moatiy—be dévaloped,through.skilled cpaching'
' and'.proﬁer development opﬁdttunitiea..  Acﬁording to
:Spen&ér E_Spencer,'(lssa, p.8) “the sompetancy approach._
provides a'huma#-:sséurce method broédly'appiiqabié'tq
séiédticné,_'cafeer.”ﬁathing} :pErfofmanqé appraisal 'aﬁd o

davélopment_in the yeara_éhead”.

- Dubois (1992, p. 11).stateé that.job compatence is a
complex phenoménoh and that “underlying personal

. characteristics that employees need for Suacesaful_jdb
éerformande are'oftén only minimaliy;addressed or are
altogether ijnoréd ag kéy &omponénts'of the
performaﬁde improvement prbcesé”.* The job competency

approach is important for improving jeb performance,

Fiééher &.Méritz'(1934) believa that the d9velopmaht
of.competenoy models for all catagorieé'of work la in
.~ the natieonal interest 1f South Africa le to realise
the full potential of all its puopla, as aompe&ehqy i
the oniy'lfaif' bagleg of training and deveiopment
measures  acroEs organisatiﬁna, industries  and

'natmonally. Christie (1993} argues that affirmative.
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- others. The answers to the'improvemeﬁt of the dgervices
lies with the professions. The research was intendad to .
'.idéhtify_those qompetendies that would énable-attorneya

to provide a better and more effective service.

2.9 Use of Competencies
1L_Gen 1
._ The uses of competencies in the development of managers
are mapy and varied. Dulewicz _{1989J'.suggeata 'thaE
competéncies could be used in management .seiection; o
 .perf0rmahcé appraisalg.énd'in-house company training and |
development; Spencer & Spéncar {1993) étate.ﬁhat in
complex .jobé- such as mafkéting; profeésibnal and-
: manégerial jobs, comﬁetenciea_ are relativél? moxre
important in predicting superior performance than are

task related skills, intelligence and credentials.

Greatrex - & Philips (1989) commenting on the use of

dompetenciles at British Patroleum Company state that:

nn integrating the competency model, we.
have also linked it with other systems, such
as 'training, An .an informal - way}. that
reaogniges a dommon ground in terms of

desirable beshavioursg.!

{Greatrex & Philips, 1989, p39) ,; .
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factors all affect the service quality determinants
__réferred to above. ‘The imagé problem is a résuib of the
.image. ;formed by the ﬁay' the public perceives the
.'faétuai reaiity"[refarred'to”abowel aﬁd the_imaginary
quélitiés'the public perceivés atﬁorneys to have,; based
. on Personal experiéncés, as. well ag the information
voluntéerad by - other people and news _reports”

(Asmociation of Law Societies, undated, p.3).

The surveys alse ahowed phat_thet?ublic;has four major

ﬂf:ustrations in regard to'attcrneys and their services:

A, attdrneyfs-service.wefe too expensive;

B. the sarvicas'rende:ed were not worth the fees
chérged} o _ | |

a. attorﬁeys were perceived as biased;- and

D. attorneys were regarded as slow and inaccurate,
I&.ia clear from the research of Madxeﬁzié'(lssl} and
the research of the Association of lLaw Societies
{undated) thét the issue of service industry management
_ s vital from a strategic perspécﬁiva_for'the_attornayis
profession.__The érpfession will have to make concerted
efforts in this area to o@ércoma'ﬁhe negative image Of
attorneys. There ia fértunately, an increasing:
realisation amongst attorﬁe?s that the_attbrﬂey'a role
of serviqe 'providgt is a oricial one. waever; ‘goma

| attorneys are better legal service providera than
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fadtors of image, ' agceBsibllity, added value,

credibility, relationship manner and responsiveness were. o

algo identified by MacKenzie (1991) as pareéived_quality'_'

gaps.

King (1993) belleves that Jlegal servicer must be
relevant to market needs and attorneys must ensure that

‘interaction with clients is asfqiosa as posaible.

In 1990, the Association of Law Societies conducted
'_markétiﬁg research, - by way'of thrée surveys, to obtain
information which could be used ko implément the mbét..
-appropriaté marketing-tedhniquéé to improve the image of
' Ehé.prdfeésion.' The marketing fuﬁction is an important.
area for impraving.service industry managemen:fand has

only recently begun to occupy the minds of lawyers.

. Acgording te the Assoclation of Law Sbcieties_(undated):
the resulﬁs of the.rasearch bointed*to two'ﬁroblems, a
practice identity problem and an image problem.  The
pracﬁice idantity problem was seen as the factual
?aality.whiqh the attorheys profession présented to Ehe
public -and which comprised the service mix, the
management gtyle, the communication style, policies and
practicé; ﬁhe lahguage ﬁsed, .tha Qisual impreasions'
created by the receﬁtion area_.and offices and the

appearance and behaviour of the persennel. Theae
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TABLE 4; GOl ED
- |courTESY: . politeness, respect, consideraticn
and friepdlinESE-of'contact- '

personnel.

COMMUNICATIONr Keeping cllents iﬁfoimed.in-langﬁagg they
| cﬁn.underStahd and liaﬁenihg to them,
CREDIBILITY: = Trustworthiness, believability and
‘honesty. Héving the client's best |
interests at heart, .
'- |sRcuRITY: - Freédﬁﬁt from danger, risk or doubt.
|UNDERSTANDING: Making the effort to understand the

© elient's needs. Xnowing the customer.

TANGIBLES : Includes the physical evidence of the
' service. '

- {Parasuraman, et al, 1985, p. 47)

MﬁcKenZie'{1§91) investigated service qﬁéliﬁy at stages
of the client-attorney relationship and _idantified a
number of perceived service cuality gaps between the
expected service and the delivered service. MacKenzie
(1_99'1) fdﬁnd that the service fact:dr of __'profaééional
competence! adgounted for the largesat service quality
gap. 'This undérscorea Ehe need for this research into

managerial and service competencieas. = The pervice
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If an 'attorney. possesaes'-service competencies that
cdntfibute'tbward reducing the.'gaps' referred to above,
it ﬁust enable him /her to prbduce an effective SErﬁicé.
. Parasuraman et al (1985, p. 46) found that*“regardlesss
bf_the type of Serfide;'consumers'useé Easidaliy siﬁilér

- griteria in évaluating gervice quality“ and.idgntif;ai:
ten sexvice quality determinants. These determinants of

- gervice quality are set out in Table 4.

These service quality determinants are . crucial for
identifying which cdmpetenciea-'wili ‘allow for the
‘provision of ‘a high quality service and were used in

this research.

TEABLE 4; QEQEBMZEQEEQ;OF-sggv;ém-guagrix i
|RELIABILITY: conéistency of'pefformance and
| dependability. | -
RESPONSIVENESS: Willingness or readiness of
' employees to provide timely
aervice;' | |
COMPETENCE: ~ Possession of the required skills
| .and-knbwledge to perform the
~ service. | '
_ ACCESS: E Approachabllity and éase of

. contract.
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- 4.2.3 nist of Comp e;gg cles

The data: was then. qualitatively amalysed before
preparing a final list of competencies baséd on thim
data and the licerature review. This fimal list |
 conglsted of 31 ccmpetenéies. Thase cbmpetez;iCiés ':a'nd-

their behavioural descriptors are set out below:

EFFICIEN _

_c' A deéire to find'bgtter or fiore efficlent ways té-do_
.thinga | | | L | ' -

. .DéQelcpa_piﬁna for achieving goals

. .ofganisas' regources 'etficiantly and effeativeiy,'"
 deleguting work to the appropriate staff | |

¢ Plans priorities,-ésaignmehts and the alio&atibn.of
resources o | -

¢ Makes full.uae:of own time and resourges.

'_i ‘Work_ia-pracise and mathodical and relevant detall

is not overlooked

2. ACHIEVEMENT MOTIVATION
v Bets demanding goald for self and others and has a

desxire to meet them
o Is'diasatisfied with average performance

~® Sees a task through to complstion lrrespective of

- obatacles and setbacks

o Performs agalngt a personal gtandard of excellence
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“What managerial and service competencies do you.
think attorneys will be required to have in the

next £ive years in order to:

a) manage their praeticee effectively; and’

b) provide a quality eervice?”

,E.-Duxing the interview it was stressed thet ih wag

'_neceeeary' ko adopt a -future  efientetion when

‘identifying competencies. The interviewees were -

agked o 'think of charaetarietice or: attributes -
_r.hat dietinguieh effective or guperior perfoxmere

£xom othera when identifying cempetenciee.

. Hand-wrltten notee_ware taken by the interviewer

durdng the interviews.

_ The'five interviews sach lasted between one end one'
and a half hours each. The hand-written notes taken at
the interviews were rewritten ehertly ‘after thae
interviewe were conducted in oxder to a?oid e.ldes.of
data which could have resulted from the use of key
words and othexr forms of cryptic note-taking used by

tha interviewer,



a3

subject  of ‘management was explained to the

intsrviewees in oxdes to establish credibility.

B, The _ﬁolldwj_.ng_ definitions of cotﬁp_atenciea were
‘discussed in order to establish a common basis for

all the interviews:

| “A competency is a set of behaviour patterns that
the incumbent n'eads" to bring to a position in
 order to perform its tasks -and functions with

sompetence. " '(Woa'a_ruffé,' 1993, p.25) ;. and

“Competencies are characteristics that are
gausally related to effective and/or supe'x'i.or job

performance.” (Boyatzis, 1982, p.23).

e, The envirommental gontaxt in v;rhi_uh the legal
brofeas_ion . ¢perates was emphasised as being an
important coneideration particulariy in .the iight
of 'ti_he pfcpcsed' changes to the Bti‘t{dtura ‘of the
legal profession, the increaged competition
threataning_ " traditional areas of pr'actic:e of
attorneys and the difficult economic conditions in

which attorneys have to operate. .

D, The interviewees wexe then asked the followlng

question:
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" As these practitioners were reyarded ag aucceséfﬁl in
thelr chdsén_ careerd, ar_ld by implicaticn and position,
succeésful mahagera and servic:a' providérs, A was'
aggumad that they would be able to :.dent:lfy mnnagarial '

~and aervice compatenc:l.ea.

A méthodoloé‘ry for conducting .Ehe five interviews was
developed following the 1ii;era‘.:h£e ‘review and :the_
interviews with Mr Swart and My Adcbc‘:k-. Prior to. the
iﬁterviews the me'tl;odoi_.‘_dg? was - discussed ‘with ‘a’ human
_.__resgurde__pr_act:itioner_' who has._axtenéivé axp.er;i.--ence- in. |
“the 'fiald of competencles. A trial 'interview wag
conducted w:Lth a 1egal practitioner in ordér to tesat
the proposed methcdology and  to asgess the approximate'
duration of an interview., The ‘alm  of this trial
interv‘iew” and the inter%riewa_ _with. Mr Swart and .Mi:._"
Adoock was to gain experience in the techniques of
int.erviewin'g' and to facilitate the identification of

competenciea.

The methodology Followed during the interviews was as
Eollows; - | |
A. The interviews commenced wit_h. a hx_'ief )
introduction explaining the background to the
remearal problem and. the aims of the research. The

researcher's legal badkground and interest in the
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could be interviewed as théy-_were considered'_:o be
 good managers and good attofne&s; These two interviews
‘were also used to dlscuss the lssue of managerial and
_sexvice ccmpetendies'of.attorneys with senicr members
of the profeaaion;. The .interﬁiewé'.were thereforé.
regardad.aa trial interviews for ;he five open-ended
| iﬁtefviews-which-ﬁere ta foliow. Both Mr Swart and Mx |
Adcock.expréssed the view that there was a need for
researah of thia_néturef ﬁrfswaﬁt, on behalf of the

Association of Law docleties officlally lent his

éupport to the regearch. See Appendix 3.

The interviewees were selected from the list of those
recommended by Mr Swart and Mr Adcock on the basis of
- their standing in the legal profession and their
 ipEerest and experience in the .managemehﬁ of iagal
practices. Using the coriteria of caneniance and
avallabllity, five dinterviews Wefe .set .up, The

“following 1égal practitioners wera.interviewed;

Name . _ ...Pogi;j,gg. . _ Fim[(‘.‘gm_

' MrIBennett Maﬁagiﬁg Paftner_ Damant Bomtock Ing.
Mr Butlex Practice Manager  Werksmans Inc. |
.MSIKing | Chief Executive

_ " Officer Webber Wentzel Ina.
Mr Andrew _ gSole Practitioner andrew Lister & Co.

‘Mr Buye : Pragtice Managar Blakes Inc,
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atudy was particﬁlarly"relevant  as"it tegted. the -

_ appiidability- of the} generic mﬁnagerial competencies

identified by Boyatzis _(1.931) to South African
ﬂ_mahagéra.' Therefore, Boyatzisﬁ '”(1932): generic
. managezrial . competencies tdgéthar. with the supra-
competencies  of - ﬁﬁlewicz (1989Y, ‘the generie
_competencies of Wocdruffe {1993)  and .the list of
- professional dompetancies_.of. MqBér_-(undated}, were
used to for_rﬁula.t.e. a preliminary .]._ist of.: -odmpettan'cie;g. . '.
'whiCh' formed.'thé 'baéis for the intarview-'atage‘ A
cpmparison_of_theée competencies is set out in Table 3

on pages 52, 53 and 54,

4.2.3 Interviews | |

The second atep doneisted of five open-énded
interviews with five senior wmembers of the legal
profesaion.  According  to Groenewald's | ({1986)
'Clésaification of . _dgta sources; this 'inVlee&
obtaining = data from a field source using indirect

cbaervatlion.

The ' interviewses were chosen aftér separately
‘congulting the head o e  Association of Law
 Societiea"Practical Legal Training School, Mr N Swart
and Mx M Adcock-hhe Chairman of a large doh&nneabufg
firm of attorneys, Bowman Gilfillsn Haywman Godfrey

Inc. They were asked to each recommend attorneys who
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research used both interviews and questionnaires as

. data sources,

Tha . r'e'e'eereli .wee' conduct’eci in a number  of dietinet-
: phaees, The initlal stages of the research followed
:the pattexn of research undertaken by Barker (1992) as

the etudy waa largely a replication of the first and
' econd phaaee _of hie research into the managerzal

competen01es required of the clergy,

4.2 ratl £ _com e.en eg

The first step invblved_an'exﬁeneive literature review
‘with the aim of .ebtainihg an idea_:of' the kinds of
cempeteeeies applicable to the roles of an attorney as
manager and service provider. The aim of this exercise
| was to obtain data from secondary, 'deeumentery
historical eeureee of data aecording to Groeneweld'e
{1986) classification of data sources. Pollowing this

a preliminary list of competencies was drawn up.

South African studies on co.r.npet:enciee were considered
to be important and relevant to this study{ Ag there
were'eGISouth African studies on the menagerial and
. mervice competenciee required of ettqrneye,-etudiee of
gompetencies in otherirelated professions and related

gubject maktex wezre referred to. Lapinasky's (1989).
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CHAPTHER FOUR - RESEARCH METHODOLOGY
This - chapter discusses the research mmthndology_ﬁsed
' to test the vesearch propositions and ~achieve the

refdearch aimsg. -

éuéu_ﬁsgggxgh;gggign
The research design of this study can be classified as
a survey. Groenewald {1986) liste the following three

characteristics of a survey:

- Information is doilebted about a great meny
 gimilar cases; '
- A finlte number of charac_tex‘i'siticé are .

'registerad"in the prucess of dbae:r;vati-on,-. and

- Surveys are executed in a circumscribed area

- - at a glven time,

- ALl these characteristica were_évidént in this study,
In addition, Groepmewald (1286, p.55.). étatés ‘that “in
:sqcial 'resaarch_ gurveys have become synonymous with
the uee of indirect o.bae;rvati'on ,” viz. interviews and
questionnaires.” Léédy (1993} points out that the
questidnnaire is  a = commonplace instrument ~ for
qbserving_ data beyond the physical reach ‘of the

obgerver. The research methodology ”emploYEd in this
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Societies of South Africa and the provincial

“law  mogieties,

B. | Géneralhmanagement and servicé ménagemént'
‘courses for the tralning of'existing*legai
. practitioners who pércéivé the need for
'further trai£ing in managerial and service ..

- gkille and competencies. -

Suggestions will be made on the use of competencies in

'formulating'cOurses of the kind mentioned above.

opolugion

It is submitted that the research .aime -and
prbpqsitions get out above will .aaéiat in achiaving
- the overall intention of the study which is to improve
the effectiveness of attorneys with = particular.
reference to their roles as maﬁagera and service

providers.'
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Ho The meané of the fatings.bf-the ﬁeed for
" training in the-acﬁpeténgies will not be
aignificantly diffefent'depeﬁding.' on
the gize of the practice in which the

dattorney operates.

Ha Thegmeahs:of the ratings of the need for
N trainihg'in the competeﬁciea.will_bé |
siénificﬁﬁtly different:dépending on
- the Bizé qf.the_practice'in which the

attorney operates.

.6 Ba £ T

The - competencies which .wduld. be identified _.as
impcr;gnt in terms of paragraphs 3.2 and 3.3 and in
: which.a need for training exists in terms of paragraph
3.4 could be used as a basis fof forﬁulatihg ox

developing:

A, General management and service.manageﬁent
courses which could be included in the
cﬁrricula for the training and educatidn of
law students, either at a tertiary.eduaation
level or in the practical legal training

undertaken by the Assooiation of Law
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‘competencies and the need for training in the

. competencieés, differently.

It was further proposed that attorneys practising in
different éizéd organisations would have different
. training = needs - rwith regard to. the ddentified -

competencies.

o test the proposition in respect of the importance
of the competencies the following hypotheses were

- formulated: -

- Ho ‘The means of the ratings of the
- importance of the comﬁetendies'wiil”ﬁot
be gignificantly different depending
on the size of the practice in which the

attorney operates.

CHa The means of the ratings 0£ the
~ importance of the compstencies will be
significantly differaﬁt depanding.  én
| the size of the practice in which the

" attorney operates.

Te test the proposition in resPect‘of the need for
‘training in the competencies the following hypotheses

were Eormulated:
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3.4 Training Nesds -

The sﬁudy,also sought:to esﬁabiish the perceived need
..for the Itraining of .attbrnéya in the identified |

comﬁétencies. It was Qroposed'tﬁat 2 reed exists.among-

attorneys for training in the identified competéncies._-

A_variﬁbie.cf possible importaﬁce:in'the pbéulation
studied was the sglze of bhe brgaﬁisatioﬁ'ih_whi&h the
atﬁprhey'opéréted. Acdbrding to-RobBinéVIiQBT}.p.104)
thexre is wide ag:eementfbetween*organisﬁtional_theqry.
researchers on how the size of. aﬁ' ofgaﬁisatibn' is
determined as “over 80 .percenﬁ of studles using
organisation size as a variable define it as the total
number of employees.” For Ehe purposes of this
research it.was pfdposed that the size of the practice
or the organisation in which the atforney .operatea
would . he determined by the number of ﬁttorne?s
empioyad by the practice or organisation as the numbex
- of attormeys employed is indicative of the total

number of employees in the legal practice.

The 'reSearch__sought to _determine whether attorneys.
'practisingl in different sized pradticeg' required
different managerial and service competencies. This
meant:’ that’ attorﬁeya- practising in different sized

organigations would prioritise the importance of . the
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« Adjusts style and the message to mateh the

| :dharacteristics of the'fecipieht

o Tackful towards both elients &nd staff

* Lilstens to other's vieﬁpoints

. 'Listans'diqpassionaﬁély, is not selective, récalis: '
key. points and takes'acdbunt of_thém |

s Pogzepees verbal and nonaverbai gkills which Bhpw

" otherg that they are valued and cared for

a1...RISK TAKING
o Ip willing to take risks and seek new experiénces
» Is'deciSive

¢ Ready to take declzions even on limited information

The exact reference for each cdompetency and each
bohavioural indicator is set out in Appendix 4, whexe

necessary;

4.3 gongtguction of Ouestionnaire
A guestionnalre was conatruated using the .31
" compeﬁencieé'generated in the firet step. A copy of
the questionnaire is set out in Appendix 5. The study
 was in essence a replication of the first and - second
.:phasas of Barker's (1992) study and therefore the
- genaral fommat of the questionnalre used by Barker

(1992) was followed. This questionnaive had proved to
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28.

PRESEN | BKILIS

" The' ability to present information vérbally so that
. the intended purpoge lg achieved

] ba able to reinforce the preaenﬁation of varbal

' information with non—varhal behaviour, and if -

necessary, vigual aids

Uses language and practical examplaa clients and

laymen will underatand

Material is wall crganisad, voloe projection lg

~glear an delivery style is pleasing

In formal presentations, is enthusiastic and lively,

tailor9~content-tu audiencers level of understanding

mmmm_mmmw_mm

*

gRITLS

The ability to intervene in interperaonal conflict .

and succeasfully mediate and reconcile differenaaa

The ability to nagotiate an outcohe that ie

favourable for the party that you represent apd ig

ageepted by the othex party

0! . \ X B F’ -

Conveys information clearly with eage and intereat

'so.that others understand what is being

communicated, both orally and in writing
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4. PINANCIAL SKILLS
» The ahiiihy ro vead a balanre sheet, prepare &
: budgetfand monltoxr cash £low |

- » Has a4 basic knowledge of accoounting and tax

- 2B. BUZINESS SENSE _AND (_‘.'. HRIOSTTY
| . Identiﬁies._and éeeks cut oﬁportunitiéa_which will
. iﬁuréésé aalés.qr pféfiﬁa | '_'_ .
» gelects and exploity those &ctivitias whiah will
yesult in the largast'retuins |

. ﬁollowa a hunch, is inquiaitive :

26, COMPUTER LITERACY |
* Has a basic knowladge of Wofd~proceasing'and
 spreadsheat programméﬁ ' | |
s Xnows the appiieation and limitations of these
programmes | |
¢ Can operata and utilise systéma which store legal
information e.g. Jutalex
. .Underatanding and belng able to manage the
- diffexences between various groups in the workplace

o The ability to relate to and réspgct all psople
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" The ability to distance oneself from emotional -

invclvement in & -ztuation, thereby aliowing oneaelf
Lo axercise ralative objectivmty '
The diaposition to view an event Erom multipl;

erspactivea simultaneously

gg,'_rgmgwrw;gg'opzxggg_;n_OEQEB_EQ PROGRESS

i

Generates options

Evaluatea options by examinlng tha poaitiva and

negative aspacts i1f they_were put inté effect

”Anticipatee the effects of options on bthe:a'

Foresees cthers reactions

Demongtrates common-sense and inibiative

Identifies priocrities

Thinka back from deadlines
Identifies élameﬁts-of_tasks
Schedules elaments
Anticipates resource.needs
Allocates resources to tasks
RBatg objecﬁives'for gtaff

Manages own and others! time
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regponse to new information or chéngés in a
gltuation - = -

s Is resilient

19. ., CONCERN WITH IMPACT
s The characteristic of acquiring symbols of power in
order to have the power to impact othars

c-'Interest and concern in status and.reputation

o Being good at influencing and perpuading others

__fla‘reéliaticaliy grounded view of yourSelf_

. An avareness of your own strengths and wesknesses

» :Thé abiiity to désdribe'and evaluate ydur
:affectivenéss:in-a given'situation and to take -
.appropriate action to remedy the weakneaags -

'« Knowing how your personal values, needg and
inkerests affects otheré'and your professional

competence

» The ability to be relatively objeatiﬁe and not
limlited by personal prejudicaa, perspectives or.
biaaes
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'Stimulates others to work togethar affectively in

: group aetbings

Utilises the gkills and resourtee of . all team .
membera

Seeks the input of grcup members by ancouraging

 participation

_Tfaats"all.group members equitably

Kaeps all group members informed and finds solutions';

‘that benefit all involved partias

The ability to work in a group but nqt to dominate .
e . o .

The willingnese to assist others, share information

- and knowledge to meet the needs of the firm

47. RELATIONSHIP BUTIDING

The ability to establigh rapport easily and to

develop and maintain a nétwork'of contacty and

formal channels of communicatlon who can provide
information, halp and access to others
The ability to uge influence to build alliances,

networks, coaliltlons ov teams

D 11,3 RESILIENCE
Tha ability to adapt easily to change

Can see the merits of'diffefiﬁg poeitione and adapts '

one's pwn'behaviour, position_and styategiss in
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The ability to.davelop'and'use eﬁfedtiVe plans and

tactics to persuade others or ta gain their support

:Takas'effective efforta'tc improve the skills and .

~ competencies of others

Monitors and evalustes their work
Frovxdaa clear, specific perfcrmanﬁe feedback -
Ccaahea and mentors -

Facilitates self- dsVElopment in othera

15, MANAGING STAFE

‘The ability to use the power of one's position in an

effective way

Adopts an appropriate interpersonal atyle for

achieving group objeativas

The abiiity to set expectatlons for others

The ability to enforce rules, confront cthers about

problems and tell others what to do -
Showa vislon and ingpiration .

The ability to build commitment of various pecple to

standards of behaviour

The ablllty to davelop co~oparation and teamwork

 'while leading a group of people
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12, INTERPERSONAL SENSITIVITY

The ability to understand, interpret and show

‘consideration for other's concerns, needs, motives

and feélings _
Thé:ability_to'recognise the limitations in othera
Shows-eﬁpétﬁy iﬁhoral-and written communicatibns'
Is flexiblé'whén daaliné with others and_will change

own-position when others!' Proposal warrant it

'Extractl a deeper meanlng from verbal ‘and non- verbal f

messagea and cnmmunicates underatandlng of and

insight into another parson's ﬁaelings and situation_

Is trusted, acts with compaasion,_keeps confidence

and is available when needed

CT IRSUASIO [FLUENC

‘The ability to convince others by presenting logical

arguments, pointing out benefits and using language
éuited_to the avdience ' |
Influernces and'parauadea'othexs to give”theif
agreement and commitment

In the face of conflict, uses peraonal influence to
commurloate propoaals to reach bases for compromlaa

and to reach agreemant.

Uses f£orms o£ influence to obtain compliance

Actm to stimulate others to go along with ones

directions, wishes, commands, polidies or procedures
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The ability to ihhibit personal needs or desires in

service of organisational needs

‘Maintains effectiveness in the face of adversity or

unfalrness

' performance remains stable under pressure. or

opposition .
Does not become irritablé or anxlous, retains

domposure -

A0, STAMINA / TENACITY

The ability to physically sustain long hours and

maintain high performance under coneistently high

- gtregs -

The ability to stick with a difficult task over an
extended period of time, without quitting when faced
with cbstacles or rejection '

Hag energy and vitality

A tendency teo think carefully about the likely

effects on others of one's actions, words,

‘appearance and mode of behaviour

* A tendency to caleulate one's words and actions in

advance to achleve a daéired'effaat
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o discernad, and accurate conclusaona / results are

derived from these comparisons over time-

' The abillty.tc'identlfy essential,-underlying_isaues '

_in complex mituations .
Makes decisions based on logical'assumptiohs_that -

reflest factual information -

~CO CE
ﬁéCiaiﬁehéas or'présénce} makes a stroné, pcsitive:.
impreasion
Has authoritj and.crediblllty
‘Pogitive gelf- esteem

Hag a gtrong faith in one's own skills, capability

and judgemant and expreéseé and conveys a belief_in :

own ability _

Dispiaysza arlep, fdraaful_and impressive self-
presentation | _ -

The ability to make deciginﬁE withouE ambivalence
and accept :he.donaequencés of théae'deciﬂicns 

Admits to areas of inexpertnsss

» The ability to keep one's emotions under control
when faced with opposition or hostility from others

or when'working under stressful conditions
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5. ONCE TUAL NKING |

Ae.fhe.ability to deveiop'and_apply concepte and
prlnclples | | -

-. The ability to draw logical conclusions and to note
‘gimilarities and differences between situations

e The ability to identify or recognise patterns or

themes from an aggortment of information

G ¢ SPECTL |
s eRisee above the detail to see broader isnues and
implications ' .
o Takes account of wide ranging influenges and
' Bltuatlone both inside and outside the organieation

before planning ox actlng -

o Seeks all relevant information |

0 The'ability to_break down domplex_problema or tasks -
to generate detailed plana |

. The abi1ity to think of multiple causes and
consequences :f'eveﬂte

¢ QGrasps information eccurately.and identifies
limitations to inﬁormation 1.

. Identifiee, aeleets_ana compares information in such

a way that similarities and differenues .are B
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» Maintains a high level of activity ahd'producea a
.high level of output '

. Actively influences events to achieve goals

3. _ INITIATIVE

n. The tendency ér dispositicn to act in.a.éélf-.
directed way : .

..'Téking action before being.directed or forced by _f
eﬁeﬁté a o

. PracipitaCES §6tidn

e Seizes opportunitiea, seeks in- depth information

'from a variaty of sources

. Does significantly nore than is requlred

v IA prcactive

¢ Is an initiator

¢ I3 a self-starter and originator

4, IIQQEQEEE_EOR-ORDER

ﬁ A agoncern for ensuring accurécy, quality and

| orderliness of work.and information '

. Giveé athéntioﬁ to detail'and carefully checks one's
own and;other'a.work _

- 'A coﬁcern that work gets.done in a metﬂadical_way by

adhering to procedures and systems
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Initially, on the 31lst October 1894, 300 quemtionnaires
were sent aut.'.By.the end of November 1994 only 52
qﬁesbibnnaires had been returmed. The researcher was in
'pbssessiqn of & list of names of the attorneys to:whdm o
the questionnaires had been sent and aeﬁeral_pbtentiai
respondents were contacted telephonically “and asked to
-retuﬁn the questionnaire. Several questionnalres were
veturned as a yesult of- ﬁhis. initiative. In December
i994 and January 1995 & furthaﬁ 40 qpestionﬁairea_weré :
sent:to attorneys persoually known tp'the r@searche:;f
These attorneys were asked to have the questionnaire
completed by cclléagués who elther practisad with them f
or_attorneys-in other firms with wham they had peraéna1 

- contact.

A sample of 85 attorneys was eventuall?-obtained. This
represents a response rate of 25% of the total number of
queationnaires dletributed. Moser & Ka'ton (1971) state
that the main problem with mall surveys is that of
getting an adequate response and that responsa ﬁatea =)
ag low ag L0% are not uncommou, Furthérmore, Moser &
Kalton {1971)_coﬁmant that a response rate of 20% to 30%
s required for the results to have value, Based on
 theme considerations, the regponse yate of 25% is

~considared to be adsquate.
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 CHAPTER FIVE - RESEARCH RHSUIMTS

‘B.2 .;;ntggduétiog

'- This cha’.pter diécusses t:he_ statistical - techniques  and
methods used to analyse the data and presents the
donaaquent: ragulte of thim ahalyeis. Leedy (19935 in B
'_sim;pla definition of statistiee explains the value of
Btabiétics: | '
f_sl:a.ﬁ:l.s_tica is. a language 't:har;._,' .t_hrotiéh .its own'___
special sywbol® and grammar, takes tha int;-.a_ngibie :
'Ifacts. of 1life - and tz_'ansléﬁea : 't_:ha;m. ' into
_comprahensible meaning,” _ _ | _ _
' - ' * (Leady, 1883, p. 258)
E,he raesults of the- st_at:ist.ical_ anaiysis' are get out
below 'anﬁ the interpretation of..theae reaulté, w..he
*comprenénsible_ meahing! of Le‘edy'a definition, Zollows

- in the next chapter,

5.2 . EBawple Size

A sample of 85 attornays was ebtainéd_ .fram the total
population of all practising attorneys in. South africa.
" ALl the attorneys in the sample practise in what is now
called the Gaut:é_ng province, At the time the
questionnaires were sent out the nample attorneys all

‘practised in the then PWV axea.
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_analysis was necessary to test the resmearch

- proposition set cut in paragraph 3.5,

 The empiricél evidence obtained from the research was
used to formuléta _sﬁggesticna regarding the uge of
: qdm?etenciaé_ in the training and. development of

attorneys in aucordaﬁce with the researqh.aim’aa;-¢dt

in paragraph 3,6,

| 4.6 ..gog c.*lu'gic':.g _ ) |
It iz gubmitted that the-resaﬁrch methodology set out
in this chapter'enabléﬁ the reaaa?dher to achieve the
- research aims and test the research propositions_set_
out in chapter three. The_raseaxch results obtained by |
ueing the research methodology disdussed above is set

out in the next chapter.
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4.5.4 ppalysis. of Data Relating to the Need For

Training

| The data cbtained from the questionnaires on the need. .
for training in each competency was also subjected to
paramgﬁric_ _atatistical. analysig. as Ehis dai:a wasg
alsé dbtaihéd'using a fiva-point'verbal-geale, albeib
'witﬁ'difﬁerent scéla'definitions, it'tdo was ordinal..
The data was also reacalea"hsihg.-cdrﬁespohdenca-

'ahalysié and the resulting interval data was subjected
ﬁo'paramatric'statistical_gnalyé¢sf The mean of the
ratings of the need for ;raining f.or éauh 6cinpét'endy
was obtained, The - need - fo.f'.. training in the
-competencies was then prioritised by ranking the means

'in accorda_ncé ﬁrith. the researoh' aim discussed in

': ﬁa&agraph 3.4. Factor analysls was algo paxformed on.

this data in an attempt to ieduce the varlables and

ldentify any underlying conastructs in the data.

 4.5.5 Analysip of Dats zing . to Practice Size
The data relating to the wvariable in respact of the
plze of the 'firm in which the regpondent aﬁtorneyﬂ
_ operated  was 'subjected to czius_i:e:r analyaie, The.'
g¢luster analysis revealed two distinct populations.;Aa
a result T-tests were used to examine whether there
was a difference in the means of'thasa two populations
in respect of the impoftanqe of each dombatenay and

the need for training in each competency. This
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discugsion of these tests is met out in the next

- chapter.

4.5.2 Analvsls of Biographical Data
‘The blographical data was analysed by desariptive

'stétistidal'analysis}

'Data obtained from the questionnaives on the

4.85.3 agﬁlgsig of Data on _the Importance of -

impo:tance . of_' the 'idantifiad.- competéndies . wae
‘subjected to.paramétric.statiétical aﬁélysis,'_As thie
data was obtained by using five-polnt vafbéi scales it
firet had' to be converted to ihtérval data using
corréspondencE"anaiysis. It was then posaible_ to
_subject the rescaled data to parametylc statistical

analysis. The mean in respact of the ratings of.the
importance of each ccmpetency of the rescaled data was
obtained. The resulting 31 ﬁeane wera ranked in order -
to pfioritiaa. the .importanca of .competénciea. to
attorneys in accordance with the reseaxch alm set out
in Qaragfaph_ 313. Factor analysis wad used in an
attempt to reduce the number of variables in the data
and o identif? any underlying donatxuata in the datd
(Aaker & Day, 1983). | |
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and from Hortor's (199., waw List, an annual
publication _ﬁhich gets out the names and pract;de
details _.of_'_ attorneys in South Africa, the names of 300
- attorneys were bbtained, made up of 100 from each of
t.he ~ three subgroups réferred to 'ai.bbire._ The
'que'stibnnaire' ‘was Bent to these ._s,t:t'ér_ngya. 'i’hié' waa
considered a sufficient number in order to obtain a

sample of 90 responses,

4 4 1

Data obtained f_rdm the gquastlonnalre v}as qaptured.
 uging the_&urve? Syatems cbmputer-_packaga' which ie
” -.1peéié11y désiénéd fo:ﬁ'- thi’s'.pl__lr;_.:osa. Thies package ig a
usesul tool for capturing data and organising it into
a  amat which .facilitatea_' statigtical ana'lysis.-
Hot - ax, the packagé- iteelf oan ﬁerfofm only limited
peabistical analysis on the data, | |

Owing to the above limitation, the data on the file
created by the Sur'v_ey Syatems p_a_bka'ge was aownloadéd'
inte the Number Cruncher Statiatical System computey
programme which is cgpéble of perfo:;:ﬁing more complex

statistical analy'aia ‘on the data.

The gtatlatical tests used in this reseaxch aze .

dipeussed briefly in thim section. A mere - detailed
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Mosai & Kmiton (1971) further peint cut thﬁt'with a
sample of this nature, the security of being able to
‘measure and control sample errors ia'lackihg, though
phey poiﬁt out: the counter argument that _sampling
érroré é&e so small compared to other etrors that
enter”inha ﬂurveYS-that;it is nc.greatgdisadvantaga';

not to be able to measure them.

The sample size was further be divided inte three

sample groups:

b small firms'= between one ana five ﬁractiéing_
attorneys in the firm; _' |

- Medium sized firms :; between five and twenty
practising attorneys in the £irxm; and

- Large fizms : more than twenty practiging

attorneys in the £irm.

It wae further proposed that of the sample size of 90;'
 && least 25 should come from each of the sample groups

rafexred to abave,

The Asaociaﬁion of Law Socleties recently cafriad out
| a survey on the sizes of organlgations in which_
attorneys practics, Based on this study the
ASSQQiation of  Law Socleties provided a Jlist of -
firme divided into the varlous sizes. From thig list
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 the questionnaire which could have affected the regponse

rate.

4 Bo Y. An le’
'i‘he population for the research was all attorneys in.

South Africa, An attorney is defined in Section 1 of

the Attorneys Act 53 of- 1975 as “any péraon duly -

admitted to p_i:actice as an attorney in any part of t:'__he
‘Republic.” Thare were 8061 attorneys iu South Africa
as at the 28th Fébru_ary'_ 1993 '(Suh~-0cmmitﬁee ﬁepof‘c,
1994;'p.65;'hcaording to De Klerk (1995},'this'nnmbe£
had grown to a_.pproxit_rtate];y' 9000 in Pebruary 1995, The
’I‘ranavaai Law ‘Bocliety cﬁrreﬁtly hag a rﬁembarahip of _
4463 ‘attorneys and memberaﬁip is compulsory for all -
' attofnays. Ovéing to the constraints of time and mon_ey:'
it was jpropos_ed that a =sample slze of at least"so'

‘attorneys be obtained.

The mathqd'-of._éampling uged ig .wh_at: Leé&y (1993',
'9.200) refers to as "non—probability'quo_ta-aampling”.
. According to Moger & Kalton (1971?, the main preblem
with samples of thie nature, 4is the inability to
estimate their repreéen_tativness. The biographi‘cai
- detalls regussted in the queatiorinaire would aasist in
answering the questiocn whether a repre'santative- Bample

-wag achleved,
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iﬁcluding pné ' attoiney and . one htman 'rééoﬁrce
préctitioner in order to check ‘the clarity of

Cdefinitions and. ihstfuctions énd to highlight any
' ambiguitles, The queétionnaire- was amended in minor
f._réapects_and the  format: pf.the bghavioufal definitions_

was altered =g a result of this exercise,

The questiomnaire was sent to.tha respondente with a
'coverihg letter getting out the aims aﬁd importande of
the remearch ﬁogéther wiﬁh the instrﬁgtidﬂa on how iE_
should be cimpleted. Ses Appendix 6. A letter Erom the
Asgociation of Law Societies expressing théif support
for thé fegéarch hndﬁthéir_interest in the reaults_of.
‘the research also accompanied the questionnaire. A
cepy'of that letter is seﬁ out in Appendix 7. A self
addraased.anvelope with returﬁ postage paid was gent
“with .each queaticnﬁaire to: facilitate the return of

the guestionnaires.

Oonly Engliéh questionnaires were be Senﬁ out, In.terma
Section 15 of the Attorneys Act 53 of 1979, BEnglish I
aﬁd Afrikaang ! at uniVErSiEy.laﬁel Are p:e-reqﬁisites
for admission to the attorﬁéysr-profeasion and it was
assumed that attorneys would be sufficiently prdficient
in the Bnglish language to understand the questionngiﬁa.

 This maylhave resulted in gome resistance to completing
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The .third 'sedtion gought _Eo identify the perceived
lpraining needs of attorneye. Again the five-point
varbal rating scale uaediby Barker (1992) ﬁas uged inﬁ_
| this sedtidh of 'Ehe' questicnnaira. The rating ‘mdale

used in this section was as follows: .

No Need For Tr.ain:l_ng.

Very Little Need For Training

A

Need for Training

3

Great Need For Training

T

- Very Great Need For Tréining

The .respondents were asked to rate their need for.
training in the identified competencies using the
fiﬁe;poiné'verbai.réting sqale; Thié.sedtion was iped
.~ to obtain data to achieve the research aim set out in

paragraph 3.4.

A comprehensive behavioural. definition in the Form |
kehavioural indicators of each competency was'proﬁidéd
in an appendix to the questionnaire. The fésPQndEnts'
were requeslted to réfer. to thig appendix to the
questionnaire before completing gections two and three

of the queaticnnaire.

Frior bto the guesticnnaira being sent out, the

queébiannaife wag pilotad amongst several pe0pie
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be hoth valid and reliable in Barker's (1992)
- research, therefore, it .was' congidered important £o
- use many of its aspects in this research. The f£ive
polnt verbal ascale used by Barker (1992) was also used
L'to test the ﬁerceived 'importanceﬁ df the :identified.
‘dompetencies  te attorreys. The verbal scale was as

follows:

Very Little Importance

i

'Q_Little Importance

-'Impqrtant'

Very Important

Abzolutely Esgential

1

. Agaording to Bendixen & Sandler {1994) verbal rating
soales are commonly . used in research in the human

. saiences.

"The Questionnaire was divided inta three.aedﬁioné, Thé:
first eection was 'umed to obtain bilographical data
such as age; length of practice experiencé.and gize of
firm in which the étﬁorney operates. The secohd
- mection related to :the- Adentification = of the
importance of the competencies by the rating of
competencies using the five—poiﬁt varbal“scale. This
aection' wag used  to gather data to achieve the

regearch aims discussed in paragraphs 3.2 and 3.3,
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« Adjusts stYle-andIthé message to match the
characteristics of -the recipient |

» mactfﬁl towards both clients and_staff:_

. ilisﬁens -ﬁc’i other"é.viewpoints_

. Lis:ens diépassianately,_is ndt selective, recalls -
key pointe and takes account. of them - _'

p. Pogsesses verbal and ﬁqn—ve;bal-skills whidh show |

others that they are valued and cared for

RISK TAKING
‘e Is willing to take risks and seek new experiences
s Is deciaivé'

v Ready to take decisions even on limited information

The exact reference for each competency and each

behavioural indicator im set out in Appendix 3, where

necegsaLy.
4.3 Copstructilon of Quedtionnaire

A qﬁéstionnaira was _cdnﬁtructed. Uéihq the .31
c_:ompétencies _generé.t'ed in the first step. A copy of
the questionnaire is set ocut in Appeﬁ&ik 5. Thé study
was in essence a replication of the fifst and second
phases of Barker’s (1992) etudy and therefore the

. general ‘format of the questionnaire used by éarker |

{1982) 'was ._foll_.owed. This m;eationneiire had prové.d to
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Avaqurate . . B4 0.784 1.00 5
Belf-ngsespment 3 . N .
Perceptual B3 0.642 - 1.00 - 5
Objectivity : . L -
Tdentlfles Options| 83 0.800 1,00 5
An order to R - _
Progress o _ _ _ .
Broductivicy B3 | 0.794 1,00 5
 Orientation ' ' - 1 .
Financial 8killeg | 85 0.544 - 1.87 5
Buginess Sense'and B4 0,832 1,00 -5
Curioglty " _ _ o
| Computer Literacy | 85 | 0.875 L.09 5
| Manacing Diversity 85 0,885 1,00 5
[Pregentation B3 0,800 1L.00 5
| Skills : 2 _ _
Interpazrsonal -85 ' 0.7B6 1,00 5
Conflict Handling ' - .
and Negotlatlon
| 8kille R R _ _
Communication ' 85 | 0.7342 (| 1.00 5
Skills _ : _— R K o
Rigk Taking - . BS5 _ 1.121 1.00 5

Three competenaiea had minimmm ratinga of 3, 607 on the

'developed interval scale:

- Achievement motivation
“ analytibal Thinking and Judgement

- Self-confidence

‘This means that all the respondent attorneys considered
thaege competencies to be at least Iﬁporhant. The
vatings of these three competencies also had the-amallast
'standard deviations of all the compatencles, namely
0,524; 0,575, and 0,576 respactivaly, This indlcates

that thewe was. general ‘agreement on their iﬁporhance
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Table 11 sets. out the results.of additional statistical
anaiyais of the data onm the importance of competencies.
The standard deviation of the ?atingélbf aach cpmpatency'
is et out togather with the minimum and haximum-

resealed scores for each competency.

STATTATTIOAY ANALYSTH

" Compacency T 1 Count | Standard [ Minimum | Makdmum
L - o ibevlatdon | | .
BEficiency -85 0.633 . [ L.8 -8
Orxientation _ _ SR " _
Aahlevamant ' BS 0.534 3.867 5
 Motdvabdon . - L _

| Initiative . 85 | 0.596 - 1.87 5
 Concern fox Qrder ; 84 0.618 1.87 5
Conceptual - 83 ‘0.86% | 1.87 5
Thinkin : A — "
Btrateglc 84 0.682 1,87 E
Pergpective _ o o .
CAnalytical — [ o3 0.575 3.607 B

| Thinking &

{Judgement N - _
BeTf-confldence | B4 0,576 | 3,607 5

| Self-control 84 0.662 1,87 5
Stamind / Tenacity| B8& { 0,699 | 1.B7 5
Concern with 84 ¢.810 | 1.87 &

| Perponal Impact _ e
Interpersonal "85 0,860 1.00 5
| Sensltivity L . _

| Dlxect Persuasion 8% 0,580 1.87 B

| and Influence . _ - _
Developing Others 8B _0.836 1,00 5

| Managing Staff 85 1. 0.843 | 1.00 5
Group Management a5 0.713 1.00 5

| and _Teamwork e — _ _
Relatlonsnlp - 85 ] - 0.75L . - 4.00 g.
Bullding . " —
Adaptability and | 84 | 0.718 | 1.00 g

(Regilience N _

Concexn with "84 0,520 1.0 5
Inpact
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Ad the rescaled data was agsumed to be interval data,
the rescaled mean ratings of the importance of tha.al
| competencies were calculated. These mean ratings were.

usad to rank the competencies and the results of this

Iranking are set aut in Table 10.

[COMPRTENCY . - T ] MERN
Efflclency Orientation _ ' | 4,3%
Analytical Thinking and Judgement — 4.26
Communicaticon Skills IS .t 4.28
1Initiative L o424
ge k- contidence - R I A, 21
Achievement Motilvation - S ' ' 4.20
[Brodugtkivity Orientation . ' 4,13
-IﬁkgipersonaI_bonflict Handling and Negotiation 4,10
8 g . . _
[Finanaial Skills . ' 4.09
[Gtaming / Tenacilty. - S . _ .| 4.08
Managing 8Staff - S _ _ 4,03
[Self-control e o o 4,02
Concern fot Oraer - N L 4.0l
[Conceptual Thinmking B 4,01
(Computer Literacy o | 4.490
[Btrategic Perspective - _ o 3,99
[Direct Persuasion and Influence ' _ 3,95
Greqp Mahadement and Teanwokk : e _1.3.88
Adaptability and Resilience o 3.83
Parceptual Objeativity ] K il . 3.92
[Accurate Self-assessment. ' I " 3.87
[Idefitifies Options in order to Prcgresa | 3.86
Pregentabion Skille . _ ' 3,85
Relationship Bullding o - N ~3.83
Business Eensa and Curiositv o ' 3.80 |
eveloplhg “Othezs o L 3.76
Interperaonal Sangitivity o - 3,69
[Managing Diveraity - " _ T 3.67
[Concexrn with Personal impact - ) 3,62
[Concexrn wibh Impagt - _ | 3,28
Rlsk Takiqg T ' 3,03 |

Efficiency orlentation obtained the highest mean rauking
and risk teking the lowsst ranking‘
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3. The numerical value of the scale points was

recalculated.

Detalls of the results of th:.s procedure and t:he
interval acale generated are set out in Table 9.

TARLE 8¢ @ CALING OF FIVE-FOINT vm_nga;_gg_n_h____

. LR 2ORTANCHE OF ¢ ENCIES
| Verbal - TEucLidlan. L=AP§Qrtionedf_Resaaled“
‘Beale - | Distance To | Digtance. i fValue/ - B
. . " I Next Point. R 3y .'Fivawpoint'ﬂ”
- [P L Interval_ s
S I A L L [ Scale o
1 [ Very hittle =] - [ 1,000
| Impoxtance L R .
2 [ Likkle - T 1774 ' 0,870 1,870
| Importance ] _ _ _
3 | Important 3541 1,737 . 3,607
4 | Very _ 964 ,473 | 4,080
| Important _ . - =
B | AbgoluLely 1876 ~ 0,920 5,000
Epsential . _ .

It is evident from Table 9 that the interval scale is
differant from the aaaumed numerical values of 1, 2, 3,
4 _and. 5 of the verbal five~point rating scale. The
rasﬁltant interval scale shows that Important amnd Very
Important are extremely .clgée (3,607 to 4,080 rathexr
than 3 to 4J. There is also an unusually large gap
betwaén Little Importance and Important (1,870 to 3,607
- mather than 2 to 3),
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verbal rating sdale was ordinal and therefore also
 subject to this limitation. This meant that the data
dould._oﬁly? be pubjected to 'noﬁ~pafametrid statistical
_aﬁalysis and not parametric statistical analeis such as

‘multivariate statistical amalysis.

Eehdixen & Sandler -(1994) state -that. b is. of -
écnsiderable practical value to be abié-to convert thege

© varbal Scalas.intﬁ interval data and that correspondence
_énalysis_is autechﬁique that can be uged o résaale-such

data, .

Tt wam therefore decided to subject the data obtained
-ffoﬁ the questionnaires on. the impoxtancé:_ﬁf the
competenciés to coriéspondenﬁé analysis. This reécaled '
data ééﬁ; be  asgumed “to be interval in nature which
allows a rich array of numerical manipulation and
_statistical dnalysis to. be performed” - (Bendixen &
Sandler, 1994_?. 4).. - ”

The manner in which the data was rescaled, followed the

procedure sst out by Bendixen & Sandler (1994}, namely:

1. . The Euclidian distance between the scale
points was calculated,
2. This distance was apportioned across the

dintended length of the scale,
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g-_m_s 1 7:  CLUSTER ANALYSTS REPORT: _SIZE OF PRACTICE

[To. of  , Percent of Variation

Qlupters e Lo s
I1 _ log go ******************w********w*******
1 dk Rk KA Rk :

2 26-,09 ‘_***‘k‘#*‘***_*****

3 10,14 *dkdkdkdk

) §.75 HRFK

5 4,8L *k%
& 444 75
7 3,77 _*%

8 1.94 * -

TABLE 83 gwm':s-r:c;m SUMMARY OF CLUSTER ANALYSTS REPORT
| Break | Gount "Maaﬁ;f L standard _ ,Minimﬁm;;max4mumJ-

S [ Value | g0 o | pevdatdion | oo o
1 : 55 | 6.818182 - B.BE6B06Y7 L 122
[ 29 |39.10345 |13.77458 25 |80

Baséd on .the feaults'.oﬁ the #lusté: analysis it wae
dedidéa to test the research propositions set out in
~ paragraph 3.5 on these two grotpings,

5.4 Impor;ancq@gﬁ_ggmpgggngigg

B.4.1 Ranking of M _

The questionnaire listed 31 &.deiﬁtifi’end compet'enciaa and
the respondent_s were - zgked ko rate the impoxrtance of
" these 31 dcrﬂpetéandies using a five-point wverbal rating
gcale. According to Béndixen (1s8L), although the vaat.
hajority of'rasearch uses ratiﬁga scalas such. ag the
five-jpoint'Likert: acale; thig type of scaling iz ordinsl
-ﬁnd therefore only limited statistical analyais. gan be

performed on it., The data obtained uaing the five-polnt .
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relating to size of the practice was therefore gubjected
| to'. cluster anaiysis to identify any possible groupings
of the data. .Aaker"_'& Dé._y (.1993._}  comment; that cluster
analysis is "uaed_ to identify .peoplé,' | objects, or -
variables that form natural groupin'ga. or clustr;-'ra. 3
Aucording to Green & Tull (1978) cluster analysis is an
.apprcpriat:e tecﬁnique for achiEVing_. ‘the objé;ct:lve of
separating rows of the data 'rr_za_trix ‘valled objects into
" hemegenous subsets or '_groups such that each object ils
‘mere like other _objeé_ta in its group than like .objects

duhside:_ the group. S o
The c.lut'er ‘analysis réﬁ‘ealed two diBt:intﬁt: gi'oupings of
practice gize, namely small firms of attorneys énd_ large
fimms of 'a_ttqrnay.. Tables 7 and 8 contain a cluster
analyéis_ report and gtatistical summary of the__ _ clu_stai::
analysia.report, The'grbupihg-of small firme consisted
of firms w.th less than 22 practising attorneys in the
firm while the grouping of large firms consisted of
fixms with 25 or more _pr_'act.:is:i.ng attorneys. SEmall firms
ma_.de. up 65, 9% c_:f the sample and large fir_mé 34,1% of _thé

' sample .
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" The size of practice data relating to the regpondents is
get out in FigurE'-'B'. The X axis -_répresent the 85

‘respondant attorneys and Y‘axis_répresentﬁ the headcount

in respect of number of attorneys and number of other -

ataff ernployeFi'-'_'_ -

 FIGURR 3: SIZE OF PRACTICE

 Practice Size
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1 Tt was originally proposed that the. sample could be
divided into three groﬁpa; attorneys practising in small
firms, attorneys bradtisiﬁg in medium sized flrms and
attorneys practieing in large firmes, When attempting t§
~analyse this data 1t was vclear that this_ propoged

diviaion was not as précise as was expected. The data



312

5«3'; - ~ .
Tt ﬁas decided to base the_siZe of the practise in which:
the attorney . operates on the number of attorneys

" employed in the pragtice for a mumber of reasons:

A, It was congidered that the pumber of attdrneys
: ié indicative of the humber 6f-othér stafs
employed in-the'prautice} This is shown in
: Fiéure.s which.showa the trend that as the
number of attorneYs.increase; the number of

_'othéf=aﬁaff-incfeases.--see Figure 3.

B ' fhe study fooused on the attcrﬁey,.énd it was
o bélieved that the number of other attdrnéys

- employed in the practice will directly affecﬁ
" the managariai and service'dompeténdies'of 

attorneys.

e, | Several_respondents:did not sﬁPPIY'the
requested data for number of other gtaff
- employed in the practice, whereas.all the-
.respondénﬁa completed the requeated_déta
rélating to number of attorneys.amplOYed'in

the practice.
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5.3.2 'Lengfh_of Service
The length of service profile of the respondents is set

out _in Table &.

. TABLE 6¢ LEN OF BE C

Length of Serv;l.ce a0 Number :-E_eroenﬁage..___\-__-_.__'
T -5 Years | 300 SN

5 -.10 Years o 12 P 14.12%

11 - ~ 20 Years - 28 _ 33.94%

Qvar 20 Years . - 25 - T 29.41%

In 'éll,_ 62% of respoﬁdeﬁts had -more' than 10 years
Borvioe - as . attorneys, and 76% of resbondeots “had
..'préot:ised for rﬁor_e than 5 years as’ attorneys - Tﬁe'

'represent:ation of - attorﬁeys : 'in _eac_!h category ' was
_considered to be good ‘with an even “distribution acrogs

the cat-egories_.

It is submitted ‘that age and '1erigth of practice -serv.ice
éa an' attorney are highly 'oorrelated ' This is shown by
a comparison of the data in raspeot of these two
var:.ables, e.g. 151 of attorneys Were bet:ween the ages
of 20-29%‘ and 14% of attorneys had practised for less
than 5 years When congidered together,. the two
' var:.ables, age and length of service show a good spread .

of work exper:.ence in the sample group
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5.3 Demographics of the Sample .
The  first section -of | the questidnnéire .elicited
piographical data frbm the respondents in respect of
' age, langth of practfde experience'amd praqtice'size;

_ These variables are discussed separately below.

The age prufile of the reepondents is set out in-

TABLE 5; AGE OF ATTORNEYS

Ege . . _ ~ ] . Dercentages. ...
20-29 Years Old '15.29% '
30-39 Years 0Old . 32.04%

[40-49 Years Old — 27.06%
50-59 Years Old T 15.29%

Qver 60 ' 9.41%

A total of 49% of the respondent attorneys.were between
the ages of 20 and 39 and 51% were over 40 years old..
In all 61% of the respondents fell ihto the_ccﬁbined
category of between 30 and 49 years  old. It was
considered that these results showed a gocd:distribution
of respondents.across the age categories. .This would
alsc translate inﬁo a gocd spread of experience in the
' sampie group as age . ie highly correlated with

. . axperience.
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The 't’;{uestionﬁaire had been sent out with a return
postége paid self-addressed envelope . The adcdnpanying-
- letter bfrqm_ the _Associatiqn of Law Societies was

.intende'.d to enhance the credibility of the research and

' to theweby obtain the co-cperation of attorneys as

r_ecomrﬁended by Mbéer_ & Kalton {197:1.} . 'Owing ‘to time
'c'qnstraintis attorneys - were requested to returnp _Ehe_
' Iqﬁe‘stio_ﬁnaires within a 2 week period. This relatively _
short 'period'_ pmbably aff_edted ' the ‘response  rate
adﬁrersely. ' Hoﬁever, ~a large number .of'. que.stiohn'airés_
were received after the deadline. When attorteys were
. telep'hc_:ni.call}} co_ntadted, “the regearcher was told that.
elther théy had not received  the questi'qhnaire and had
no knowledge of it, or it was in their in-tray aﬁd they
would a_lttiend to it. The month of Novenber iz a busy .
'perio& in most businesses as people try to conm.lata.
watters before Elﬁe__r December 'h'r:_aliday peﬁ:‘icd'. ‘These
fa&_:tora may have contributed to ﬁhe low respoﬁse_ raﬁe'; |

_ .
Based on the above congiderations - and owlng to the
constraints of time and money., the mize of this sample,
although less than the sample of 390 propbsed in

paragraph 4.4, was considered sufficient.
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* A = BAccept null hypothesis
| R = Reject null ﬁypothesis_

The follewing chapter containg a discussion of all the

. results presented in this chapter.
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TABLE 17: T.TESCS: NEED FOR TRAINING

[VEANS

COMPETENCY T VALUE| PROB. | DECL- | MEANS |
' S SION* | SMALL | LARGHE
Efficiency 1.2c087 0,231% A R I
Crlentatlon |
Aahlevement 0.7191| 0.4307 A
(Mot ivation R '
Inltiative 1.4395] 0,1541] B
| Concarn for OCrder 0.3229) 0.7476| A
[Conceptual. Thinking; -1.84901 0.8538 A
Strategic - ~1.37137 0.1741( A
Perspactive ' N
[Enalytical Thinklng| -0,5566( 0.5794 A
& Judgement - N
Self-confldence. - 2.2015]| 0.0307] A
gelf~-control - 0.36544[ 0.7322] A
[Stamina / 'I'enac:l.ty L, 6607 0.1007] A
[Concern with 6.7 0.4787 A
| Personal impact S RS SO
[Interxpersonal 1.5390] 0.2520 A
(Bengitivity _ e :
Direct Perpuasion & 0.336E| 0.7373 A
Influence | R :
[Beveioping Othexrs | -1.1768] 0.2438] & )
Managing Stagff -G,9692[ 0,3354[ A
Group Management & | -1.4843] 0.1417 A
Teamwork . — _
Relationship T-0.5332] ¢.5954| &
Buildiu : _ o .
Euabnity A 0.5897| 0,8571 &
Regilience — o :
[Concern with Impact )| -0,.2168) 0,8292] A
Acourate SeLt- "1=0.,3280; 0.9739 A
 |azgessment _ _ —
{Perceptual «-Q.2128[ ¢,.83L8F A
Objectivity o _
Tdentifies Options | -0.6440| 0.9488] A
to Progress . _ 5
[Productivity -~0,6545] 0.5147 A
Orientatlon e
[Flnanclal Bkilis ~0.6550] 0,8690 &
BUEiness cense & ~0,12301 ¢.9902 A
Cardoglty -
Computer Literacy [-1,6633]| 0.1002[ A
. [Managing Diverslty |-0,5727] 0.5685] A
Presentation sSkillg|-0.1855( 0.8768] A
Intarpersonal _ 1,4230( 0.25€68 .
Conflict Handiing & :
[Negotiation Skills | -
Communication 0.7626] 0.4479 A
Skills - i _
Rigk Taking 1.,B863| 0,067L] R _|2,345 |i,B54
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Building - - _ . _

Adaptability & 0.274810.7847 A

Resilience - N S _ L
-[Congern with - 1.6861{ 0.0958 R 3.426 [ 3.078

Impact : : _ _ ! :

Agourate Self~ | 0.7273[ 0,4691 A

|agsessment . _ ] _

Perceptual ' 2.1106 | 0.0413 (| R 4,049 | 3,603

Objectivity : . NS ' -

I&entifiea _ -0,0800] 0,9285 A

Optiong in order : _

Lo Prodgress _ L .

Productivity | L.7401(0.0893 R 4,266 | 3,807
|Crientation o : —— e iR .
 |Financial Skille | 0.5544 ] 0.5808 [ A | 1
1Business Senme & | 1.7675|0.0844 [+ R 3,936 [ 3.557

Curdosity -} " N 1 ' :

Computer Literacy|~0.5806: 0.5831 Y

Managring _ -0,03g2]0.9709( &

|Diversity N PR LR CR

Pregentation 1.3665( 0.1737 A

8kille ' _ A —
[Intexrperaonsl | L.71137.0,0208 R 4,206 | 3,910

Conflict Handling| :

& Negotiatmon

Akills o N |

Communication 0.3085(0.7589 A

[Bkills . | ' _ o _ N

Rigk Taking | 2.6682[0.0418} R 3.225 1 2.704

* A = Accept the null hypothaais
R = Reject the mull h?pothesis |

- These results are dimcussed in the next chapter.

5.6.3 lee '?c_ ead

The ratings of the two sub-groups -on thé need for
training'wgra alge subjected ta T-tests. The T~tasts
revaaled'only.ona-aignificant'difference~in respect of
the competency Risk Taking, The xesults are set out in

Tahle 17 and are discumsed in the next chapter.
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‘I‘ha' mull and alternétive hypotheses f’ormuial':ed. to .tast
. practice size diffeverces in respect of the data on the
_importan:'ce- of each cofnpebendy are get out in paragraph'__ |

- 3.8,

The results of the T-tests revealed that a number . of
gignificant diffei‘enqes- existed 'in. the means of the
_ i:ét_:i_.'ngs _éf the itﬁportanc.e of _6ompeﬁ:e_ndieé. '_The_ re.aullt:a'_
) are set out ih--'l‘éble 16, .. | "

TABLE 16:  ‘T-TESTS: . IMPORTANCE OF COMPETENOIES

COMBETENGY ] T . | PROB:. | DEGI-| MBARS | MEANG
e oo | YALUE ol o | STON% | SMALL T LARGE.
Bfficiency 0.278210.7815 A
Orientatlon ' _ - o
Achievement . 0.939]1]0.3540 J:3
Motivation = -
[Initlative 1-9.21680/0.8280 | A
|Concern for Qrder| 0.61431 0.5407 B
Coneeptual -0.0697| 00,9446 A
Thinking S A A I N
Strategic T [=0.2462 | 0.046L| R | 3.873 | 4,200
Perspedtlve : I
Analytical ' =~2,1404 [ D.0384 R 4.1604( 4.439
Thinking & '
Judgement =~ R
Self«-confidence |~3.8550]|0.7008 | &
[gelf-control 1.0681|0.2887 ]| A . ' .
S8tamina / 1.7022.10.0926| R 4,180 | 3,919
Tenaclty : . - 1 '
JConcarn with 1.1968 [ 0.,2350 A
jPerscnal impact N _
Interpersonal "0.2137] 0.9097 A
Senaitivity . N
Direct Perguasion| 1.5293(0,1151 [ A
- |&_Influence _ A S R
Developing Othevy|-1.0201]0,32291 A
[Managing Staff ~1.64590.1086 | A | |
Qroup Management |(~2.2589|0,0268 R 3,840 1 4.27
& Taamwork L _ - '
Relapionship [ 0.7735]|0.4415[ A
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faotor groups competencies together which relate
directly to managing people and was labelled as
“Managing People Skille', o D

B8 E;'ac_t:ice_ 8i gg. )

_.As- stated: sarlier the - research soxight _.t:c:. establigh
whether - attorhe?s 'praotising in 'difﬁérant' pized
"praqtices. reqﬁired_-differann'_manageéial ard sérvidé'
cotpetencies. In effect, thim would be established if
~ attorneys practisinﬁ in different aizgd_pramticeé rated
the importance of Ehé dompetancias differeﬁtky and 1E
thEY_pkioritiaed their training.needs:differantly.

‘The cluater analysls lad revealed two dimtinet b
groups in the sample; attorneys practising in small
£iwis and attorneys practising in large firms, T-tests
were perforﬁed on thé ratings of the impbrtahde cf the
competencies by attorneys practising in shall firmes and

thoge practising in large firms in order to determine if
| they WEré-significantly'differenﬁ, 'Owihg ko the mize
_ cf_'tha sample it was decided to adopt a 0,10
slgnificance 1évél for the T-tests. This meant that if
the probability value was less than.o,loé the null

~ hypothesia was rejeoted.
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' The Elgen valués EUMBALY genér&ted by this analysie and
'#hé Scrée p1ot are set out in Appendix 9. The results
ghow thapiaeﬁen factors had an Eigen vaiﬁe greater than
one. However, a two factor solution was chosen as it
wag felt that only two factoxs were well defined-and'.
: readily 1nterpretable. Tha.'rotated factor loadings .

{varimax} are set out in Table 15, Factor . loadinga above

'_ 0,7 wers accepted to deflne tha faatora

 TABLE_1S: 'yggn-goﬁ TRATNING: FACTOR LOAD ;Ne.:;van;g&z

' FACTOR 1 - PERSGN%L CHARACTERiSTICS = FACTOR
I i LOEDING
EOE control o e e __-0.B40
Stamina / Tepacity _ . 0 »0.803
Self-confidence ' ' 4 =D0.B0C
Adaptabllity & Resiilends . ~0.766
Accurake Self-agsesdment = _ | =0.738
Perceptual Objectivity e __=0.739
Conceptual Thinking . ____~-0.701
[FACTOR 2~ " TARAGING FEOPLE SKI SRICLE | FACTOR |
. | roADING
Managi g DIveraity ) _ 1 0.792
[ Gxoup Managemént & Teamwork Q.777
| Managing Staff _ . 0,738

The above shows that there weré two groups of
* competencies which the respondents _refiected. through
their ratings aé beiﬁg_cloSely related to each other.
The flrat group which ~has beer labelled Personal
Characteristics, all relate to compeﬁenqies which ean be
chaxﬁcteriaed as.having an internal locus of'control énd
can be geen as inhervent and..personal compeﬁenciaa ag

they are closely connected with “the self'. The second
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contrast the standard deviation for need for training
started at 1,027 for the competency Developing Others
and went up to 1,422 for thé dompatency'Busineag-sense

- .and Curiosi#y.

_ The smallest standdrd dévia?:ions refledted in Table 14
were for. .ﬁhe competenniés : Dévelcping . Others and
Parcaptual 'Objecﬁivity. This caﬁﬂ be interpratéd. aa.
mt-*_eiriing ‘that therse was more consensus - amongst the
| respondent.  group _éﬁ the neéd_ffd: training in  these
aompetencies than thé_ qthgr: compétehqies. The 1argéat.
standard deviation was in'.réépégt- of the competenCY':
Buginesa Sense & Curiosity. ' This mgans_.that tha
' i'espondants. diségreed more .on' the need fdr .tr_a:l.ning _in.

thia competency than in all the others.

5,8,3 Factor Aﬁg‘lys"ia. _

The rescaled data in respect of the need for training
wag algo subjected to factor analysia., Asker & Day
(1983)' state that _facﬁor analysis haé two primari

functions in data analysis:

- to identify underlying constrﬁcts in the data; and
- to reduce the number of variables into a more

manageable set,
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[Identifies Optiong]| 641 1.322 ] 1.00 5
in orde¥ to
| Progress . . . - .
| Productivity 1. 84 Ay32% 1.00 5
Orientatien o :
Fipancial Skillsg 84 | 1.401 ~1.00 ~ 5
Bugihess Sense and| 83 1,422 ) 1.00 B
Curiogity _ o
Computer Literacy -{ 83 _1.265 1,00 - B
Managing Diversity! 84 L 1,345 _ 1.00 5 _
‘| Pregentation .84 1.2%95 1,00 5
| 8killg - -] . ui ' L
Interpersonal ' 8l 1.270 1.00 - 5
Conflict Handling :
and Negotiation
Skilla L . L _ Jd o
. [Communication 3 | 1.397 ~1.00 | 5
| Skills A SO | N D
Rigk Taking_' _ 83 ' 1,153 .00 5

It im interesﬁing to note.frbﬁ the above data thaﬁ'theré
was a wide distribution of scores for every compatency
ag each competency had a minimum of one and a maximum of
five. _'i’hié i gniike"thé ratings in ragpact of the
itﬁportande of -competeticles where theré wag genheral
agreemehﬁ on éome of the competencias;  Thig means that
:I.ﬁ gehera:l_ there was wore consensus 'amongst ) ‘the
raapondent ~ ‘attorneys regarding the importance ‘of
competenciss than on the need for training,  This was
to be e_:ipéated as the need for training _réfe:rred to
- individual needs and was tharefbre_individuélly basged.
The above findings are also reflected in a comparison of
the standard deviations as a whole for the impbrtanCe of
competencies and the standard deviations of the need for
training. The standard davia_i:'iona in raspeat of .' the
importahcé of competanciéa ranged £rom '0f524 for

Achlevement Motivation to 1,321 for Risk Taking, In



. 124

5.5.2 ther 8t

tical

 Table 14 sets'Out'the‘resulta of additional statiastical

analysis of thg data telating to the heed for training.

The standard deviation of the ratings of each competendy'__f

is given together with the minimm and maximum scores

- for euch competency.

“COMPETENCY COUNT |- STANDARD - MINIMUM
N .| DEVIATION-| ET
Efficiency 84 1.185 1 00 5
Oriertation - _ o o
Achievement 83 1,212 '1.00 5
| Motivation o . '_
Initiative 81 1.192 1,00 .5
Concern for Order 83. 1.257 i.00 5

| Conceptual 83 1.209 1.00 5
Thinking : S _
Strategic 83 1.137 1.00 5
Parspactive . - :
Anslytical R 1.285 1.00. g
Thinking & - ' -
Judgement - _
Self-confidence 83 1,143 1.00 . 5
Self~-control - B3 1.31L 1,00 5
Stamina -/ Tenacity R 1.213 - 1.00 5
Concern with 83 1,125 | L.00 5
Personal Impact ' - : . _
Interpergenal B3 1.138 - 1.00 5
Sensitivity s I o :
Direqt Persuaglon | 83 "1.270 1.00 5
| and Influence o -

Deveiloping Others | 81 1.027 1.00 | 5
Managing Staff ; 82 1.199 1,00 5
Group Management - 82 1,244 1,00 5
and Teamwork B _ ) o
Relationship 81 1,232 1.80 5
Building - . ' : . .
Adaptability and ER) 1.260 1.00 5
Resillence o —— _
Congexn with 82 1.1849 -~ 1,00 &
Impact o ' —
Acourate 84 1.235 .00 5
| Self-amsesement 1 . . -
Perceptual 83 1.098 "1.00 B

Objectivity
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need for treining in the identified competencies . were
aleo cainulated. . Ag. before, these mean ratings ware

used to rank the competencies in regard to the need for

o trainihg and the results are set out in Takl: 13. ..

——

Stamina / Tenagity

AEQE 13: ;ggg OF m____,l} FDR TMIMNG
' COMPETENCY _ MFRNS
CDmputer Literacy 3. 76
Financial SKLLLs . - 3.35
[Productivity Orientation 3.16
[Buginess Sense ang Curiosity - "3.07
: Intergerlonal Conflict Handlfng and 2,94
[Negotiation 8kille
Communication 8kills 2.90
[Managing Diverslty ~2.B1
Bregentation Skills 2.80
Group Management and Teamwcrk 2,78
[Managing Staff ' _ 2,74
. |BEficlency Orlentatlon__ _ 2.69
[Relationship Building 2.68
Developing Others ' - 2,62
[Ldentifies Options in order €5 Prcgreaa- 2,60
[Strategic Perspective 2.52
Ahalvtical Thinking and Judggment 2.51
Direct Perguasion and Influence 2.48 .
roncern for Order 2.42
Conceptual Thloking 2.42
Achievemeni Motivation 2.223
Atcurate S8elf-amgegsment 2.237
Interpersonal Sensitivity 2.18
[ Initiative - 2,17
[Concern with Impact 2.17
Perceptual Objectivity 2.17
Rigk Taking 2.16
Adaptabillity and Repillence 2,11
Conicern with Personal impact 2.08
Self -contidence 2.03
Self~vontrol 2.01
- 1.8%

Computer Literacy and Pinanclal 6Skille abtained the

highest mean rating and Stamina/Tenacity the lowest mean

-ratlng.
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5;5 Ngég for Trginigg.
5.5. : ng. Means _
As the data obtained from the reaponseg on ﬁhe need for .
Eraining: was also ordinal in nature, it':too was
.sﬁbjécted to correspondence ' analysis and an intérv&l-_'
 scale  deve1oped_'iﬁ' the same wmanner as described in
ﬁaragraph. 5.4.1, .Detaila. of the reéults_ of this
procedure and the' interval scale-:devéiopéd in the

process are set out in Table i2.

TABLE 12: RESCALING OF FIVE-POINT VERBAL SCALE TO - =

“VERBAL SCALE. | BUCLIDIAN

-_AQEQRTIQNEﬁg;ﬁsgd3?§n¢3{j
| ¥EXT 2OIN :

‘DISTANCE

“1 To Need for
1 Training

3 | Very Littis “B07 | 0,544
Need ' ' :

3 |Need for 1874 1,265
Training

Z [Great . 2731 | 1,834
Need '

§ | Very Great | 516 0,348 _ 5,000
Ne 1 . R S

The interval scale generated here ig also different from
the assumed numerical valuews of 1, 2, 31 4 and 5 of the
' five~§oint verbai rating scale, . Great Need and Very
Gfeat.Need are véry cloge (4,652 to 5,000 rather than 4
to B) on the developed scale and there is a large gap.
between Need for Training.and Great Need (2,800 to 4,652

rathexr than 3 ko ¢).. The rescaled mean rﬁtings of the
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'amongst' the 'respondents. Three other competenciea,
Ihitietive,e Direct Persuasion - and’ Influence and
Financial Bkills, also had gtandard devzatlons of less
than 0,6 which ghows that there wasg more agreement on

-these competenc;es than on the others.

The competency Risk Taking had the 1argest etandard'
" deviation- of 1 12 whlch reflacts the largest extent of
‘disagresment amengst the reepondents, - Thig wae
Elgnlflcantly more than - the next largest standard.
-'deviation_of 0,975 in reepect of the cempetency Computer

Literacy.

-The.reecaled_date in reepect'ef the ra

tings of the importance of compeﬁenciee: was also
subjﬁcted to fagtor analysis. 'The Elgen value summary

generated by this analysis and the Scree plot are gat

out  in Appnndix a. The summary revealed that nine

factors ‘had Elgen values greater than one., However,

several factor solutions were inveetigated but none were

readily.interpretableL'The factor analyeie therefore did

not reveal any interpretable'underlying constructs in:

.the data..
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Business Sense and.Cufidéity and it is not surprising
thérafcre that attorneys in amali firma dbnsidered this = .
‘oompetency to be more important than thelr colleagues in

1érger'firma.

Attorneyas operating in _.1argér' Eirmes  rated the
' ;competeﬁdiss. of Strategic Perspective, Analytical-
| Thinking and Judgement and'Group Management. and’ Teanwork
_'of_greatar_impoftance than did attofneys cpéfating in
smaller firms. Group Management and  Teamwork is -
bbviousiy of_mora.dcncern ta.large;-firms bedausa mbra
people are employed 'and” hore 'Work. 18 carried out by
‘teams than in smaller firms where éttorneys ‘operate
independently of gach other. In larger Efirmg more.wbrk
is alsgo dglégated. Madden  (1991b) bélieves. that.
individualism ' aharacteriges partnerships. Strategle
perspective is probably rated mora highly because larger
fizma have more factors impacting on them:and therefore
have to take a more macro strategic perspectiVE,.Wheréaa
emaller firmes would have more of a miore perspective,
King-(lSBS, p. 6) ét&tes_that_fin a iarge law fixm, ﬁhé |
essential coriterion is to.'enaura that the firm as a
whole moves foxward to the effective achievement of its
'_objéctives. This iz evidence of a oconcern with. a.

strategic perspective in lavge practices”,

-
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Although in terms of overall rating, Rigk Taking:was not
'considefed important by attorneys (ﬁean rating of 3,03},
giﬁ'is.nohaWOrthy'that attgrneys in small firms gave it a
highe: rating of 3,23 which ié still below the cut-off
for important, The overall mean rating of 3,28 (shown
in Table 10) for the oompstency Concern with Impact.
excluded iﬁ-aé a competency of impoftance_to attarneys} |
waefer,'the-mean cf'the'rating for this competendy by
' attorneys-dgerating in emall Eixme is 3, 43 which implies
that it is aonaldered comparitiVely mora important as a

compet:ency’ fcr thosa atto:meys.

The cothex competencles ﬁhidh attorneya in smaller flrms
rated of wore Iimpoitance veguire closer _écrutiny.
staminaZTenacity-gnd'Ewcductivity Orientation relate to
the individual output of the attorney. In a gmaller

- firm the pressure to perform and produge ave greater

: bacause of the lack of other income earners, Therefore
._graatgr staminéfwenacihy Care required, Percaptual
Objectivit? and Interpersenal Conflict Handling and
Negotistion Skills ave important behaviours for pecple
woiking in smaller, more intimate natural work gfoups(
Walker .(1992, p.l52) states that "managers  are
entrepreneyrial when they meavch purpogefully Sor
changes, respond to | them, and exploit them aa
opportunitiest, Thiﬁ statement is very similar to the
behavioural dindicators which duscribe the competenay



142

BBLE 13&__ggmpan:son OF Imponggggg ggmg TENCIES

“MEARS I MEANS
L ' Lo e SMALL FIRMS LARGE FIRMS
§ Strategic Perspective ' 3,87 - 4,20
Analytical Thinking & [ 4 7 4,44
Judgement ~ o -
Stamina & Tennclty 4,19 3,92
Group Management & 3,84 g 4,17
Teatwork ' ; _ .
Concern with lmpact N 3,43 3,08
Parceptyual Objectivity . 4,05 J 3,69
Productivity Orientation 4,27 | 3,91
- | Business Senses & Curdogdty | ~ 3,94 | 3,56
1 Interpersonal Conflict -oa2r | 3,91
Kandling & Negotiation - N
| Skills . 1 _ -
| Risk Taking — . 3,23 2,70

Attorneys in small £irms rated SEamina/Tanﬁcity;
Pereéptuél Chjectlvity; Productivity Orilentation;
Business'Sense and Curlosity; Interpersonal "cdnflict

Hand_ling_ and _ Negotiation &kills; and R:Lsk Taking of
greater lmportance than attorneys in 1argé flrme. These
competercies - can be described as characteristics
required by managers in 'améller entrepreneurial type

.organisations.: The higher ratings of these competencies
by attcrneys iIn small firms. iz probably dﬁe to the
limited resources and support-'atruaturas _availﬁbla té
attorneys operating in smaller Firms. Attorneys
operating in largen firms-_will have more. checks and

balances; more support atructures; and more rascurcas

'-'aVailable to them and therefore would not he expacted to -

donsidar these competsncles to be as important as

attommeys in'amall firms.
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' 6‘.2,.3' Relationghip hetmeén Ranking .gﬁ' Cormp .ageng' ies &
8lze of Efactigg' _ _ _ . C

It was proposed " in parégraph 3.5 that attérnéys

pr.actisi.ng' in different gized pradtices would requive

- different managerisl snd service compstencies to perform

effectively, This would be shown if there was &

 significant difference in the ramking of the means by

attorneys practising in different sized 6rggnisations,_

'_Thé clustaf_éhalyaia’ﬁad"ravealed'twb distinct gfoupings
-_cf_praqtica aiie, namely attorneys-operétimg_in_small
fixmg and attorneys cperatiﬁg' in lé:cge Eirme, The
‘results of the T-teata carried out on the vatings of the

- importance of the competencies are set out in Table 16.

The T-tests revealed that thera"waa__a significant
differahca in the rating of 11 of the 31 campetencies
set out in Table 16 by attorneys pract.ising in smali
flrme when aompered  with the ratinga of attorneyﬁ
- practising in large-firma; This means that'attorﬁeys in
the two groups differed on 't:he_ importances of 11
competencies. waevar,'in aiso'means that there was a =
great deal =f consensus amongs attbrnéya, irrespective
of the gize of the pwactice'in which thay aperata; in
- regspect of the otha_r 20 compet:enciaa.-_ A ccmpafison of .
‘ the weans of the ':wo groups in rempect of the 11
coﬁpetanciqa ig set out in Table 19.
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Bfficlency Orlentacion
Achilevement Motivation
Conmunication 8kills

| Courtesy o Communlcation Skills

o | Intarperaonal Confllct
Handling &

Negotiation Skilla

Communication T Comnunication Skills
' - | self-confidence
| Interperyonal Conflict
Handling &

Negotiakion skills

Crediblility S | Communication 8killa

' . ' . Interpersonal Conflict -
Handling &

.Negotiation Skilll

| gelf-confidence

Security ' Communication Skilla -
T .= . {lIntezpersonal Conflict .
S : © . |Handling & S
: ' : Negotiation 8kills
Salf-confidence

“Understanding E Analytical Thinking & '
: ' © | dudgenent
Communication Skills
Initlative
Achlevement -

| Tangibles - o Efficiency Orientataon'

: . Achlevement Motivation -
Initiative
Productxvity Orientation

The remaining 19 competencies with means abova 3,607 as
shown in.fable ld;.weré ali aonsidered-td be impoitant
for the attorney's roles of manager and.'aa:vice
_ prqvidér. In total 29 competencies were regarded as
'imporbant- characteristics or beha#iqurs nesegsayy fdr
the attorney to perform the mapagerial and service tﬁéks
and functiohs of his/her.job with competence in the nexﬁ

flve years.
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' disturbance__handler and' negotiator. - Initiative,

'Eelf~cmnfidence, 'CommunicatiOn Skills as well a8

' Shamina/Tenacity re important competencies for

Mintzberg's {1972) managernal roles of leader and

figurehead.

"F; The above teﬁ cdmpeténciaﬁ rated.as=very.imporﬁant
~ are alsd"eéaenﬁiai for the provision of & quality
service..-Table ia containa a_dompérison of these téﬁ_
cémpétanaiea with' the ten dete:mihants of service
quality of Parasuramsn et al (1985) set out in column
1 of Table 18, _[The tén determinants of éarvice
qualiﬁy are set out in Table_4 on ﬁages 62 and 63,] -
" Column. 2 ocontains tha competendy which it is
submitted ccntributes towarda the serviua quality

' detarminant,
TABLE 18; COMPARISON OF ; Euz;g;gn cgg_;gggg;gg_mzzg
SERVIC DETE
FERVICH QUATTTT T TRELEVANT COMPETENCY o~ . ]
DETERMINANT o )t o S
Reliability Bfficiency Oxientation
: : . Achievemant. Motivation
Produetilvity Orientation
Stamina & Tenac¢ity
- : __ i salf~gonfidence
Responsivenass T [BEficlendy Orientation
: : Initlative
Achievement Motivation
Productivity Orientation
8tamina & Tenhaclty
Interpersonal Conflict.
Handling &
. : Negotlation skille
Compatenge o Alli 10 competencies
| AQcasd ' o Self-confidence
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three competencies were components of Spencer &

- .Bpencer's (1993) generic managerial competency model.

¢. . BEnalytical Thinking and  Judgement  and
'Communication Skills.are traditionally gean asfstrong
" characteristics of attoxneys and it is not surprising

that these were highly rated. Nevertheless, it is-

‘significint that these &are seen as very important

competencies by attomneys in the context of theix
_roles of mamager and service provider. ILarkin &
Ferréira.{lséc) comment that the'funationallactivity
of cémmuniqations 18 an important'antivity for firms
in managing their rélationships with clients. In the
context of -service provision, therefore, the .

competency Communication Skille is very important.

D. Initlative and Self-~confidence are also important
Eraité for lawyers and _theranre they would be
Caxpectad to obﬁain. high ratings £rom lawyers in
respect of thelr roles of managers and service

providers.

B, Communication = skills  are 3150 ' lmportant
gampetenales fcr'Mintzberg‘s {1972} manageriai'rolea
of liaison; spokesman; and negotlator, as ig the
competency = Interpersonal Conflick Handling and
Nagotiation gkills for Miﬁtzbeﬁg'a (1973) roles of
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Productivihy Orientatioﬁ : _
_Interpersonal_Cbnflict Handling_and.ﬂegotiatioh
Skills L
Financial Skills

 Stamina1and Tenacity.

' The above ligt of competencies represents a wide range

bﬁ skills'andzg hUmbéﬁ'of obgervations can be made about

these competencies:

A, Spancef'-& ‘Spencer (1993, p. 199} produced a

genaric_manageiial competency model, ﬁhich was deri#éd
:frdm hodels_bf.compeﬁencies éf_an_entira range:af
E manégérs and  which fits all managerial dobs |

“reasonably well but none precisely”. Four of the
. ten competencies donsidered to be véry iﬁpﬁrﬁant by
the respondents are inclu&ed in the Spencer & Spencer
._(1993i model, naﬁely Bﬁalyticai Thinking & Judgament;
:nigiatiVe, - Self~confidence and .AchiEVement
Motivation,

B, No xespondent gave Achlevement Motivation,
- Analytical Thinking and Judgement or Self-confidence
a minimum rating of 1esé than 3,607 oﬁ the developéd
scale which means that all attorneys considexad these

- competencies to be at least important. These
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competency incorporates two. imPOrtanh’ elements- of the
' classical management school's definition of the tasks of
a manager,' namelyf planning “and .organiaing;' It alpo
- covers MintZBErg!s (1972{ manaéeriél roles of resource
allocator and monltor. "-Effid'iendy Orientation ism
consiﬁered an important competency for ény manager.and.
.ﬁaa preéeﬁt in some form or other in all the liste cof
écmpatehcieé get out in'Table.S éﬁ'paéés352; 53?éhd 54.

- In the light .gf'.Kanterlé--fISQSJ__absé:vatibn~'that'"a

‘different set of individual skills is requifed_in the'

future to meet the strategilc challenge of'dbing more

with less, it -is - encouraging to note that the
regpondente afforded thiz competency the highest' mearn

The following Ean compéﬁehcies obtained a mean score of
4,08 or more, which meant that the respondents
considéred_ﬁhese_competencieé to be very imporﬁant_for
the purposes of managing their practices efféctiVely and -

" providing & consistently high quality service:

-  Efficiency Orientation

- nalytical Thinking and Judgement
- Communication gkills

- Initiativé |

. Saif~confidence

- Achievement Motivation
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The respondents were asked to add any competencies which

t:hey t.hought were important. and whlch did not appear on
.the. list. A smal]-.- numbar of respondents did add extra
competencies and these are set out in Appendix 100
. However, it is& submitted'_that all these éddi;id@s were
.adequatel.y covered by the 29 .id_ent;ified co'mpe.tencies.l and
their behavioural indicators., The 'competency ‘which, it
i auggested covers the add:l.t:l.ons, ié et .quﬁ' :Ln..t:h_e_._
second column of Appeudlx 1c. - |
It is submitted that the remaining 29 competencies
represent a comprehensive list of managerial and
_' services _competeﬁciefs required for attorneys. Theée 29
competencies are related to efféctivg_ performance and
fherefdre the poss.esaion of these competendies will lead
to effective performance in the managerial and aervice

aapects of -an attorney's job in t:he next fz.ve yearsd.

§.2.2. _Ranking of the Importance of Competencies

A further aim of the research .aet out in paragraph 3,3
wag to prioritis.a .t:he identified competencies .by
determining thelr relative impoi'tance to attorneys. The
ranking of the means of each competency in order to

ach:l.eva thisg’ aim is Elet out in 'l‘able 10,

As can be seen from Table 10, Efficiency Orientation was

ranked. as the mosmt important competency. This
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.ccnn'petenqies of Concern with Impac'i:_. {(mean of 3,28}. and
Rigk .Takir;g (mea_n. of 3,03) were of 1itt3.é. impo:':ﬁancﬁe.
The remaining 29 competencies were re_‘ga_'rded_'by .attorneYS'
a8 being either important or. very importr:int for. the
éffectivé perfcrmanca. of their roles of 'manag‘ers énd-.

service providers.

As the aﬁtorneyfs profession is -inh_er'ently éc}nservat:i've,..
th‘e l.ow' :Eati:_ng of the cic;rﬁp’ataﬁqy of Riek Taking,- was . ko
be éxpéctéd. It was inserted following the -:E.iv_e ope:_:i-_
- ended int_érvi’ew_s referred to in parégra_lph 4.5.2_ whe:?f‘e.'it
'héld ‘been identified by one of the intarvieﬁeéa as an
important ccm_pétency. Névertheless ¢ it was nbt régarde_d _

as important by the respondents.

The competenay of Concex;n with Impact waws d_efinéd as
fthe characteristic of acquiring symwbols of _péwer in
order té have the ﬁ:ow:ar"' to impact others_;' interest and
_conde:m .in gtatus and repui:ation; being good .at
influeneing and persuading others.! It is therefore
gurprising that this coﬁpetency was rated so low. That
- part of the descriptor which _ref'ers_'. to “aequiring -
syr‘ubolé of power in order to have the power to impact
otherg! may. have -resulted in respoendents rat:i.ng_ this

competency in a socially desirable mannex.
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' CEAPTER SIX - DISCUSSION OF THE RESULTY

”This”dhapter contains aadisduésioh of the results sat_
out in the . previoug chapter. aThe ‘ragults :will he
_'diécuased_iﬁ cbhjﬁndtionxwith the research prapoaitiona

 set out in Chapter_Thraef

§,g,; _Tdent ggg ;igg_g__ggmgetenc;eg _
The primary aim of the research set out in paragraph 3.2

wag to 1dent1fy.;he managerial and services competencies':
_raquired of _aatornefé _by_ astabliahing the types " of
competencies - required : for .affecti.ve'_' managerial
perfofmance and for. the .p£OVisioa of a -high 'auaiity'
aerv1ce The results of thn gtatistical analyals of the-
data relating to the zdantlfication of competenc;ea are

sat out in Tables 10 and 11

‘Table 11 ahpws that  of the.Bl ccmpatencies'inqiuded in

the questicnnaire,'only two compateﬁcies had meanS'of
less than 3,607 on the daveloped intarval scale. In
terms of tnia seale,.a soore of legs hhan 3,607 meant
that the respondentm considered the competency to be Df"
1itﬁla ;mportance,:aa;3,607 was the cut-off point for a
rankiag af' important. As revealed in Table 10, the

- regpondent - attorneys  therefore  felt  that  the
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Step 6: . Train learners.

. Btep . 7: EBvaluate training results - This involves
| an assesement of on-the-job behaviouy,

following the training.

'Tha above 'éevan BLep . model is' a useful' tool for .
developing'ﬁraining”and development iﬁitiaﬁiveg.' It
Iisfcompétency'basad'and_bherefore.muéé have input from
_ tha'incumbants'iﬁ the-job.' IE:is guggested tﬁat tha

iﬁaﬂtified.'ccmpetencies_-could..féfm _tha. basis forz'
dgveloping the traiﬁing programmeé raferred in tﬁe
foilbwihg paragraphé- using the seven stap model of
Spﬁncér-& Spencexr (1993}, This research has compietgd
oniy the firgt gtep, but it is submitﬁad,: the most
important step of the model. 'The other oteps will
h'aire to ke completed by the orxganisation concerned,
Theﬁ -seven step model ip more sulted !:6 in-house
. organisﬁtional trainihg and develnpment inltiatives

than formal education at univefsity.

6.4,2, Training and Bdueation .cg Law ﬁ_t!ﬁgns-g at

: gvel .
Attorneys identified twenty nine managerlal and
gervice competencvies as being important for effeqtiﬁe-

practice management and service provision. Although
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gtep 2

Step 3:

Step 4:

gtep 5:

The-cmmpetencylmodel must'specify'the

competencies raquired for superiow

- performance in 8 pregent or future job

Tdentification of those competencies which

are cost-effective to train versus to selact

for. Although compatencies can ba trained,
it may e mere cost-effective to hire
_aomeone ‘who possesaea core competencies than_f

ke instil them in someone who doesn't.

ZSelect tha most cost-effective development

opbiona. There are many competency

develcpment optiona available e,g.

¥

formal competancy~basad training

~ development centves

T self-development resource guldes

- cOmputer and intexactive video- assiatad

gelf- instruction Job asaignments

- -mentoring ralationship_

Develop assessment methods and training

curricula.

Train trainers - The trainers need to'ba

taught in compatency content and competency

development process skllls.
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ag oy Traini

B.4. :.I t uq& o _
In_paragraph 3,6 it Waa_prupoaed_that the competencies
identified as'importaﬁt in terms of paragréphs 3. 2'énd
3,3 and in  which At was estaolished a need for .
'*raining existed in terms of paragraph 3.4 could be
uged a® =& basis for establiahing training “and
deveiopment programmes - for attorneys and prcspé.c.td_:ﬁre -
attorneys, A nunber of suggeationa ‘on - the uéa' of
compatenciaa in formulating such programmes is set ou’c"-".

' below.'

it waa cledr from the ratings of the means in reapedt
of the neéd for training.that attorneyé professed a
need for training in eight aompetenciaa which waze
described as buginess akilla and interpersonal /
'ucmmunidatidn skille. Dubols {1993, p. 119} states
that “learning after the. formal completion of
alementary.'or mecondary _educaﬁioh s no longez ‘an

option but an important necessity for most_perSQns”r_
Spencer & Spencer (19983, p. 294-288) list the
following seven steps for developing a competency-

‘baged training programme in a business environment:

IStep ls Development of a compestency model -
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amongst attorneys ragarding the importance of

competencies than the need for training.

- Of.the campéténciea_which_had a mean rating df-4,qs oL
highér in fes?ect_'of_ thelr importance,'_which meanﬁ
| EhaE thay were considered by autorneys to be very
. important, q@ly Ehs compéfencies communicapion skills;
Interpe#sdnal Conflict | Handling and.' Nagotiétidn
Skiils; Praduétivity'Orientation:and_Finahdial_Skiils
~ were percelved by attdrheys ag competencies in which a
need for training exiated. Théée-_dompatencieé gan
'théréforé,'.be considered thél cfiﬁical_'areas dn
practice management and - aakviée . pfovision which .
require training. They are vital skille for practice,
yat & heéd-for'tréining exigts in thase'skills.:-hll
'the' other . competencias' which' were zated as very
important  were not consildeved cdmpatendiaa where a

need for training existed.

The ~other compstencies which weve identified as
requiring training were oconsidered to be important. .
These were Computer - $kills, Business Sense and

| Curiosity, Managing Diversity and Presentation Skills,
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.uut-off .'of 2,80 for need for training. However, this _
rating of 2,345 is well above the cut~off of 1,55 for a
rat:i.ngf of Very Little Need on the developed scale, Thig
can be interpreted to mean | thar a larger nunber of .
- individual attorneyé in small firms perceived a need for.
training in Risk Taking than attorneys in larger fixms.

| - The fact that.ﬁhexe wag only one significant différande
| bui: 'of 31 poseible differences in respect of the need
for tréining.betwéet_x';mall_. 'fi_rms'. é.nd' _1ar_ga firmg can be
o ':'L'r.. gxprét:m'd. tb meain that' there was a greaﬁ .déal of
conpensus in reapect of tha nead for traa.ning in the

' 'ident‘ified aompetenciaa amongst al.l attorneys. :

Trairin d_ The I orténce.c fa) [

The ftean rankings in respeat of the igportance of
comﬁ:eﬁeudies are et out in Table 10 and the mean
rankinga in reapect of the naed for tralning are set
out in Table 13. & compari-on of these rankinga :Ls. _

discupsed below. _

The standard'deviations in respect of the ra.ﬁ:l.ngs on
‘the impurtance of competencies vreanged from 0 524 to
1,121, whereas tha standard daviabions in respect ..of_
ratings onh the need for training ranged from 1,027 to -

1,482, This means that there was more soncensus
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organisatior ,. particularly a service organisation.
-Wall_cér (1993) ghates ‘that “humarn resourde strategies are
important because they provide alignment of human

_resources practices with business strategy.

6,3.3 Relation batween The Need for Trai

4 size of Practi .
It was proposed in paragraph 3.5 that . at:_tornéya_
practiging - in different éize practices would have
-different training needa. The- results. o:E the - Tt:ast.’s'

carried out on the rai:inga in respect: of ‘the need for -

- training are set out in Table 17,

fhe T-tests rev?e"aled that there wag only one aignifidant
differenca in the ratings in- respedt oE the need for
training by att:orneys practising in small fima when
.comparad wi-t:h the ratings of attormeys practising in
large firxms, The competenay Risk Taking wag .th.e only
ccﬁmpe_t:ency where & difference existed. As can be. seen
from Table 13; the respondents excluded Ris.lc' Taking as a -
cdmpet:_en.cy requlring tralning. Tﬁble_ 17, eshows that
attorneys -pract.iing in smal_l :.:i e rat:ed the need for
'training in Rismk Taking .at: a mean rating of 3,345 as
oppoaed ta attorneys in lwege firms who gave it a mean
rating of 1,854 on the developed soale (see Table 12),
The mean rating in respect of the need for training of
4,345 of attorneys in small firms is still balow the
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be inferred that the respondents did'not perceiva 4 need
for training in the identified factor of personal
aharacteristics  on the other hand the threa'
competenclea which comprlsed the identlfied factor of.
' managing people skilla respectlvely had mean ratings in

respect of the need for training of:

e

Managing Diversity* o - 2,81

= Group Management & Teamwcrk © 2,18
Managing graff: _ ' 2,74

—

The cut-off point which indicated a need for training on
n'tha developad ‘gcale was 2, 80. The score in regpact of
" the competency Managing Diversity was above this cut-off
'point and the scores ih respect of .the other
competenciés Gtoup Management and Teamwork'and'Managing
Btaff was just below the cut-off. If one takes the
highest. gscore of .2,81 as charaateriaing the neéd foxr
tralning in the identifiad factor, a need fbr training
exists in the factor Managing People Skills. The factor.
18 comprised of competencies which relate to the
-managamént of human resources in orgaﬁisations. | Human
regources are the most lmportant reSouraea in a. servicge
oxiented. ofganiaaticn. It can bhe argued that the
Managing People Skilis factor ia vital to the succesa of
any gervice organdsation, The managing of people 1s an

lmportant element in the overal)l etrategy of any
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.of the 31 identified competencies. The.se are listed in
t_:ﬁe gecond column of Appandi:-c 1. '

Two respondentu commented t:hat they did not bel:.eve that
a person could be tzained in certain  of the
COIT‘PEt.enCies." If one considers the competencles - t:h_at:.
regeived iow Enean ratings, particularly the 1aat_ thre_e, '
ISel'.E-con:EidEnce-* Self-control and S'tamiha/"renacity-, it.
can be deduced that attorneys percewed that training in

t:heae dompetencies was not posslble. Almost all the

- compatencies t:hat received low ratings on the need for

 tralning ua.n be considered ‘soft  akills, Howaver,

Spuncer & Spencer (1993, P 286) make the atatement that

all “oompetencies can be taught”

Two fagtors underlying the need for tra-ihi'ng .in' the
competencies had been identified by means of factor

analysis (dee Table 15):

- Personal Charactreristids'
- Managing People Skillas
The three competencies which received the lowest mean
ratings In rewpect of the need for training werw also -
~ the firet three ocompetencies W}_iich'chare. erized the

' identified factor of personal characteristics. It can
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' iﬂdﬁstriai relations arena and the increasiﬁg' use of
alternative dispﬁte fesolutidﬁ mechanigms, |
ALl the:other'competehcies had a mean rating of more
than 1,544, Ithe ‘cut-off point for a rating -of very -
littie'heéd for traihiﬂg. This means that thé? weré_
considered to be- ccmpetencles where ver ? 11ttle need for
tralning- existed No competancy' was rated. lesa than -
' 1 544 Whlch means no competency was regarded s have no
need for training._ At-least_eight compatancias can be
considered to be tending towards a need fbr training as
they had ﬁman raﬁings of aboﬁg 2,5{ Greup'Management
: an&'Teamwork; _Managing Staff; Efficiéncy orientation;
 Relationahip Buildiﬁg, ' Developing Othprs, Idenfifies

oPticna in order to Progresd; Strateglc Perspectlve and

'Analytical Thinking and“Judgement. This in effeot means = -

that there are still .a large number of individual
attorneys that do percelve a need for training in_ﬁhese
competencies, |

The respondents were _alsd " asked to state | any
competencies not on Eha liat'pf ldentified competencies .
in.whicﬁ they required training and development ovér Ehe
riext five'yearé. - The rséponaes are met out in Appendix
11. Again it is submitted that the competencies Listed
in response toihhié request can be ldentified with one
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. Computer Literacy

fr-

Financial Skilie

productivity Orientation

1

‘Buginess Sense & Curiosity

I

: ihtéfperéonal"Conflict Handling & Negotiation -~

- Skills

‘Communication skills

Is

Managing Diversity

- Presentation Skills

The fifat:_fdur_ ‘competencies. ."iia't'ed ‘above . can be
clagalfied as business skills gnd the remaining four can
be-c.lassified as interperao:ial/cqrﬁrdunidatidné akills; |
_ _';ﬂ_he'.bgsinasa skil_lél -ean all be considered hard skills
and skills in which training is veadily availsble from
consultants,  The int:arparsonal/communicatiohs skiils
cati be regarded as goft skLlla; ' _C'ommun_idations gkills
and Pregentation | sk:i;lls\ 'are" pdpular 'sﬁ._bjedt:s for
t:ré.in.{ng. ‘programnes :and many are avallable. Managing.
ﬁi_.versity is important from a South Africa ?ersi:eative,'
| particularly in  the light of _ the .'iniportan_'ce. of
afflrmative action initlatives 'and-.pressures for the
democratisation .- of the workplace, Interpexscnal
cénfl:l.ct Hand.ling and Négotiati_on Skills have gained

prominence in  xecent years particularly in  the
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¢. The differences ghould also be considered in
" asgesaments of potential and when conducting -

parformance appraisals.

Thé discussicn:of the_resulté'of the analysis bﬁ Ehe
data on-.practicé ‘size shows that the size of the
‘practice in which the attorney operates is an important
variable which tust be takén'acﬁount when considering

- managerial and service competencies of attorneys.

6.3 Need for Trainipg

' 6.3.1 _ggﬁggtggcigé and The Need for Training

g.fufther aim of the remearch, set out in.pafagraph 3.4,
was_td establish the percelved neéd'EOr training in the
.'identifiedfcompétencius. It:was propdsed'that a need for
| training exists in the identified. competencieé. Thé
results of the analysis of the data on the need far
trainihg are set out in Tables 13 and 14.
ghe resulté ahow that a ﬁeedf for trainingf bxists in
eight competencies. Compﬁter Literacy was identified as
the competency in which the greatest need for craining
.axiatad aﬁcngat the respﬁndant atﬁdrneyS(.'follQWed
closely by Financlal Skills. Only eight competencies
obtained a meah ratiﬁg of 2;80 or nore, i.e. Ehe_cut-off

which mhowed a need for trailning exlsted. These were:
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' Walker. {1992, p. 152) -ocbserves - that .practices and
.ﬁhinking'in_diffarent gized organisationsg differs to the
extent . that “pfacticeé and thinking associated with
. Iaréer;' more dpmpiex organisations -may overwhelm
smaller, entrepreneurial__dperétidnﬂ“.' This statement
'.Provides 'éupport-'for the 'diffefencés cbéerﬁed. betweén'

the groups.. -

"he differences observed in the prioritisation of
‘competencies batween attorneyé'prabtisihg.in Smallffirms
and those practising in large firms has slgnificanﬂe for'

several human resoutrces 1nitiativea»

A. The peréoﬁél profile of the ideal attorney for
a'smali'fixﬁ is diffevent from the profile of the
 ideal attorney for a large firm as competencies
weare accorded different weightings b? attorneys
dperaﬁing in the different gized practices. When
recruiting and aelect;ng for ahtorneya 1n amall
firma, the ldeal peraon for the position will be
different than tha_ldeal person for a large £irm,

B. Ther ~nagerial and aarvice training and
developmant of attornays must take account of these
differandas, as it can no longer be assumed that |
all attorneys require the same managaﬁent and

service training,
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form the pubject of JTuture redearch dinto the

managarial and service competencies of attorneys.

.: Althoﬁgh, aﬁtornéys” were requested o rwate their
_perceived_trainiﬁg needs, it was impoaaiblé to assess
the extent of individual atﬁornéyfs proficiency in any

.of the ldentified competencias; This teo could be an |
interestiﬁg srea for further _rasearéh} namely the
3 exteﬁt of an attorney's competenda.in the idéntifiEdﬁ

~ competenciles,

The'behavioural indicatcrs for éanh aompetency ware &_'
ragult of a eombination of a number of competenay
'madalé. A pregiaa' qqmparison with research on
combaténcies. using competancies set out 4n othet
Qeneria managerial competeancy modéla ie therefore not
- pogsible without Eirst comparing the differancaa in
- theix béhavicural: indicators} with Lthe bahaviou?hl

indicators glvan for the compatenuiaé uged in thig

regesarah.

. The extent of the atbornmeys xoles of managexr and
parvice provider in compardson ﬁith.other roles in the
| full context of the sttorneys job was not explored, .
Again this is an aspact which requires fuxthex

regearch,
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ea nrtier se.r _
._No éttempﬁ wWas made te diffe:entiate_batweeﬁ ordinary
- and superior performers in this study as Barker (1982)
did in his résaarch.  The oﬁly way thia.could have
peen doné in smalier flrms was to approach clients.
This was considered to be impﬁactical. In large firme
seniox pértnergﬂanuld.haVe been apprdached,-but thiz
_3wquld hava aifacted.thE'unifbrmity bf the.atudy acrogs
practice size. ~However, in the initial interviews,
the interviewses weye 'réqueétéd t6 consider the
- managerial and. éervicé competenaies which  superior
performers pogsessed. A wtudy comparing ordinary
"performers'with guperior performers acﬁld be cvonducted

in the fuﬁure, possibly in large firms.

As with Barker's (1992) study, this study did not
directly  measure the '_impact' of the variable
‘organisational environment' in any way. This variable
waa'#aaéaséd'in respact of the size of :he practices in
which the attofney operaﬁea, - However,  the
organiantional anvironment may differ aeven withiﬁ
organisations which are of &  similar gize.
"Organisational environment' as a variable must be
congldered when attempting'tm apply the jnb competency
'approaah to a paztiloular legal girm, The signiﬁicancé

of Torganisational environment' as a variable could.
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déveiopment of brospedtive attorneys at tertiary -

educatlon level and for existing vractitioners; -

In regard to the need for training, several

-cdm@etanciaé ware regarded aa_similar_and_grcuped:

inte two factoxs; pérsonal charaéteristics and
managing:people gkills. A ?erceivedfneéd for
training exists dn the managing people skilia
factor but not.in tha peréonﬁl'characteristiés  '

factof; Managing people skilla was aonsidered to

- be a strataginally important training need,

- The ideﬁtified’competendiea'can'ba used as &

basis or as input for:

[ 4

general ménagemant courses at tertlary
educatinn level
- practical legal education and training

couxaes_and ourricula

: - in?housa_company training and devaippment

. programmes for attorneys
- perfoxmandes appréisals of attomieys

= t.e reoruitment and melection of attorneye

based on the widespraad application of aompatancy

mcdals in the abavementionad areas.
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The study revealed that attorneys practising in
- gmaller size practices rated certailn competenciass

"as being Eignificaﬁtlquo:e important than did

. ‘ .attorneys practiéing in large firms. ‘These

competencies related to issues which were

importatt to smaliér entxepreneurial type of

drganisations. A number of other compatencies:

waere rated significantly weore lmportant by

attorfeys practising in large firms.-jThase: ‘
related to issues which would have mqré'a _ N

significance to larger organisations. -Thase

--fesulhé.éhow that different ﬁiéé practices

require attorneys with diffarent competeﬁcy

profiles, Conversely, an atﬁorney with a certain
competency profiia will ba'mdrefeffectiva in a
smaller £izm than in a larger firm. This finding
has important implication for individual career
choides, radruitmeﬁt and selaction and tralning

and development interventions;
¢ - :

A peed for training eximts amongst attorneys in

'eighh.competencies which zan be fegarded ae

encompaseing all the functions of general

huginess management. Thé-identified'naed'for

~ training in those competencies reveals a need for

& general business wanagement course in the
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Practical Legal Training - and Continulng Legal

Education Departments.

7 ignificant Findi

.. The féseargh yielded a rumber of significant findings:-

A, . Twenty-nine managerial competencies were
_idantified as belng importénﬁ for tha'attbrnsy to .
'ﬁanage”his/hér praétice-qfféctively'and to
 provide a'Quaiity pervice,"Theae_competencigsf o
'cﬁp be regarded as férming s comprehensive list

of competéncies which an:attorney requires to

perform the task and function of the roles of
manager and service provider with competence,

The posaession of these competencies will lead to

- the effective performance of thesge roles;

The managerial and service compatencies
identifled in the study zelate specifically to
attarneys; but many of the competencies ccntained'

in the model are found in other genarlc

- manageriul competency models. This means that

although the list of competencies is unique to

attoreys, thair managerial roles have wmuch in

common with other managers;
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The research had highlighted that a legal firm is a

buainess-entity and should be mana~ ' & guch. It has

also'emphaaiéed-that'the legal profession opefatés in

. the service industry and consequently, the principlas-

of service industry management also apply to legal

.firmé, These pointe imply that attorney's'firms-need'

to be managed as businesses operating in the service

industry. It was found that the job competency

approach to management was a_uSeful one and that its
.'hibherto wide-appliaatinn,'aan_equally-bg applied to

the attorney's roles of manager and service provider.

'This'repreaaﬁté the appiidatidﬁ'df'a modern theOry.of
managemant;to a profession which has a reputatian oi
' being consérvativé- and resistant to change, It is
submitted that the feseafch_ h&s highlighted areas

relatingy to the development éf attorneya which require

_intervantion- and it has suggested the means of

eﬁfecting © .ge intarﬁehtions. As such it can be seen
ag asslsting in the facilitation nf much needed

uhangaa'in_the profeaﬁion,

The regearch was in many respects exploratory raaeaﬁch._

as the ‘job competency approach had not yet been

applied to the attorneys profession as far as the

 researcher waJs aware. The need for this kind of study

in the legal profegalon cvan be seun in the support

glver to it by the BAsgociation of Law societies'
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CHAPTHR SEVEN - CONCLUSION

7.1 Cont ion_of the Rese

The attorney is the principal role player in every

legal pfactice, A legal practice is an_organisatipn_' '

whose' reagon for existence is to make a profit., As an
organisation, the_legal érgctiqe is compoged of people ._
who perform epeclalised tasks that.afe co-oidinaﬁed to.
o enhande the value of a legal service that is wanted by

~and provided to clients. The legal practice must
thersfore provide an effective legal servive if it is
td'make a profit. The attornay is a.keY player in the .
provision of the 1egai gexvice. At the same time the _
atf.orney ie  tasked v&ith .manag"i'ng the legal préc:ti_ce_a .
"'The'primafY'objédtﬁve of:a managef ié:tq ensure that

" the organisation, in this instance a legal practice,
serves its basic - purpose which is the efficient
proviglon of a legal pervice to its clients in order .

ko make a profit.

This 'atﬁdy set. out to' ccntribﬁﬁe _towards the
achievement of this purpose by identifying those
maﬁagerial ﬁﬁd service competencies that would enable
an attornéy Lo manage his!hér'practica effactively and

- provide a high guality sezvice.
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'Continuing Legal Education Department of  the

Association of Law Societies can structure their

| courses to meet these naeds._-Ih-addition; iaW'firms
could davelop their own 1n~houaa courses to meet these
needs, using the geven atep plan refarred to above.
Thers are many management consultants and educational"
institutions who offer general buainess management
_courses. lLegal fiims could clearly benefit from these

coursed,

Tt is submitted that the discussion of the reﬁuits of
‘the research shows that the aime of tha research set

out in Chapter Three have been fulfllled
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training exists form a good yardatick  against which
~the Essaciétion of Law Societies qah_test_whather this
cbursa'mgaaurea'up to the need fox t:aining expregged

by the profession in this study.

Attornevs - _ _
‘According to Madden (1951} much of the criticism

levelled against the profesgion today falls into three

areasy

- outdated attitudes
- computer illiteracy
= business illiteracy

The expressed need for tréininga identified in ‘this
_reaéarch gupports the last tﬁq elementé of this view.

_Maddén (1§§10, p. 769) continues “[that} to be useful
- to the professlon in. the longer  term, étudents.
graduating'_frpm ‘university meed to be computér and

 business literate”.

The research elicited the views of lawyers who were
élready in practide. The identifiad néed Eox traiﬁing
:in the eight 'competendiea identified  in paragraph
6:3.1 phowe that existing legal pradtitionara would

behefit. from training in these courses. The -
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covpmTENCY BUSINESS FUNGTION

cOmpurer_Literacy - - ;nfq;matidn Technology ”
Finaneial Qkilla B Financial Functiqn |
Productivity Orientation  Production & Operationél
| ' | | - Function _ o
Bﬁsineas Eensé & Cu:icsiﬁy Overall Buéineés
' | Function
.IntéxpérSQnéi Conflict - Personnel Function

Handling & Negotiation Skills =
Commﬁhicahioﬁ'skills' ' . 'Marketing Functicn
| | '._ Personnel Function
N Public Relationé: 

_  Function |

- Managing Diversity (as part Pérsoﬁnal Function

.of Managing.Peopie skills |

Facﬁor} |

Presentation Skills . 'Relevant to all

 Functions

It ip suggested that the above competencies form the
basig for the establishment of well-balariced course in

' management for law students and legal practitiomers.

The practical legal training aschools have now taken
the iInitlative and the 8chool for Legal Practice
includes a practice management course in one of its

moduies. The c¢ompetenciaes in .whioh a need for
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. presented by the Law Faculties of the Universities

mentioned.

| 6,4.3 Post Univewsity Training
The elght coﬁpeténcies identified in peragraph 6.3.1
ag thbse in'wﬁich a need for training exists aoindidés
with many fﬁnctibnal areas of business. The'gxpreaaed.
need fof:trainihg in'thgse-dcmpetenciéa_répreﬁenta a
piea. trom the--profeasian  for an overall buéinéés'
management course. This is supported by the division
of business management:by Cronje et al'(iQQOr p,:zzéﬁ
' 23)'into sevbn.ﬁunctiona oi' functional . =éreas.; cﬁ'

management :.

- - general management Function
- - marketing function' |
- financial function
" prgdubtion ox operationél funetien
“ purchasing-fungtion
“ _'.persbnnel'function

- - public relations function

The competencies in'which a need for traiﬁing exlsts
can be compared te Cronje's et al (1990) business

functional areas:
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"some  of _théeé competengles fnaff be :i.ﬁ_hérent
characterigtics and possessed by certain law studgﬁts,
it ig  submitted that many other students do not
.POEEéSS. Ehem. - The process of 'deﬁeldping these
éompétendies muaﬁ begin at least at tert:ia_.ry educé_u;ion-.
_lévei._ it can be argued that: the lagﬁl_educatiOn that
- étudeﬁts receive dc:es.i:.iciirec:{:ljr deveiop scﬁtﬁé_'of f;hesé' '
| competéncies,- -~ such .as Analytical Thinking and
_Jﬁdgemgnt._ -_}Iqﬁevgr,_ it is submitted that a ocore
content: course in ‘the legal eduéation__ of .évery law
student - éh’oﬁ-ld be a man_'agement gci.pu'rae with a 'seﬁice'
industry managerﬁen_t cémpo‘nent. For many years Latin
was a re@ipémeht for admission to th.e_- profaésion,'_
" fThis requirement has recently beén scrapped. |

A management course could r-‘epla'ce guch a cou_rsé with
greater benefit. Madden (19%1a) belie{a?_as that aspirant
1ét§yers should be shown the principles of good
practice' management. while still at -ﬁniveraity aé this
exposure to priﬁciﬁles of mana.g‘ement will incre_ésé
- thelr chance o:‘. success later. | |

The courses 'presented' by the reépactiva ‘FPaculties of
Law of the University of the Witwatersraﬁd and . the
Rand Afrikaans University are set. out in Appendixes 12
and 13 respectively, 'I‘hese course lists show that fo

business courses or practice management qourges are



* Maintaing a high level of activity and produces a
'ehigh level of ocutput. Dulewicz (1989),
™ aetiveiy infliences events to achieve goals.

Dulewloz (1989).

. 3_____J£EEZ__.!E
e The tendéency or diaposition to ack in & sglf-

directed way. MeBer {undated].

'0':Tak1ng action before being directed or forced by -

events. McBer (undated) .

::"ﬁ Precipitates acﬁion; Boyatzié_{lSBZj, o

* Seizes opportunities, seeks in?depth.information
from a Vafiety of sources. McBer.(undated)..

. .Does'eigﬁifiean&ly more than is required. Boyatzig
(1982) . '

s Ig prcaative._ Boyatzig {1932}.

}e'_Ie an initiator. Boyatzig (19521.

* Is a self-starter and originator. Dulewlez (1989).

__CONCERN FOR_ORDER
s A eeﬁcein-for eneurinQ accuracy, quality_end
. orderliness of work and information. McBer
(undated}a _
s Glves attenhien te detail and capefull& checks ona's

own and other'sm work, MoBer {(undated),
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A desire to find better or more efficient ways to do -

thinga. Boyatzis (1982) / McBex {undated}
‘Develops plans for achieving goala.
'Organises. resourves efficlently and effectively,

delogating work to the appropriate staff. _Boyatzis

(1982} / Dulewicz (1989).

Plans priorit;ea, asaignmenta and the . allncation af

reaouraes.j Dulewicz_(lsas).

‘Makes full use of own time and resources, Dulewicz

{1989).

Work iz precise and methodical and relevant detail

is not overloocked. - Dulewicz (1988).

fets demanding goals Eor self and others and hag &
deslre td meet them, -Dulawidz (1989) / MoBsr
(undated). - '

Is dissatisfied with average performance. Dulewicz
(1989} . |

 Sees a tasgk through'to complation lzrespective of

ohatacles and metbacks. Dulewicz {1989},

Performs againet a personal standard of exeellence.

MoBer (undated),
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P e T T

A introductlon
1, - Strustura and role of the prolasaion

2, Altorneys’ ethics

8. Communication skills and principles
31 taking of Instructionsteonsuitation
© . 82 legal writlnp
- 4, Flie adminletration
B, Accoss lb legal sourcns
© 8 Use ol computers

8 Griminal court praciice

.1+ Rulss and proceduras.
- % Trlal advosacy
"3 Appearance

G Evaluatlon and remedial sesslons

'MODULE1

- MODULE 2

OGTTmMJgom>

MODUL!: 3
Bralling of coniracts .
Labour dispute resclutlon
WIlls, asiates and trusts :
Forths of business enterprise
Introductlon to praperly law and cenveyansing
Aflornailve dispute resatution (ADR]

Evaluation and remedial sesklons

PRRm—— B - e S R J

MODULE 4

ek et

Pracilce managemoen! and admlnlsualion _ o
Legal accountancy
G Legal cosis

m >

| A intrGduetion to Givil court praciice

1. laking of inslruciions
2, prallminary slaps belore Illlgalion
3. cholce of Torum -

8- Maglstrates' Court Practice
. ¥ Supreme Cotirt Praclige

D Capita

. Divorce

. Inssivancy '

~ 3. Motor vehigls agcident claims
‘4. Malmanance

5 Credit agreamants

3 DI —a

E Human rights i prectice

F Evatuafion und remedial sessions

—

. MASINUEY PRACTICAL WORK fy caswiithl - ~therefire, It will he ™ v.».nlm:l.i llnu '

AR R L LN e A b b e o 3 s e

NATURE OF TRAINING

_ ‘I‘mlnlng 1% pmr:tlcc belentisten] to casire |Imtl sy complellon of the sehoal,

enndlidate aueneys will e able o performynost ur thee .wl\a Inn |I.‘].h|l |1r'|l..'li|. t

with she MINIMUM OF. é\Ill‘EIW[SI()N

The Insttucioes sie PRACTETPIONERS known Iul e experleacs aud vspertise,
The "Bk Lawyers Associotion™ CO8AL i “Laswyers Foe Vomsis R G
e dnvolved dn e isdning umwrnlug court skllls and Buman vigles

. respectively.

enndidutes have o basle knowledge of ihcoretienl privelplos,

Cnelidates whu have o rght of appearnee eertiftene sl wppear In AGCITAL

matters an hehull of avcused persons i e ngistaies’ eourts, Bersons who do
st have o dpht al appeartnee certiflente widl e Involves] By the prepaction of

ot el Wil nasls dlwse cmullul.ll:-.» wlm :!n peefim i coun.

z x;puaddy"



~Courses

1. Objective of covrses and the
~ admission examination

Tia abjactive af tha coursas Is to supplement
~ rétlting provided by law firms-with regard

to the knowledge, skils and atiftudes re- |

quired of a competerit candidate attorney, Our
‘opurses arg practics-orlentated. :

Courses ace also directed towdrds, and rapre-
sent an {mportant facat of praparation for the
axaminatfon. The sxaminatlon . syilabus |s
‘taken inte” account ‘whan thé cobrses arg
planned and presentss, -+

2, Gumpulsary attendance and |
recognition as articles served |

It ferms of Sustian 11 af the Attarmeys

Amerdmsnut” Act; 87 of, 1988 -whigh

gomes Into effact-ae on 1 daiuery 1994,

+ an applicant applying for admission as
© an attomay must suppiy broof of satis-

factdry aftendance of & coursa apgraved

by the local law saclety,” :

Tha tull-lme and part-time gotrgas pra-
semtad by the Practicat Legal Tralning
Seotlon (PLTY of the Assoclation of Law
- Botlsties of the RSA (ALS) have been
" approved for the purposes of this At

2.2 Tha period of eftendance Is mcognised
© ag drticles served (Parf A and B = fiva
weeks; o Part-tlma courss = fva
waeks). The duration of Part C Is ons
‘wesk and - attengance® 18 glse- baing
recognisas a8, articlas served, although
attendance of a ff'shing course I3 not
rampeisary. : :

Aftar complatian of the fulltime (bath

parts A &nd B) or part-tlms courses,

candidates whl be issued with a detalled -
regort of attandance, '

21

23

_ Appendix 1

3. Contents of full-time and
~part-time courses.

Path
Suprema Court Practice
Oriminat Court Practlce
Maglstrate's Gourt Practice
Motor Vehlole Accldents Claims
PartB
Attornays Ethles
Wills and Estates
Conlrasls . : .
Matrimonlal Law - :
Forms of Buslnéss Enterprises
" Ingolvency Law - -
Legal Casts
Legal Accountasioy _
L atiour Dlsputa Resoiution
" Optlonal stibject acoardiig to,
raglonal fnterests® -

onon

goongoooda

Contents of finishing sourses :

PartC1 and G2 :

PartA . The examination system, MV”.
* - and court procedira -

PatB  Estatas, aftorney's practice
- "« dnd hookkaeping C

The finishing course consestrates spacifically
on the examination system, the varlous sace
tlans of the papers and raviston of past gxa-
minatlen papars. L .

cagdldate attorrieys may enrol for orie of both
pais, - -

|

|

5, Courss material-

Gandidatn sttdrneys who are reglstarad for a -
courss will racsive the following from the ALS
aftar the slosing date; oo

‘Sponsored by Buiarworths

— =
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Robbing, S.P. (1987): Organisation Theory: Structure,
Degigm and Appllcatians, Second Bditlon, Englewood
Cliffs, New Jersey: Prentice-Hall, Inc. : -

Sampson; D.H, (1983): Randell and Bay: The South
African Attorneys Handbook, Third BEdition, Durban: .
Buttexworth Publlahers {Piy) L:.m:.ted.

: Sayles, L .R. (1993};: The Working Laader, Naw York 'I'ha'
_ Frea Press,. a div:.smn of MacMillan Ingc..

Spangenberg, H.  (1990):  Apsessing . Managerial
_ conpgtencies, Cape Towns Juta & Co, Ltd. _ _

' Spencer, L.M. & Spencaf 8.M. (1293): Competence at Work,
- New Yori: John w:.ley & Sona, Ing.

Stoner, O‘.A._E‘._ & Freeman_, 'R.E. (1992): Management,
-Fif‘gh Edition, Hnglewood Cliffs, New JersEy-:’ Prentice
Hall Ine. - L . : B

. Walker, o,W, . (1992); - Human Resourae St:rat:e_gy,
Singapore: McGraw - I-Iill Book Co, :

Wishér, V. {19%84): "c::mpetenciea' The Precious Seed&l of
Growth?" in  Personnel Management Volume 26 No, 7 July
1994, ' ' - .

Woodruffe, €, (1993): "What is meant by a Competency?"
Leaderships & Oz‘ganisataon Development Journal, 14, 1, .
Ppo 29 - 3 P ’

Yukl, G. A, (1989): Leadership dn Orgamsat.iana,
) Englewood cliffa, New Jersey: Prentice Hall Ine, :
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Madden, L. (1991b): "Wat kan Prokureurs van Besigheid
- Leer?", in De Rebug, October 1991, No. 286, pp 690-692.

‘Madden, L. (1991¢): "pPutting the Business back into
Law", in De Rebug, November 1391, No. 287, pp 768-771,

McBer & t‘ompany (undated) : Managerial and Professional.
Conpetencies - List of Cbmpetencles and Behavioural
Indicatora, Upubliahed

McGregor, BE.B. (1991}. Strategic Mhnagement ‘of Human
knowledge, 8kills and Abilities, San Francigoo: dJosgey
Bags Incg, _ . Coe ' B o

‘Miller, P. {1992): Management Consulting Competence,

-Unpublighed = MM Repearch ° Report, Johannegburg:
University of the Witwatersrand. o

Mintzberg, H. (1873): - The Nature of Managerial Work,
New York:; Harper & Row, Publishers.

Mintzberg, H. (1989): Mintzberg on Management - Inside =

our Strange World of Organigations, New York: The Free
Press - A Division of MacMillan Inc, L

Moser, C.A. & Kalton G. (1971): Survey Methods in
Social Investigation, Second Edition, London: Heinemann
© Bducational Books Ltd, . o '

Nell, P, (1992}): Service (lompetencies in Executive 
Reorultment, Unpublighed MM Research Report,
Johannesburg: University of the Witwatersrand.

Norman, R. {1991): Service Management, Chichester,
England: Wiley & Sons Ltd. .

Parasuraman, A., Zeithaml, V.A. & Berry, L. {1985): VA
Concaptual Model and dits  Impllications for Putire
. Regearch." Journal of Marketing, Volume 49, Fall 1885,
pp. 41 - 50. - - S

Pattigon, A, & Boer, H. (1993): ‘'Dlenskwaliteit - Die
Mites en die Realiteit", in De Rebus, June 1993, No.
306.

Birow, P.G. (1993)1 A Guide for Management Researc:h,'
Johannesburg: Woodacres Publishers,

Republic of South Africa {(1979): Statutes of the
Republie of Jouth Africs: Attomey 8 Act 53 of 1979 (ag
amended) , Pretoria, Butterworth Publishers (Pty) Limited
.xor the Goverrmment Printex.



173

Hutchingod, A.C. (1994): An Analysis of the Information
Ohtained in an Investigation into Paralegals and the
Ladder System of Training done by the Ladder Sub-
Cummittea of  the Acecess Continuation Committee,
. Unpublished Report to the gub-Committee of the BAccess’
Contiruation - Committea of the Associatioch of Law
Scaieties of the RePubllc of South. Africa, dated 11

" - Pebruary 1994.

'Kanter, R.M. (1989) - When G:.a.nts Learn to Dance, Lo:idon:-
Simon & Schuster Ltd. . '

King, (1993} " Interviews on Management and Growth"
in. Ihternatzonal -Law Firm Mhnagement, Iggue One,
April/May 1993, pp 4-12. : : o

Koontz, H. & Weirich, H. {1938)=_'management,' Ninth
_'Edition, ‘New York: McGraw-Hill Inc. - . _

'Kotler, P, & Armstrong, G, (1989) Principlea of
Marketing, Fourth Edition, Englewood Cl:.ffs, Naw Jersey- :
- Prentice ~ 4, Inc. _

'Laplnsky, AT, {1989‘- A Performance Baséd Approaah'to"
Managerial Competence, Unpublished MM Research Report
Johannesburg: UniverSLty of the Witwatersrand,

Larkin, ‘8. & Ferreira, M, (1990) “Law Practice
“Managment: -~ Whexe Does Practice Development/Marketmg or
Communications Fit In?* in De Rebus, Febxuary 1990, No. -
. 266, pp 83-84.

Levin, R.I. and Rubin, D.8. (1891}: .S"tatistws for
Management, Fifth Edition, Englewood Cliffs, New Jersey
Prentlce—Hall, Ing. _

leedy, P.D. {1993): . Practical Research Planning and
Degign, Flfth Edition,  New York: MacMillan Publishing
Cumpany . : o

Lewls, H.A.JL. (1982):  Legal HEthics: A Guide to
Profegsional Conduct for South African Attorneys, Cape
Town: Juta & Co, Lbd. . _ _

MacKenzie, J.B. {1991) Bervice Quality at Stages of
the Client-Attorney Relationship, . Unpublished MBA
Reseaxch Rc—zport Johannesburg: _University of the
Witwatersrand. - .

Madder, L. {1992a): . "Ave there any Attorneys in
Business?®, in De Rebus, GSeptember 1992, No. 285, pp
616-617, .
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Cockerill, T. (1989): "The Rind of Competehce for Rapid
Change? in Personnel Mandgement, September 1989, pp 53-
. 56. . _ o .

IChristie, - B, (1993) ¢ "Afrldan Compétend? Based
Affirmative Action Needed" in Human Regource Nanagement
May 1993, Volums % (4}; pp 17-23.

Cronje,_GJJ._De d., NEuland,'E.W., Hugo, W.M,J, & Van -
Reenen,. M.J. {1890): =  Introduction to - Bumlness
Management, Second Edition, Halfway Houaa, Midrand:
Southern Book Publishers (Pty} Ltd. o

De Klerk, (1995}: Peisonal Telephone Conversation with
_the Director of the Contimiing Legal Education

Department of the Assoclation of Law Societles of the -

Republic of Sauth .Afrlca held on 24 Marnh, 1995, at
1ig00. _ o _ ' S

Dukois, D}D. (1993)=' 'Cbmpetenqy-baaed'- Performance
. Improvement: A. Strategy for Organisational = Change:
Amherat, Massachusetta"ﬂuman Resource Development Press '
Ing. . .

Dulewicz, V. (1989): "Assesment Centres a® the Route to
Competence® in Personnel mmnagement, November 1889, pp
56 59, . :

Fischer, H. & Maritz, n. (1994) " Competence s
Efficient Way of Incressing People Potential'_in Human
Resource Management, Volume 10 No. 9, Octcber 1994, PP
22~

Glaze, {1989):  vCadbury's ﬁictlonary of Competence!
in Perﬁonnel Managemant, July 1989, Pp 44-48B. _

Greastrex, J., & Philips; P. (1%89}:¢ 10iling the Wheels
of Competence! in Peraonnel Managament, August 1989, pp
36-39. :

Green, P.E. & Tall, D.8. (1978): Research for Marketlng
DEClElOﬂS, Fourth Edition, Englewood Cllffs, New JEraey,
Prenticde Hall Inc.

Groenewald, J.P. (1986): Social Regearch Deslgn and
Anglyaig, Stellenbosch  University  Publishers and
Bogkgellers, ' g : ' '

' Hotor's Diary and Ilaw List (1994), Johannesburg:
Hotox's Statlonery. :

" Human, P, {loo1): "An Approach to Management
Development in South Africa" in Educating & Developing
Manzgers for a Changing South Afrlca, Human, L. {editox)
Cape Town: Juta & Co itd.
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LIt is subﬁitted that the identificétion of managerial
R aﬁd service competencies and the'_identification of
K training needs in ceftain ccmpéténcies Qill contribute.
.Lawardé .the- future effectivenesa of attorneys as

managers snd service providers.
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7.4 _Summary
.;_I‘he_ study '.ideni:ifie.c'l:. 2 number of managerial and._
HServ.ice competerncies which were -ragarded ‘ad irmpoﬁ:tant
in the context of the management of legal practices
and the prbviéion of 1egai services. ’The imPOrtahcé

.f competencies for effective pérformande ié an'area
‘which the study and the 1iterat:ure review haa shown to:
be 'o'_ne' Wh.lCh requ:.ras _ attent:.on k in. '_t_h'e' lefgal'_"'"
.profession .Managerialfand-serV1Ce'qompetepcies.have
-been_neglected in the training and development_of both
pfaaﬁisinglattorheys and prospective éttofﬁéys.'_ The
_legal profession would bhe ill ad;\rised to neg‘iect.
_._business management and service industry management.
any longer in the development and training of members
‘of t:he E 1egal profession. I_t is = the jo:l.nt
reaponalbllity of both the profession and the
' unive.rsit:.es-tc incluc'ie these areas of management in
thelr training. |

/

_"I‘ﬁe profegaion requir‘és an infusion of modern businessg
practlces and the results of _thié_ study  will
gontribute towards that infusi'o.n. ' .'I'lie ‘managerial and
séf.rice competencies identified can be regarded aS'.
soﬁﬁd businese skills that are essentiél for effective
'_1egal practice. They age also *appropr;i.%te skills‘.
for the modern: buginess environment .in- which the

- attorney operates.



30..

[98; ICATION SKI

Conveys- information clearly with ease and interest

so that others understand what isg belng

..communlcated, both orally and in writing.

al.

Adjuste style and the message to match the

characterlstica of the reclpient

Twctful towarda bcth clients and staff,

"Listens to other's viewPoints. _

"Listens &ispassicnately, ig not aelective, recalls

key points and takas account of tham,-

Possesscs verbal.and nonuvarbal skilla'which ghow
othéra'that they_are'valued'and cared for. Barker

{1992) ,

RISK TAKING
Is willing to take risks and seek new experiences.
Dulswicz (1989). -

1s decisive. Dulewlaz (1989).

- Ready tb”take decisions even on limited information.

Dulawici (1989)}



. The abllity to ralate te and respect all people.
Barker {1992},

:_23 PRES Y SK  _
¢ The abiiity to pfeéaﬁt iﬁfnfmatioﬁ verballf 80 that -
. tha'inﬁended purpose is achieved. Earkargtlsszj,
e To be able to reinforqe'the presentation of verbal
: infdrmaticn.with'nonhverbal behaviour, and if
Znecesaary, viaual aids. Barker (1992).
B s Uges language and practical eannles clients and
._laymen.will understand, Barkexr (1992}
. ﬁatefial.is Qail organised, voice projection is

- cleaxr an delivery style im pleasing. Earker (1992}._
* In formal prasentations, is enthusiastic and l;vely,

tailors content to audience!s level of

undera&anding. Dulewd.ox {1989},

. .Thg ability to intexvene_in interpersunal donflict

 snd puccessfully mediate and reconcile:differenceé.
Barker (1992). |

» The ability to'négotiate aﬁ outcome that is
favdurable for the party that you repxeaaﬁt and ig

 agcepted by the other party. Barkew (48" '),



K _Manages_dﬁn-and others!? time. Woodruffe (1993);

' The ability to read & balance sheet, prepare a
budget and monitor cash flow.

¢ Has a basic knowledge of accounting and tax.

Zé_____JﬂﬁEL_ﬁﬂﬂﬁﬁLéﬁﬂ_QQBIQQIE!

é__Identifles and aeekﬂ out opportunitmes which will
increase salea ot prof;ta.; Dulewicn (1989). '

. Selects and exploits those agtivitiea which will
result in the larges:t rétﬁrns. Dulewicz {19391..

» Fcllbwa-aihunCh,_is inquisitive;

¢ Has'a baaic knowledge bf word?pr0ceasing.ahd
'-__apreadsheet programmes. ' '
e Knows the application and 1imitatlons of these
' programmes., ' -
. Cén operate and utilise Eystams whiuh stqre'legal

information e.g, Jutalex,

* Undexstanding and being able to manage the

diffexrences between varlous groups in the workplace.



"~ The ability to distance oneself. from emétional -
.3inv61vament in a sttuatiqn,.thefeby allcwing onegelf
o eierdiae re1ative'objectivity. Boyatzis (1982),

"'Thé dispgsition'to view an event from multiple |

pafsgedtives simultaneouély. BoyatziéH(1932).

. _Génerates bpﬁions} wéodruffe fisési, 

:- Bvaluates ophibns Ey éiamining Ehe poaitiva and
' nagative aspects 1f they were put iﬁto effect. ’
Woodruffe (1993), | | | |

. 3ntiﬁipaﬁes the effecﬁs of.opﬁioﬁs on others.
Woodruffie (1993), |

* Foregees 6ther9 reactions. Wbodruffé (1993},

» Demonstrates coﬁmon—sense and'initiative. HWoodruf fe

(1993) .

23, PRODUCTIVITY OQRIENTATION
. identifies priorities.'Woodrufié (1393},
.c ‘Thinks back from deadlines. chdruffe.(lsss)..
o Tdentifies elements of taska. Woodruffo (1993).
e Schedulep eiementaQ'Woodruffe {1593}.*.
. Anticipatas_raéqﬁrea.ﬁéedé. Wbodﬁuffe'{;993}.
» Allocates regources to tasks. Woodruffe (1893).

* ‘Batg objectives for stafif. Woodruffe {1993} ,



JCERN WIT SACT

s The charauteristzc of acquiring symbols of pQWer in

ordar to have the power to 1mpact octhers,
o Interast aud concern in status and reputation.' ’

" s Being good at inﬁluencing-and persuading. others.

‘Boyatzis (1982).

s A realmstiaally grounded view mf yourself Boyat#iﬁ
(1582) ./ Barker {Lssz) | | |
. An awareness of younr own atrangths and waaknesaas.
_ Boyatzis (1932) /- Barker (1992). '
* The ability to describe and evaluate your
affectiveness in a given lituation and to take
'appropxiate actlion to remedy the weaknesses,
~ Boyatzls (1983).
] Knowing bow your.pérabnal'Values, needs and
interests affects others and your professional

competence,

1. PERCEPTL JECT
» The ability to be relatlvaly obiective and not

limited by personal prejudices, perspectives ox
blases, Boyabzis'{lssﬁ).



. 'Treats.ali group members equitably. McBer
(undated) . o o | |
‘- Keeps all gfoup members informed and finds:solhtibns
:  that benefit.ﬁll invoived.partiea. _McBér (undéted)ﬂ-
. The abiiity_to_wo£k in a group.buﬁ not éo_dcminate .
it.. Barker (1992, I |
 . ‘The willihgnass_tb-aﬁé"Q_othéré;:sharé_information

 and knowledge to mest tue needs of the £ixm, -

1 RELATTONSHI

s The abiliﬁy to establish rapport easily and to
develop_and maiﬁtﬁin a network of contacts and
formal channels 6flcomﬁmnicatidn who can pfuvide3'-
information, help and access to others, McBer
{undated) . | _ |

¢ The ability to uéé influence Eo'build aliiancés,

networks, doalitions or teams. Boyatzis (1982).

8 _ iy SILIEN

e The ability to adapt easily to change. MoBex
'(undaued}‘ '

-« Can see the mewits of differing positions and adapte

: ohe‘s own behaviour; positibh and Strategiea.in

‘response to new information of changes in a
situation, MoBer {undatéd). |

. 'Ia reslllient.



Fac;lltatee gelf- development in others. Boyatzie.

{1982}

15. MANAGING STAFP

The ebility to use the poWer of one's pogition in an

. effective way. McBer {undated).

Adopts an apprcpriate_interpereonai style for
achieving grdup objectivee. Dulewicz (L9858} .

The ability to met expectations for others, .

The ability to enforce rules, confront othere abeut

problems and tell othere what to do.-
Shows v;eien and ineplratlon. Dulewlcz (1939]
The ability-to bulld qommitment pﬁ varioue people ko

gtandards of behaviour.

GROUP. MANAGEMENT AND_TEAMWOR

The'ability tc.develop co-operetien'and teamwork -

‘while leading a group of people' McBer {undated).

Stimulates othere to worxk together effectively in
group settings. Boyatszis (1982) , '
Gtilises the.skills and resources of all team
nembexra. McBer {undated) / Barker (1292) /
Woodruffe {1993).

Seeks the imput of group wembers by enaeuraging'.-

' perticipetien.. MoBer (undated).



DIREC. : ON AND INFLUENGE
. The ability to convince others by preeenting 1oglcal
arguments, pointmng out beneflte and using language
gulted to the audlence McBer (undate&)
» IanUenCee and persuades othere to give the
agreement and commitment Dulewicz (1989}
. .In the face of cenflict, uees pereonal influence ﬁo
i dommunicete proﬁoeais'tcfreachfbaeea_fer compromise
.and to reach agreement., Dulewicz (1989),
. 'Ueee”forms_of_influence to obtain cdﬁpliaﬁqe.
Boyatzis (1962). o |
* Acts to stimulate others to go aiong with ones
directions, wishes, commands, policies oxr
'.preceduree.' Boyatzis {1982) . |
‘¢ The ability to develop and use effective plans and
| tacties to persuade others or to_gain'their.auppert.‘

McBer (undated).

14.  DEVELOPING gzgggeu
¢ Takes effective efforts to lmprove the skills and
| competendiee_ef others. McBer (uhdated).
Moniltors and evaluates Eheir wqrx._Duiewicz tlsas).
e Provides qlear,_specific performance feedbaek.
:MuBer'{undated); |

* Coaches and mentors. MaBer (undated).



il. CONCERN WITH PERSONAL, IMPACT
Y tendengy.ﬁo think carefully about the likely

effects on othera of one's actions, wordsa,

QIéppeéranoé and mode of.behaviour.':McBer {undated) .

A tendency to3ca1culate'one'a words and actions in
advénqé to achieve a desired effect. MaBer

(undatgdl.

o ENSTTTVITY
The ability to understand, interpret and ghow
congideration for other's concerns, needs, motives

éﬁd fealingg, McBar'(undéted} /.Duiawicz (1989} .

The'ability to recognise the limitations in othexrs.

MecBer (undated).
Skows empathy in oral and written communications.

Woodruffe (1993}, .

Is flexible when dealing with othereg and will change

own position when others’ prcpcsal warrant it.

Dulewicz (1989},

'Extracta a deapex meaning from varbal and non-verbal

nessages and communicates understanding of and
ingight into another person's feelinga and

situation. Barkar (1992) .

I8 trusted, acts with compassion, keeps confidence

- and is available when needed. Barker (1952),



9.  SELF-CONTRQ

The ability to keep cne's emotiong under control

when faccd with opposition or hostility from others

_or when working under stressful cohdi:ions; McBer

(undated) .

The ability to inhibit.peréonal'needs;or desires in -

service of organisational needs. Royatzis {1982).

“Maintains effectiveness in the'faﬁe of adversity or '

unfairness. Dulewicz (1989).

Performance remains stable under pressure or
oppoeition. Dulewidz'tlssﬁl.. . .

Does nét.become'irritable'dr anxioud, retaina.

compogure. Dulewicz (1888).

10.  STAMINA / TENACITY

The ability to physically sustain long hours and
maintain high pefformance under consgigtently high'
gtregs. Boyatzis f1982)..’

The %bilityito gtick with a difficult task over an

_extended pericd of time, without quitting when faced

with 6bstac1es-br'rejectian; MeBer . {undated) /
Boyatzia (1982).

Has enexgy and vitality,



Grasps information accurately and identifies

:-limitationé to infcrmatibn‘ Woodruffe (1993)

Ident:tlesg gelects and cdompares - information in such

a way that slmilaritles and dlfferences are '_

' L diacarned, and accurate goncluslons / results are
derived from these comparisons over time. |

. The. ablllty ta identify easentlal, underlylng 1ssues
Jin ccmplex situatlona - L

Makes decisions based on logiqal_asaumpﬁions'that _

reflect féctual information. DuléWidé'(lBSS);

__SELF-CON

.Decisivenesl oxr preéence makes a strong, poaltive
impression. Boyatzis (1982) '

Has authority amd credibility.

Eositife self-esteem. Boyatzig (1982).
ﬁas.a-sﬁfong'faith.in onets own skills, capability’

~ and jﬁdgement and exptésses.and.con#eyﬁ a belief in.'
own aﬁiiity. McBer (unddted) /.Woodruffe_(lssé}.
ﬁiaplaya.a'cfisp, fdfceful.and imprassive aelfw
.presentation. |

The ability to make decisionsg without ambivalence

and accept the consequences of those decipions.

. Boyatzis (1882).

Admits to areas of inewpertness. Woodruffe (1.993),



s A concern that work gets done in a mEthodical way by

adhering to procedures and gystems.

5. CONCEPTUAL THINKING |
. The.ébility'to devélﬁpiand:épply concépts and
principles. McBer fuﬁdated).-
» The abilit? ﬁo draﬁ logiéal donclusionﬁ #nd to note
 éimi1aiitiés and différencea'betWeen situations.
. MeBer (undated) . |
. The abillty to identif? or récognise patterﬁs_or

themes from an assortment of information. - BoyatZis:

{1982} .
6. _ STRATEGIC PERSPECTIVE

i'_Riaes above the detail td_See broader issues and
implicatidna, Dulewicz (1989). |

. Takea account of'wide-ranging influehcea énd
situations both inside énd outside the_orgahisatioh
before planning-or écting. Dulewicz (1589). h

7.  ANALYTICAL THINKING AND JUDGEMENT

* Seeks all relevant information. Dulewlcz (1989) .

.» The ability 66 break dovn complex problems or tasks
to genarate détailed'pléﬁs; MoBer (undated}.

s The ability to.think.of multiple'qéuses and

consegquences of events. McBer (undated).
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Appendix gg

FACTOR

PERCENT

28.130

.48

6,99

6.01

B.33

4‘ ?5

4,13|

eaf~ajmiea} s feolro] =

- 2.84

SCREE PLOT
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IMPORTANCE QF GOMPETENCIES

FAGTOH ANALYSIS EIGEN VALUE SUMMAFIY

Appendix 8

T 57208
2 2,9330
E 21676
4 1,860
5 1,6617
[ 1.4734
7 12761 _
8 13916
g 19087
0 0,8558
11 0.,5442
92 07079
13 06738
14 " 0.6975_
_18 _0bg2d
16 0.6418
7 0.4786
18 04626 .
19 10,4365 .
50 08741 .
27~ 0.3202 .06 4.5
B3 0.2976 , :
23 02742 088 96,38
24 0.2179 6.70 " 97.09
25 —0.2014 0.65 97.74
28 0.1602 0.52 9825 _
27 0.1415 0.46 98.71.
58 01199 0,39 96.10
25 01125 0.96 49,48
30 03,0805 _ 0.20 89.75
a1 0.0778 0.25 100,00




The ASSOClailon of m — Aopendix 7

PO Box 27169, bnnn\ side 1133

_ Praturia I

Law SOtﬁletles M L1 H Tels 0193 341:2841 .

' — Foxt (0123 341-1339 '
' Of thﬁ‘ RSA eE=E : DOCEX 327 :

: Connnumg Legal Educatmn .

1994-10+28

TO WHOM IT MAY GONCERN

Continuing Logal Education will appreciate it i yon would complete the enclosed
_ questwnnaira and return it to thy address given.

This project has the approval of the ALS as t-he information collected w111 be mado

availnbic to us to assiat in establishing the management training neads of the profeasmn
- and to-direet our CLE trainiog af the correct aveas and levols :

. Only ¢ small number of fitms are uaed in thia spot-cheok so it is sasenbia.l Lhat a large
_pementage roturn thelr forme to make the findings viabla. '

Thank you for your cooperation.

R A4

RENATE DE KLERK

» Directar Sontinubng Legal Edur:armn T de Klerk »
Director Generalt M.J van Vuures » Dizector Professional Servives: JJA Botha + Editor De Rebus: i’] van der Merwe
* + Dlvecto Practieal Legal Edacation: N Swart ¢



Aﬂpendix- 6

UNIVERbITY OF THE WITWATERSRAND JOWHESBURG

The Graduate School or Busingss Admlnistratlon

251 David's Place, Parklown, Johannesblirg, 2193 South Alrica | 5 O ox 58, WITS
' B 2080 South Aftica
D ‘Embark’
o 427125 5A
| Lot
Dear ATTORNEY | b e
MANAGERIAL AND SER ETENCIES NEYS

_The legal profession in South Aﬁ-nca is facing many challenges and many threats, The economic,
social and politicn! environment in which businessmen, including atiorneys, have to operate, is
turbulent and unceitain, Attoimeys will, of necessity, have to leam to manage their practices more
effectively and more efficiently, In nddition, as atomeys operate in the service industry, there is
an increasing reafisation that in order to remain competitive attorneys must provide a high quality
service consistently, In- order to do this attomeys must have the necessmy mrmagerml and service
competencics, '

" We are currently conducting research with the nbjsctiire of estthsiung those manageriﬁl and
service competencies that uttomeys fequire to manage thanr practices sft‘ecuvely and ‘provide &
_ quality servica .

The Association of Law Socleties of South Africn has been npprmsad of % toscarch and fully
supports this investigation, The results will provide the attorneys® profession with valuable insight
concerning the necessary competencies du attorniey requires to pracise efféctively, The research
will also provide information widch can be used 10 ngsees the training needs of both candidate
attorneys tnd practising attorneys.

We would appreciate your assistance it conducting the research, Please complate the attached
questionnaire (which should take no longer than 15 minutes to coniplete) and returning it in the
enclosed envelope by 15 November 1994, The validity of the rescarch is dependant on the
response rate dnd we oppreciate your participntion, The research js being conchioted by Jeffrey
Cresswell - partial fulfilment of the requirements towardg o Master of Managemdént (Human -
Regourees) dagrea at Wits Businesy School, _

Shatild you requh‘a pny assistancs or clarification in completing tlie questionnaire please éonthot | _
Tim at (011) 6361803 chsing worldng hours, All the inforination received will be treated in the
strictest confidence, : . '

Thank you in advance for your valunbla assistance,

Yours Sincerely -
JEFFREY CRESSWELL S - MARGARET SUIHERMQQ
Student ' Lecturer

Tite Urses eraty of the Witwatersrand rolects raglsn and raclal segmna:m 11 35 commilted b mn«dlacrlmltmuon pnrtl:ulnrly It thet constitulion orits
stagend body, I the setéetion and neesmnlion of ks8taff, and n ks administralion.



Identitiey priorities

Thinks back from deadiines
Tulentifies elements of tasks
Schedules elements
Anticipates resourcs needs
Alloctes resources to tasks
Sets objectives for staft’

Manages own and others' time

TAL SKILI

o ‘Theability to tead o balance shoet, prepare a
budget and monitor cash flow
¢ Hasa basic knowledge ut‘aacounting and

- tax

¢ . Identifies and sneks out npportun{tles whtch will
. incrense sales or profits -
¢ . Selects and exploits those activities wlﬂch
will result In the fargest retums
»  Follows a hunch, is inguisitlve

26, COMPUTER LITERACY

»  Has a basic knowledge of wurd-prucessfag and
spreadsheet programmes

¢ Kriows the application and Imitatioris of -
thesa programmes

_«  Can operate and utilise systemns which " ore
legal information s.g, Jutalex

¢ Understonding and belng able to manage the
differonces between varlous groups in the
_ workplace .
o The ubility to relnte to and respect all
people

« ‘The abllity to present information verbnlly 50 thnt
© theintended purposs ls aohjeved
* To be able to reinforee the presentation of verbal

- information with pon-verbal behayiour, and IF -
nevagsary, visual aids

v Uses laﬁguage and pracsical examples -
clierts and laymen will understand

- * Materlai is wll organised, voice projection

is clear an delivery style s pleasing
» In forntal presentations, is ethusiastic and livaly.
- tailors content to pudiance’s level of :
understanding '

29 INTERPERSONAL CONPLICT HANDLING

AND NF(‘QTI&!:}O!}' SKILLS

« . Tl abilty (o Intervene in Ierparsonsl conflict
ant successfully medlate and réconcile and
differances

-« " The ablity to negotiate an outcoine that is

favourable for the parly that you represent andIs

o accepted by the other party

» Conveys information clenrly with ease and

. Interest so that others understand what 1s belng
.communicated, both orally and in writing
»  Adlusts style and the message to match the
characteristios of the reciplent
Tactful towards both cllents and staf?
Listens to other's viewpoints
Listans dispassionately, Is not seléctive,
recalls key points and tokes account of them
s Possesses verbad and nonverbal skils which
show others that they nre valued and cared for

N

¢ I3 willing to take nsks and seck new experiences
o Jadeglsive '
»  Ready to take decisions even on ltmitad

© Information



- e The ability to use tho power of one's p'ositlnn in
. an offective way
+  Adopts nn appropriate 1nterpersonal gtyle
- fur achieving wroup objectives

»  The nbllity to set expectations for others

s The ubility to enforce tules, confront others
about problems and tell athers what to do

*  Shows vision nnd inspiration

o The ability to bulld commitment of various
-pecple to standards of behaviour

5 tm" E \ND 'TE

*+  The abllﬂv to davelop co-cperalion nnd
teamwark whils feading & group of people

= Stimulates others to work together eﬁ‘actively o

group seftings. -
a  Utilises the skills and resources of all team
members
o - Keeks the input ot‘group members by
encouraging perticipation
Traats all group members soultably
Keeps il group members informed and
finds solutions that benefii all involved
parties '
. 'I‘he ablllty 1o work in.a group bt not tn
dominate it :
+  The willingness to assist others, share
information and knowletge to meet the needs of
the firm :

» The ablfity to establish tapport eastly and to
develop and malntatit & network of contacts and
forhal channels of communication whocan -

_ provide information, help and access to otherg -

o The ability to use influence to bulld alilances,

© nerworks, conlitions or teams

J.&‘.AIAA.EIAE.lLII.‘LAHD.R__SIKIEHEE

« The nbility to adnpt easily to cliange

o Can see the merits of difforing posltions and
adajpts one's awn behieviour, pesition and
strategies fu responss to naw information or
changes I a situntion

o Isresitiont

19, CONCERN WITH IMPACT

The characteristic of acquiring symbols of power

in order to have the power to impact others
Interest and cancern In status and
reputation

Being good at lnﬂumcmg and persuading
others

a0 A _ : F.ASSE

A renfistically grounded view of yourself

An avwareness of your own strangths arld
weakniesses

- Tlie ability to deseribe and evaluate your _ :
effectiveness in n ghien sttuntion and to take -
appropriate action to remedy the weaknesses
Knowing how your personal values, needs and -
_Interests affects others and your professiuﬂal

- competence

21P T'B

‘The ability to be relatively objestive and not

* limited by personal prajudicas, perspectives or

binses

The ability to distance onegell from emotional
involvement in a situation, thereby allowing

. tneself to exercise relativa obfectivity

The disposittan to view an eveit from multlple

perspectives slmultaneously
23 IDENTIFIES OPTIONS IN ORDER TQ
Cienerates op’tions:

Evalustes optlons by examining the positive and

" negativa aspects if they wers put into effect

Anticlpates the effects of options on others
PForesees others reactions
Demonstrates cornitnon-sense and inltlative -



[

8. SELF-CONFIDENCE

s Decisivaness or presence; makes a
strong, positive impression

» * Has authorlty and credibility
Positive selfbasteem )
Has & strong faith in one’s own skills, capability
and judgemont and exprasses and conveys a
belief in own ability

s Displays a crigp, forcetul and impressive
selfpresentation

& The ability to mnke decisions without
ambivalence and accept the consequences. of

. those decislons : .

*  Afmits to areas of inexpertness

9, SELE-C i

= The bllity to keep one's gmotiods under control

when faced with opposition or hostility rom

others or when working under stressful

gonditions

'The ability to inkibit personnl rieeds or

desires in service of organisational needs

'»  Maintaing effectiveness in the face of
adversity or unfaitress

s Performunce remning stable under pressure
or opposition _

» Does ot becoms {rrftable or anxious, reteins
composure

" The abihty to phymmlly suistain long hours and
maintaln high performance under consistently
_ high stresy
»  The abillty to stick with 2 difficult task over an
extended period of time, without quitting when
faced with ebstacles or refestion
©  Has energy and vitality -

1, CONCERN WITH PERSONAL IMPACT

s Atepdency to think carefully about the fikely
effects on others of one's actions, words,
nppearance and mode of hehaviour

» A tendenoy to calculnte one’s words and
actians in advanee to.achieve 1 desired
effect

z SENSITIVIT

The ability to understand, interpret and show

ronsiderntion for otfier’s concerns, reeds,
Thotives and feelines

© 'Tha abllity to recoghise the mitations in others

- Shows empathy in oral and written

communications

Is flexible when denling with orhers and will.
chunge own position when others® proposu.l
whiront it

- Bxtrcts a degper nieaning from verbal and
tion-verbal messages and communicates

understanding of and insight ito another
persan’s feelings and situation

Is trusted, acts with compassion, keeps
confidence and is availablo when needed

. The dbility t0 convince othérs by presenting

.!ogmal arguinents, pointing out beneflts and

using langusge suited to the audience
Influences and persuades others ta give their
sgreament artd commitment

In the face of conflict, usés personal inﬂuencu to

- communicate proposals to resch beses for

compromise and to réach agreement

Uses forms of influence 10 obtain

compliance

Acts to stimulate others to zo alohg wuh ones
direations, wishes, commands, policies or
procedures

Tha ability to develop and use effective plans

- and tagties to persuude others or to galn tneur

support -

‘Takes effective ffurts to improve the skills and

" competencies of others.

Monitors and evaluates theiy work
Provides clenr, speclfic pmfonnnnue
feedback .
Coaches and mentors

Faellitates solf-development in othiers



JEFINITIONS ¢ PETENCIE

& A desirs to find better or more efficient
ways to do things

s Develops plans for dehieving goals:

" - Organises resources. efftclently and e&bctlve[y.
deleuating work 1o the appropriste staff

»  Plans priorities, assignments and the allacation ot

. resburces

¢ Makes full use oF own time and resources

«  Work is precise pnd methodical and ralevam

- detail is not overlooked |

s Sets demandmg goals for self and others and has
. adesire to teet them S
o Is dissatisfied with average perfunhance
s Seey s task througli to completion
- irrespective of obstpcies and setbaclks
#  Performs agairist a personial standurd of
extellence .
»  Maintains 8 high level of activity and produt:es Y
. high level of output
+  Actively influences events to achisve goals

e The tendenay or dispoition to agt in a self:
directed way

s  Taking action before belng directed ar
forced by events

*  Precipitates action

*  Seizes opportinities, sceks in-depth
informatian from o variety of sources

o Does significantly more than is requ:red

s[5 proactive

»  I§an nftiator

s Isaselbstarter and otiginator

4. CONCERN FOR QB. DER
» X coneern for ensuring aecuracy, quulity and
ordarfiness of work and tifbrmation -
~o  Gives attantioti to detail and carefully
checks one's awn and other’s work

*  Acuncern that wark gets done in a methodics]
way by adhering to prooedures snd systems

'APPENDIX 1

5. CONCERTUAL THINKING

»  The ability to- dwelap and apply cobcepts aud
principles

2 The abillty to draw logleal conclusions and to
note similarities and differences between
Situations

. % The ability to Identify or recognise pattems of

thewmes from an asgoriment of Information

5. STRATEGIC PERSPECT

s Rises above the detall i see brnadar lsznes and
jmplications

"« TaKes gecount of wide-ranging mﬂueuces and

situations both inside and outside the orgammnon
befnre planning or actmg

7 YTICAL THINKIN t

a  Secks all relevant Infunnat:on
s The ability to bresk down complex problems or
tasks to gonerato detafled plans

e The ability to think of multiple causes and

consequenws of events

. » Grasps information accurately and identifies

limitations to information

¢ Identifies, selects and cotnpares information in
el 2 way that similarities and differences ar
discerned, and accurate catclusiony / results are
darived from these comparigons avar time

e+ The ability to identify essential, underlying issues
in complex situntions

+ . Makes decisions based od logion! assumptions
that reflect factual information _



T COMPETENCY | NONEED | VERY | NEEDFOR| GREAT | VERY
T  FOR LITTLE | TRAINING | NEED | GREAT
TRAINING | NEED | NeEp.

14, Developing Others

15. Managing Staff’

16, Group Management
and Teamwork

17, Relationship Building_

18, Adaptability and
Regilience

19, Concern with Impact _

20. Accurate
Self-assessment

21, Perceptual Obiectivity

22, Identifies Options in -

_order to Progress

23, Productivity
Qrientation

24, Financial Skills

25. Buginess Sense and
- Curiosity '

26, Computer Literacy

27, Managing Diversity

28, Presentation Skills

29, Interpersonal Conflict
Handling and
Negotiation Skills

30, Communication Skills

31. Risk Taking

PLEASE NOTE |

If there are any other managerial and/or service competenc:es not on the above list that you thmk

~ you may heed trainmg in over the next five years please write them here,

E R K




 PLEASE NOTZE' }

T there are any other managerial and /or service competenmes not on the above list that you think
- may be important over the rext five years please write them here. :

]PARTSI;..  .: 'y.  ._ T “_'_'_1'-'-'  ——————

This section deals with your own growth and development over the next 5 years. In the table. .

below rate the extent of your need for training and developinent in the competencies regardless
of how you rated their importance, E.p, If you think that you will have a great need for training in
‘Comp‘uter Literacy’ over the next five years, you would place a cross in the block *Great Need" '

In order to complete this section it may be helpt’ul to again read the deﬁrutlons of the
competenmes in Appendix 1.

~CONPETENGY NONGED | VERY | NEEDFOR | OREAT | VERY |

FOR = | LITTLE | TRAINING ! WNEED GREAT

TRAINING | NEED | o _NEED

1, Efficiency Orientation.

2, Achievement Motivation

3, Initiative

4, Concern for Order -

3, Conceptual Thmkmg

6, Strategic Perspective

| 7. Analytical Thinking and
Judgement

8. Self-confidence

9, Self-control -

| 10, Stamina / Tenagity

11, Concern with Personal -
Impact

2. Interpersonal
Sensitivity

| 13. Dirget Persunsion and
Influence .




2 .

~ COMPETENCY

VERY LITTLE

LITTLE

IMPORTANCE

IMPORTANT .

“VERY

T ABSOLUTELY

1. Efficiency Odentaﬁon_

1 IMPORTANCE

IMPORTANT

__ESSENTIAL

—

2, Achievement Motivation
3, Initiative L

1 4, Concern for Order

5, Conceptual Thinking . -

6, Strategic Perspective

7, Analytical Thinking and

Judgement
8, Self-confidence.

9, Self-control

10, Stamina/ Tenacity

11, Concern with Personal

Impact S

12, Interpersonal
- Sensitivity -

113 Direct Persuasion and
__Influence '

|_14. Developing Others _

15, Managing Staft

16. Group Management
~and Teamwork -

" |17 Relationship Building

13, Adaptability and
Resilience

19, Concern with Impact

| 20. Accurate
Self-assessment

21, Perceptual Objectivity

- 22. Identifies Options in
order to Progress

23. Productivity
Orientation

24, Financial Skills

25, Business Sense and
Curiosity

26. Computer Literacy

27. Managing Diversity

28, Presentation Skills

29, [nterpergonal Conflict |

Handling and
_Negotiation Skills

30, Communication Skills

31. Rigk Taking




| Abpendix' 6

|QUESTIONNAIRE ~ I
This questlonnaire consists of three parts, The ¢ referred to in Parts 2 and 3 of the

questionnaire are defined in Appendix 1. It may - h.i\pé l for you to look at these deﬁmtlons
before you complete parts 2and 3, : S

In Part ! personal information about vou and your pract:ce is required,

tn Part 2 you are asked to rate the competencies in terms of their 1mportance for your _]ob as an
attorney over the next five years, .

. InPart 3 you are asked to tate the competenmes you think you Wlll need training in m the next
. five years, - .

L Wftat is your age ? (Please t:'cﬁ; the apﬁhﬁrﬁa& block)

| 20-29yrs !'30-39yrs _ 40-49yrs | 50-59yrs | over60yis

2 How long have yau pmczised as an atiorney ?.

[ 005yrs_'_ | _6_» lﬁ-y_r_s_ ) 10 ZOyrs [ overZOyrs I

3 How many people (inc!udfngyoumeij} are employed in your firm ?

_ Number of Attorneys | _ |Number of Other Staff _ :
|PART2 ' T T
‘Please fate the importance of the competencies for the job, that you, as an attorney, think you
will have to perform over the next five years in order to manage your practice effectively and
provide a con'ststeutly high quality service, This refers to importance regardiess of whether you
are competent in that competency or whether you think that you require training In that .

_competency. E.g. if you think that ‘Computer Literacy’ will be very important for your job over
the next five years, you would place a eross in block ‘VYery Important’,

For the purposes of this questionnaire a competency s defined as follows:

“A competency {s the set of behaviour patterss that the incunibent needs to bring to brmg to
the job to perform its tasks and functions with competence.”

In order to complete this section it may be helpful if yoy read the deﬁmtzon of the competenczas
in Appendlx L.
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Appendix 11

_gdditiongl Competencies Identified as Requiring Training

-'Addmtlonal\ compatancies

i} Tdentified Competency

AbLlLty to Work Lang Hours and to
Cope Wlth Skress

Imprcving Mentdrahip

Ability to , sal with Criticism
"Bbllity to Deal with Staff who do’
not Realise Urqency and Eatard
- productivity-

Acceptance of Poor Remuneration in
Rarly Career Phase

| 8tamina and Tenacity

‘Developing Others -

Selfwconfidénce / self-control

Managinq staff /- Product;vxty
' Orientatlon

Self-cdnfidénue / Salfwcontrol

e ma e am



 |Control of Costs .

Append:x 10

Additional Manaqerlal and Service Competenclea Ident:_f:.ed

Md:.tlnnal(:ompatencles

dentizied Conmpetancy

[Pinaneial Control .
Budgeting

Accourntancy Supervxsicn
Crgdit Control

Concern For Containing Costs

Ability to Motivate Others

Attention to Detail

Language Fluency

‘|Get Down to Doing the Job on Hand,
Seeing it Through Bfficiently
and Things Could Work Out

Adaptation to Major SQcial Changes

Self-reliance P

Self~motivation

{Ability ﬁq Research Independantly
Race Relations

Languages .

Administration of Financa .

Internal Labour
|Growth Awareness

Client Relations
Appreciation of Urgency Of work
Obtaining the Co-operation of Staff

Training and Introduction of
Affirmative Action

-Financial Skills. |
Finangial Skllls

Financial skills / Managlng

Financial Skills .

Finaneial 5kills / Efflcmency
“Orientation

Developing Others / Managlnq Staff

Concern for Order '

Communication Skills

Bfficiency Orientation

caff _

Adaptability and Resilience

Self-confidence / Self~control /
Stamina/Tenacity

Self-confidence ./ Self-cnntrol /
Stamina/Tenacity

Self-confidence / Conceptual
Thlnklng / Analytlcal Thinking

Managing Diversity

Communication Skills

Financial sSkills

Finaneial Skills

Managing Diversity / Managing Stafﬂ

Adaptability -and Resilience / - '
Strategic Perspective

Business Sense and Curlosity /-
Communication Skllla / Strategic
Perspective

Bfficiency orientation

Managing Staff / Group Managamenb
and Teamwork

Managing Diversity / Managing Stars
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NEED FOR THAINING

FACTOR ANALYS!S EIGEN VALIJE SUMMAHY

| Appendix g

1 14,7612 47.62 47.62
2 2.2354 7.21 ~_54.83
3 1.9276 6.02 61.03
4 1,4390 4,64 " 65.67
5 1.2270 3.96 69.60__
6 1.0472 3.38 73.00
7 1.0084 3.24 76.24
8 _ 0.9210 2,94 79.21
g 0.7136, 2.30 8151
70 0.6855 221 83.73
1 0.6304 1.03 85.76
12 0.5666 1.83 87.59
13 0.4421 143 89.01
4 0.4308 1.39 90.40_
15_ 03708 120 91.60
16 0.3436 131 82.71
17 0.3388 1.09 —93.80
18 0.2663 0.86 0466
18 0.2358 0.76 95.42.
20 0.2094 0,68 —96.09
21 01913 0.62 86,71
52 0.1864 0.60_ 7.31.
23 0.1608 0.52_ — 97.88
54 0.1433 0.46 6859
26 0.1180 0.38 98.67
28 0.1014 0.33 99.00_

37 0.0803 0.26 99.26
28 0.0780 0.24 99.49
29 _ 0.0660 021 88.71
30 0.0689 0.9 99.80 _
81 0.0317 010 100,00
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